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Abstract 

This thesis is conducted in the context of the hotel industry. Every year, the hotel investi-
gated in this thesis completes a job satisfaction survey. The survey is built upon several fac-
ets from which an overall job satisfaction is derived. The problem is that the survey has 
through time shown poor results, especially with facets concerning management. When 
those facets were summed up with other facets, it had a strong negative influence on the 
overall job satisfaction at Hotel X. Scarpello and Campbell (1983) argue that all facets may 
not directly influence overall job satisfaction, and as a consequence the sum of several fac-
ets might contribute to misleading conclusions.  

The purpose of this thesis is to investigate how managerial processes influence employees’ 
overall job satisfaction at Hotel X. By managerial processes is meant what managers do or 
is perceived by employees to do. The thesis investigates job satisfaction at both an overall 
and a facet level. Questions on which facets that influence overall job satisfaction, as well 
as whether managerial processes have a direct or indirect influence on overall job satisfac-
tion are answered.  

In order to fulfil our purpose multiple sources of evidence were used. Surveys made by the 
hotel were used as secondary data. The primary data consisted of qualitative observations 
and in-depth interviews with employees. The facets investigated were; Job Contents, Equip-
ment, Salary, Rewards, Benefits, Conditions of Employment, Personal Development, Co-workers, Immedi-
ate Management and Top Management. The managerial processes dealt with were organisational 
structure, managerial style and communication.  

The company survey of 2005 and the results from qualitative data corresponded well. Job 
Contents, Conditions of Employment, Personal Development, Co-workers, Immediate Management and 
Top Management all influenced overall job satisfaction. However, there were no indications 
found that Equipment, Salary, Rewards and Benefits influenced overall job satisfaction. Manage-
rial processes were significant for all facets, except for Salary. Top Management and Immediate 
Management were the only facets with a direct connection between managerial processes and 
overall job satisfaction. Communication was found to be the process which influence job 
satisfaction the most. It turned out to influence all the facets that were either directly or in-
directly linked to overall job satisfaction.  
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Sammanfattning 
Denna uppsats bygger på en fallstudie av ett hotell. Hotellet utför varje år en medarbetar-
undersökning. Undersökningen bygger på utvärdering av olika delar som summeras och ger 
en övergripande helhetsbild av de anställdas trivsel. Hotellet har flera år tillbaka visat nega-
tiva resultat främst angående de delar som berör chefer och ledares beteende. När dessa 
negativa resultat summerades med de andra delarna bidrog det till en negativ helhetsbild. 
Enligt Scarpello och Campbell (1983) influerar inte alla delar helheten, vilket innebär att en 
summering kan leda till en missvisande helhetsbild.  

Uppsatsens syfte är att ta reda på hur chefer och ledares beteende influerar anställdas sam-
mantagna trivsel på Hotell X. Denna studie besvarar vilka delar som influerar anställdas 
sammantagna trivsel och även huruvida chefer och ledares beteende har direkt eller indirekt 
inverkan. 

De undersökningar som utförts av hotellet utgjorde uppsatsens sekundära data och de pri-
mära bestod av observationer och djupgående intervjuer med de anställda. De olika delar 
som studerats är: Arbetsuppgifter, Redskap, Lön, Belöningar och Förmåner, Anställningsvillkor, Per-
sonlig utveckling, Personal relationer, Närmsta ledningen och Högsta ledningen. Organisationsstruk-
tur, ledarskapsstil och kommunikation har studerats närmare för att kunna svara på hur 
chefer och ledares beteende påverkar trivseln.  

Medarbetarundersökningen utförd 2005 är förenlig med denna studies resultat. Arbetsuppgif-
ter, Anställningsvillkor, Personlig utveckling, Personal relationer, Närmsta ledningen och Högsta ledning-
en var områden som påverkade den sammantagna arbetstrivseln. Däremot fanns inga indi-
kationer på att Redskap, Lön, Belöningar och Förmåner influerade. Chefer och ledares beteende 
inverkade på alla områden förutom Lön.  Högsta ledningen och Närmsta ledningen utgjorde de 
enda direkta sambanden mellan chefers och ledares beteende och den sammantagna arbets-
trivseln. Kommunikationen visade sig vara den del av chefer och ledares handlande med 
mest inverkan på trivseln. Kommunikationen visade sig också, antingen direkt eller indi-
rekt, influera samtliga delar som påverkar anställdas sammantagna trivsel. 
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1 Introduction 
This chapter will provide a background of the topic of interest. It will clarify the importance of the study in 
both a broad and narrow way. The background will guide the way into the problem discussion of this spe-
cific study. The discussion of the problem will lead to the purpose and research questions. Furthermore, the 
perspectives taken in this study as well as some delimitations and definitions will be spelled out. Finally, the 
disposition of the thesis will be given to facilitate further reading.   

1.1 Background 

Job satisfaction is the most frequently studied variable in organisational behaviour research 
(Spector, 1997). It has been considered in a variety of ways, and is defined differently in 
various studies. Spector (1997:4) defines job satisfaction basically by saying that it is “how 
people feel about their jobs and different aspects of their jobs”. It is the extent to which 
people like or dislike their jobs.  

Today employees expect to get more satisfaction from their work than ever before.  As the 
importance of job satisfaction increase in the minds of workers, they are more likely to 
consider it as a reason to keep their current job or to accept a job offer elsewhere (Robbins, 
2005). In today’s changing environment the human resources are the most important assets 
for a company. This is especially true for service organisations as they rely heavily on that 
their front line employees provide high-quality services to their customers (Palmer, 2001). 

This thesis is conducted in the context of the hotel industry. The hotel industry is a service 
and people-oriented business. To be successful in a competitive market, it is important that 
Hotel Managers know how their employees feel at work and what they want (Lam, Zhang 
& Baum, 2001). What people expect from their job differ between industries. Simons and 
Enz (1995:23) found that industrial workers wanted an interesting work, appreciation, and 
the feeling of being “in on things”, whilst hospitality workers wanted good wages, job secu-
rity, and opportunities for advancement and development. However, even though the fac-
tors that affect job satisfaction differ between industries, Choy (1995) argues that, the level 
of job satisfaction within the tourism industry  appears to be high and equal to other jobs.  

The study of the effects of job satisfaction is one of the major domains of industrial-
organisational psychology and organisational behaviour (Spector, 1997). Heskett, Jones, 
Loveman, Sasser & Schlesinger (1994) argue that the financial performance in a company 
has shown to be derived from customer satisfaction that in turn is highly influenced from 
employee performance, which in turn is derived from employee satisfaction. Job satisfac-
tion is therefore in the heart of the organisation.  

Job satisfaction (or dissatisfaction) can be divided into two broad dimensions; events and 
agents (Locke, 1976). It may be seen as global and investigates the overall job satisfaction. That 
is, to investigate how employees feel about all aspects of the job (both events and agents), 
on the whole. One may also divide job satisfaction into several facets (or areas), such as pay 
or supervision (Oshagbemi, 1999). Overall job satisfaction and facet satisfaction may be in-
fluenced by managerial processes (Mullins, 2002). By managerial processes is meant what a 
manager (whom may also be a leader) does or is perceived by employees to do. Examples 
of managerial processes are, the managerial style, how the manager handles relationships, 
communication and feedback. Bass (1990:400) defines managerial processes as “the proc-
ess in which the manager engages”.  
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Research has shown that managers directly influence organisational processes and out-
comes. Consequently, managers control many factors that influence employee job satisfac-
tion (Robbins, 2005). The amount of effort that an employee expends toward accomplish-
ing the hotel's goals depends on whether the employee believes that this effort will lead to 
the satisfaction of his or her own needs and desires. In the context of the hotel industry, 
the key to make employee satisfaction possible lies with managers’ understanding of what 
their employees want from work (Simons & Enz, 1995).  

1.2 Problem Statement 

The thesis is built upon commission of Hotel X1. Once a year, Hotel X completes a job sat-
isfaction survey amongst approximately 20 out of a total of 35 employees. The survey is 
made for the whole hotel chain to which Hotel X belongs. The hotel chain is one of the 
major ones in Scandinavia and the survey is equal for all hotels, regardless of country, 
which means that it is not adapted to Hotel X as an individual hotel. The survey made is 
built upon several facets and from those an overall job satisfaction is derived. In this case 
the problem is that Hotel X has shown very negative results concerning overall job satisfac-
tion. In year 2004 Hotel X were among the ten hotels that showed the poorest results. The 
General Manager at Hotel X does not understand why the results are negative, since she 
believes that the employees are highly satisfied. In fact, she has worked in the industry for 
30 years and says that she has never had such a good workforce.  

By examining the results from the above mentioned job satisfaction surveys, three years 
back in time, we found a pattern of dissatisfaction with the facets concerning management. 
When those facets were summed up with other facets, it had a strong negative influence on 
the overall satisfaction at Hotel X (other areas such as Equipment and Job Contents showed 
very positive results). Spector (1997) argues that areas of job dissatisfaction demands fur-
ther investigation. It is possible that management, and the processes in which the manager 
engages, do not influence satisfaction amongst employees, it might only influence dissatis-
faction (Herzberg, Mausner & Snyderman, 1959). Furthermore, all facets may not directly 
influence overall job satisfaction and as a consequence the sum of several facets may lead 
to misleading conclusions (Scarpello & Campbell, 1983).  

1.3 Purpose 

The purpose of this thesis is to investigate how managerial processes influence employees’ 
overall job satisfaction at Hotel X.   

1.4 Research Questions 

� Which facets influence overall job satisfaction at Hotel X; do all facets influence or 
only some?  

 
� Do managerial processes have a direct or indirect influence on employees’ overall 
job satisfaction at Hotel X? If so, how?  

 

                                                 

1 Our thesis will be based upon a case study made at a hotel. Due to confidentiality we will not use the actual 
name of the company; instead we will refer to it as Hotel X. 
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1.5   Perspective 

In order to understand managerial processes and its influence on job satisfaction we will try 
to gain a holistic perspective of job satisfaction at Hotel X, thus integrating the perspectives 
of both management and employees.  

1.6 Delimitaions 

Studies have argued for relationships between employee job satisfaction and customer sat-
isfaction, employee performance (Heskett et. al, 1994), organisational citizenship behaviour 
(Donavan, Brown & Mowen, 2004), job retaliation (Skarlicki, Folger & Tesluk 1999) and 
work-family conflict (Grandey, Cordeiro & Crouter, 2005). There are several more effects 
and correlations that can be found in the literature. All of those are important as they do 
not only influence the individual, but the organisation as a whole. However, whether or not 
satisfaction in the hotel industry is correlated to any of these effects is out of scope in this 
thesis.  

1.7 Definitions 

Overall job satisfaction: how employees feel about all aspects of the job (both events and 
agents), on the whole. 

Managerial processes: Bass (1990:400) defines managerial processes as “the process in 
which the manager engages”. Out of the vast amount of managerial processes in which a 
manager can engage in. This study focuses on the following processes: organisational struc-
ture, managerial style and communication. 

Direct versus Indirect influence on overall job satisfaction:  
Managerial processes may influence job satisfaction both in a direct and indirect manner. 
Therefore, we find it necessary to define these two concepts: 
Direct influence: When the main reason for overall job satisfaction/dissatisfaction is due 
to managerial processes. 
Indirect influence: When managerial processes are found to influence a facet which in 
turn influence overall job satisfaction.  
 
Management versus Leadership:  
Academics have given several definitions of leadership, management and the difference be-
tween the two concepts. Leadership may be defined as “the process of influencing the ac-
tivities of an organised group in its efforts towards goal-setting and goal achieving”       
(Buchanan & Huczynski, 2004:716). Whilst management “consists of implementing the vi-
sion and strategy provided by leaders, coordinating and staffing the organisation, and han-
dling day-to-day problems” (Robbins, 2005:382). Since the managers referred to in this the-
sis also are in position of a leader the two concepts will be used interchangeably.  
 
To decrease misunderstandings we would like to clarify that general management is in this 
thesis a synonym of top management and immediate management is the same as middle 
management and supervision.  
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Chapter 2 

   Methodological Approaches 
and Method 

Chapter 1 

Introduction 

 

Chapter 3 

Theoretical Framework 

 

Chapter 5 

Conclusions and Final 
Discussion  

Chapter 4 

Findings and Analysis 

 

1.8 Disposition of the Thesis 

This section shows the disposition of the thesis, explains the logic behind the structure and 
gives the reader an overview of the chapters contents.  

 

In the first chapter an introduction will guide the reader into the topic of 
this thesis. Important background information and purpose is given, as 
well as delimitations and definitions. This chapter facilitates further read-
ing.     

 

   

The second chapter consists of methodological approaches and the method. 
We have chosen to place the method chapter before the theoretical frame-
work because we have built the thesis on the chosen method and the 
boundaries of the theory were made in accordance with the method.   

 

 

The third chapter, which includes the theoretical framework, consists of 
two sections; job satisfaction and managerial processes. They are being 
separated in the theory but are linked in the following chapter. The Moti-
vator-Hygiene theory (Herzberg et al., 1959) are presented and are es-
sential for this thesis. The first section deals with events, agents and its 
facets, which together form overall job satisfaction. The second section fo-
cuses on managerial processes.  

 

In the fourth chapter both the empirical findings and analysis will be pre-
sented. In order to decrease recurrences and to make it more interesting 
the findings and analysis are combined. The chapter begins with an 
analysis of the overall job satisfaction in order to find out which facets 
that have an influence on overall job satisfaction and which are influenced 
of the managerial process. Thereafter analyses are being made on whether 
or not and how managerial processes influence facets.  

 

The final chapter presents the conclusions and gives implications for man-
agement. Here the research questions are being answered. The thesis ends 
with reflections and suggestions for further research.  

 

 

Figure 1.1 Disposition of the thesis.  
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2 Methodological Approaches and Method 
This chapter starts with the methodological approaches held by us as researchers. Our philosophical stand-
point will be given, followed by the research approach and the choice of method. Thereafter, the actual 
method used for data collection and data analysis is explained. The chapter ends with a discussion about the 
trustworthiness of the research. 

2.1 Philosophy of Science  

When conducting scientific research, it is important to pay attention to the philosophy of 
science underlying the decisions concerning the research strategy. Johnson and Duberley 
(2000) argue that it is essential for researchers to be aware of that they already have a pre-
understanding. The choice of research design is, according to Easterby-Smith, Thorpe and 
Lowe (1991), dependent upon three criteria. Firstly, the personal criteria of the researchers 
themselves, secondly, the aims or context of the research to be carried out and thirdly, to 
ask the question whether anyone will believe the results. 

As researchers we do not believe in one truth. Thereby, this thesis will not only rely on the 
quantitative research made by the hotel chain and accept it as the one and only truth. Our 
view is that reality is socially constructed rather than objectively determined and that ob-
servers are a part of what is being observed. Thus, our basic beliefs are grounded in the 
phenomological paradigm. However, we adopt a pragmatic view (Easterby-Smith et al., 
1991) combining methods drawn from both positivism and phenomenology.  

A phenomological perspective is dominant in the research design. It might help us to un-
derstand processes and the meanings people attach to actions. We believe that we need to 
have an understanding of the whole in order to see the small. We try to gain a holistic ap-
proach to job satisfaction in order to dig deeper into managerial processes and its affects 
on job satisfaction. However, when analysing, we will look for regularities in the data ob-
tained and attempt to produce propositions that could be generalised, from the specific ho-
tel under investigation, to the wider population of organisations. Thereby, we apply some 
traditions from positivism (Easterby-Smith et al, 1991). By looking at only one organisation 
in-depth we are aware that it might limit the generalisation of our conclusions.  

2.2 Research Approach  

The choice of the methodological approach is influenced by the philosophy of science 
adopted by the researcher. In general, positivists use a deductive approach and social con-
structionists use an inductive approach (Strauss & Corbin, 1998). However, even though, 
as stated above our paradigmatic standpoint is closer to the phenomological paradigm 
(thus, social constructionists) than to positivists, we will not use a pure inductive approach. 
We do not believe in the idea of constructing research without ‘preconditions’ (Strauss & 
Corbin, 1998). The thesis will use a mixture of inductive and deductive methods, which can 
be referred to as a so called abductive approach. The aim of this study is to obtain an un-
derstanding of the existing phenomena with help from existing theory and existing con-
cepts in order to match theory and reality. This matching is referred to systematic combin-
ing (Dubouis and Gadde, 2002). The combining of sources of evidence, while shifting be-
tween analysis and interpretation, usually denotes triangulation (Yin, 2003).  
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Since this thesis aims to obtain a holistic view of managerial processes and job satisfaction 
at Hotel X, we believe that the idea of triangulation of data, by using both quantitative and 
qualitative methods, will provide different perspectives. Secondary data from the quantita-
tive surveys made by the hotel chain was obtained prior to the start of the study and we will 
conduct qualitative research based upon this. According to Yin (2003), the main advantage 
of triangulation is the development of converging lines of inquiry. Miles and Huberman 
(1994: 267) argue that “triangulation is not so much a tactic as a way of life. If you self-
consciously setting out to collect and double check findings, using multiple sources and 
models of evidence, the verification process will largely build into the data collection as you 
go”. We will make use of the idea of triangulation and we will double check findings from 
the quantitative research made by the hotel chain with our own primary data.  

2.3 Choice of Method  

As previously mentioned this thesis is based on a case study. Case studies do not need to 
be limited to one single source of evidence. Actually, it is better if the study relies on a vari-
ety of sources (Yin, 2003). We will use multiple sources of evidence. In order to collect the 
data from the different sources a method needs to be chosen. To be able to choose a 
method for data collection, one needs to consider the purpose and research question and 
choose the one that best fulfil those. Qualitative and quantitative methods are the two 
methods that can be used but it is also possible to combine the two methods (Darlington & 
Scott, 2002).   

In order to decide which method to use one need to discuss the differences. Quantitative 
research is focused on a high number of respondents or observations. The results are 
measured mostly in figures, which makes it easier to interpret and it is less likely that the re-
sults are being biased. On the other hand the qualitative method focuses on fewer respon-
dents but try to get a deeper understanding. The results are mostly measured in words, 
which makes it harder to interpret (Ryen, 2004). Lindlof (1995) explains that qualitative 
methods seek to keep the form and content of human behaviour rather than transform it 
to figures. Quantitative research is often used to test hypothesis while qualitative research 
instead can generate hypothesis. This implies that deductive research is associated with 
quantitative and inductive usually is associated with qualitative research.  

Since our purpose is to understand how managerial processes influence job satisfaction it is 
important to get a deeper understanding of human behaviour. The qualitative method will 
therefore be the method used when collecting data because the major strength is that it fo-
cuses on what ‘real life’ is (Miles & Huberman, 1994). Observation, recording and tran-
scribing, analysing texts and interviews, are the four major methods that qualitative re-
searcher use (Silverman, 1993). This thesis will combine observations with interviews, 
which is common when doing a case-study (Silverman, 1993). The data will be gathered 
from in-depth interviews and observations since they are particularly well suited for explor-
ing questions in the human service sector (Darlington & Scott, 2002). The data gathered 
with the qualitative method will be compared and analysed with the data from the quantita-
tive survey made by the hotel chain. Secondary data will be used in order to make the re-
sults more reliable.  

Primary and Secondary Data 

When selecting resources for a project it is important to know the difference between pri-
mary and secondary data. The difference can be explained as ‘new’ and ‘reused’ data and 
they are both significant to the quality and reliability of the research. When using mostly 
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primary data a certain cautiousness about reliability is needed. However, when using mostly 
secondary data, the researchers need to be aware of potential errors in the research on be-
half of the researchers and the researched (Maylor & Blackmon, 2005). With this in mind 
we decided to use both primary and secondary data in this thesis. 

Secondary data already exists and does not have to be collected by researchers (Sekaran, 
2003) and may also have been collected for a different purpose (Maylor & Blackmon, 
2005). Our secondary resources were the company surveys already performed by the hotel 
chain three years back in time (2002, 2003 & 2004). These surveys gave us a background to 
the problems in the organisation. The new company survey for this year (2005) was primar-
ily used to compare with our own research. The company surveys were done for another 
purpose than ours, since it focused on the whole chain and our research is done on only 
one specific hotel, Hotel X. We also retrieved journals from different databases. Other lit-
erature found handled information about for example job satisfaction and communication 
in the hospitality industry. Literatures were also used for preparations and to gain an under-
standing for our primary research. 

Primary data are data you have collected yourself for the specific investigation (Maylor & 
Blackmon, 2005) and are collected from the actual site where the research is done (Sekaran, 
2003). According to Sekaran (2003), perceptions and attitudes are best retrieved by talking 
to people and observing events in the organisation. Therefore, we decided that our primary 
resources would be to do an observation to gain an overall understanding for the organisa-
tion and later to do in-depth interviews. 

2.4 Method for Data Collection  

Prior to the start of the project we turned to the quantitative surveys made by the hotel 
chain year 2002, 2003 and 2004. Result from these surveys acted as non-technical literature 
(Strauss & Corbin, 1998) and helped us to formulate research questions, and purpose of 
the study. However, after this initial stage, further data collection was necessary in order to 
fulfil the purpose. This section will describe how such data was collected, and the rationale 
behind our collection.   

2.4.1 Literature Study  

In scientific research, theoretical frameworks are needed, as empirical observations are not 
to be considered in themselves as results of the research (Yin, 2003). In order to be able to 
analyse empirical data, we need a perspective on how to analyse it, as well as guidance in 
our collection of data. This perspective and guidance is, according to Yin (2003), what we 
call theoretical framework.  

Weick (1979:38) argues that "many pseudo-observers … seem bent on describing every-
thing and, as a result, describe nothing." His suggestion for solving this problem is to invest 
in theory to keep some intellectual control over the rapidly increasing set of case descrip-
tions. This thesis will therefore use theory to set general guidelines and to place boundaries 
on the study. Investing in theory might improve the explanatory power of case studies 
(Dubois & Gadde, 2002). The abductive approach proposed in this thesis is an argument 
for a stronger reliance on theory than is suggested by true induction. On the other hand, it 
is even more distant from deduction (Dubois & Gadde, 2002).  

According to Strauss and Corbin (1998), it is important to enter into the research situations 
with some background in what they call ‘technical literature’. They argue that there is no 
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need to review all of the literature beforehand. Glaser (1978), points out the importance of 
fit between theory and reality, and argues that data should not be forced to fit preconceived 
or pre-existent categories. We will therefore, start off with some background reading on job 
satisfaction and leadership. For example, Herzberg et al.’s (1959) theory of motivators and 
hygiene factors (see section 3.1.1) builds the foundation for this thesis and it will permeate 
the whole study. This ‘technical literature’ (Strauss & Corbin, 1998) will guide us in our 
empirical investigation. Thereafter, we will search for further literature on issues brought 
up during our empirical research. Hence, our need for theory is created during the process. 
This is supported by Dubois and Gadde’s (2002) argument that abductive matching has the 
potential to yield more, than inductive fit (Dubois & Gadde, 2002).  

To sum up, the literature study will guide this research, set boundaries on the study and 
furthermore, it will be used as an aid to outline important variables, suggest relationships 
among them, and direct interpretation of findings.  

2.4.2 Observation 

There are several different types of participant observations that can take place. The two 
main types are where the researcher takes part in the activities or is there only to observe. 
The later means that; the task of the researcher is to watch the activities and experiences of 
a group closely and writing them down (Welman & Kruger, 2001). Berkley (2004), suggests 
that observations in small groups can only be detected by a person outside of the organisa-
tion. 

Participant observation is a qualitative investigation a researcher can apply when studying 
organisations. It requires the researcher to report on daily activities that takes place within 
the organisation. We decided to do a short observation, since participant observations usu-
ally are very time consuming. The main idea was for us to get an overall view of the organi-
sation and to gain a general understanding for the employees working conditions and their 
behaviour towards each other. Therefore, we refer to observations rather than participant 
observations. 

Seven types of content can be observed; humans’ physical actions, verbal behaviour, per-
sonal relations and locations, temporal patterns, physical objects and verbal and pictorial 
records (Zikmund, 2000). Although you do not have to study all of them, it depends on 
what your research questions are and what objectives you are aiming to focus on (Saunders, 
Lewis & Thornhill, 2000). Our focus was mostly on personal relations, patterns and the 
behaviour amongst the employees. These factors may reveal if there are certain things that 
occur that may influence employees to a state of dissatisfaction or satisfaction.  

We found observations to be a good opportunity for us to reveal patterns of interaction in 
human behaviour that they are unaware of themselves. We decided to interfere as little as 
possible with employees. However, we found it hard to simply stand beside and watch. 
Therefore, some interference was done from our part by asking questions and trying to 
gain trust among the employees with regular conversations. If a researcher manages not to 
interfere with the actions of the persons being watched it gives the advantage to focus 
completely on the role as a researcher. Both the researcher and the observed know that it is 
only a fieldwork relationship. The drawback can be that you risk loosing emotional in-
volvement amongst employees (Saunders et al., 2000). However, as we considered that this 
drawback might influence our observations to some extent, we believed that by making 
further in-depth interviews we were going to reveal emotions amongst the employees later 
in our study. 
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To do observations in an organisation requires permission of the employees or their repre-
sentatives. It is also important that information is spread to the employees about why and 
when observations are going to be done. This could be for the better or for the worse. If 
they know that they are being watched it could affect their behaviour. On the other hand, 
they would have to find out sooner or later that they had been deceived (Welman & 
Kruger, 2001). We decided to let the employees, with permission from the General Man-
ager, know that we were there to do observations and that the purpose was mainly to try to 
understand the organisation and the people within, and perhaps also to collect material for 
our later in-depth interviews.  

Since our time to do observations were limited, we decided to divide us and observe differ-
ent departments of the organisation: administration, reception, restaurant, kitchen and 
cleaning department. Each department was studied for approximately three hours and we 
carefully took notes on the happenings. Our purpose with the observations was not to get 
a deeper understanding, but an overall. It was also a good way to introduce ourselves to the 
employees since we were going to do interviews with them in our further studies. By doing 
this, we may have gained employees trust early in our studies. 

2.4.3 Interviews 

The most frequently used data collection approach belonging to qualitative research is in-
depth interviews. In order to find out how satisfied the employees were at Hotel X a choice 
of in-depth interview took the notion that people are specialists on their own experience 
and are therefore the most adequate to inform about their experiences of particular events 
(Darlington & Scott, 2002).  

There are several ways of doing interviews. They can for example be structured or unstruc-
tured, casual or in-depth. We decided to do in-depth interviews with a semi-structured     
interview guide. A semi-structured interview means that the form of the interview is loosely 
structured (Mason, 2002). In-depth interviews are much more like conversations than for-
mal structured interviews (Potter, 1996). In order to make the respondents as confident as 
possible we tried to create a conversation instead of a formal interview. This showed to 
contribute to more openness. One strength with in-depth interviews is the face-to-face in-
teraction which contributes to an immediately reaction on the interaction and a great flexi-
bility in the collection of data (Darlington & Scott, 2002). Since observations could not be 
made concerning incidents in the past, interviews were needed. The in-depth interviews en-
abled us to talk with people about incidents that has happened or will happen. A negative 
factor is that it only gives information about what they say not what they do. Therefore, 
observations were suitable to complement the interviews (Darlington & Scott, 2002).  

When conducting an in-depth interview the question of confidentiality needs to be consid-
ered. The respondents were given assurance of confidentiality since we believed that they 
would not feel as confident telling us their true emotions otherwise (Darlington & Scott, 
2002). Confidentiality is important, but it also creates limitations when doing a case-study. 
It is hard and sometimes impossible to disguise the data so that the setting or participants 
are completely unrecognisable. When considering the confidentiality some answers cannot 
be mentioned and therefore the aim of showing the phenomenon in a holistic way can 
weaken its essence. Furthermore, other researchers will not be able to access the data to 
undertake a secondary analysis (Darlington & Scott, 2002). We have chosen not to use the 
company’s real name and we will be careful when presenting the findings so that people 
cannot guess who said what.  
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The selection of respondents consisted of the employees who had participated in the quan-
titative survey, made by the hotel chain autumn 2005. We wanted to interview all employ-
ees in order to get a fair result. The people selected for the survey were working more than 
30%. Employees working less were hard to get hold of and were excluded due to time. A 
total of 19 people including the General Manager and Immediate Management were in-
depth interviewed. The interviews varied greatly depending on the respondents, the average 
interview time became approximately 40 minutes.  

2.4.4 The Interview Guide  

The interview guide we made consisted of semi-structured questions (see Appendix A). 
The following section will explain the chosen structure and the contents of the interview 
guide. Furthermore, a description of the rational behind our choice of facets and how we 
formulated the interview questions will be given.   

In order to detect if the employees at Hotel X were satisfied with their jobs, a measurement 
of job satisfaction was needed. There were several alternative methods to choose between. 
The measures under consideration for the interviews were; the single-item approach and 
the facet-specific measure (Scarpello and Campbell, 1983; Locke, Fitzpatrick & White, 
1983).  When using the single-item approach questions about overall feelings concerning 
the job are asked directly. An example of a question was: “all things considered, overall 
how satisfied are you with your work?” This may be a more comprehensive measure of 
overall job satisfaction than summation of many facet responses (Scarpello & Campbell, 
1983:587).  

Some workers may be satisfied with certain aspects of their work and dissatisfied with 
other (Mullins, 2002). In order to identify areas of satisfaction or dissatisfaction, facet-
specific levels of job satisfaction may be assessed (Locke et al., 1983). There are many in-
struments to measure the facet-specific approach. One such, developed especially for the 
service industry is The Job Satisfaction Survey (JSS) (Spector, 1985). The major advantage 
with this facet specific method is that you can find what area within the organisation that 
employees are least as well as most satisfied with. On the other hand, Scarpello and Camp-
bell (1983) believe that multiple-item facet scales may neglect some components of work 
that are important to an employee, as well as it may sum up facets that are not important to 
an employee’s overall satisfaction, which may result in misleading conclusions.  

Nagy (2002) propose the use of single-item measure of facet satisfaction. He argues that “using a 
single-item measure allows an employee to consider any and all aspects of their satisfaction 
when evaluating a particular facet” (Nagy, 2002:79). When combining single-scale and facet 
satisfaction we had one overall question on each facet. Thereby, employees had the oppor-
tunity to verbalise whatever they felt important concerning that facet. In turn, we avoided 
neglecting possible issues of work that are important to the employee. We found this ap-
proach to be very suitable for our purpose as we wanted to investigate the whole (overall 
job satisfaction at Hotel X), in order to see the small (how managerial processes influence 
overall job satisfaction).   

To choose what facets to include in our interview guide we combined facets used in the 
quantitative surveys made by the chain with Spector’s (1985) facets2 as well as Herzberg et 

                                                 

2 The facet proposed by Spector (1985) are nature of work, operating conditions, pay, fringe benefits, contin-
gent rewards, promotion, co-workers, supervision, communication.  
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al.’s (1959) motivator and hygiene factors3. As a result of this combination (see Appendix 
C) we came up with nine facets to investigate4: 

1. Job Contents 
2. Equipment 
3. Salary 
4. Rewards and Benefits 
5. Conditions of Employment 
6. Personal development 
7. Co-workers 
8. Immediate Management 
9. Top Management 
 

Each facet is further explained in the theoretical framework (section 3.1).  

We asked questions on each and every facet, but rather then to sum up all facets to obtain 
an overall satisfaction, we also asked one overall question concerning job satisfaction as an 
opening and ending of every interview (Ryen, 2004). Furthermore, we asked the respon-
dents several background questions (see Appendix A).  

The way the questions are formulated is fundamental when using a single item approach to 
measure facet job satisfaction. Nagy (2002) proposed a discrepancy based approach which 
combines questions. One could for example combine two questions concerning salary (1) 
“How much do you have? And (2) “How much do you wish you had?” into one question: 
“How does the amount of pay that you currently receive compare to what you think it 
should be?” (Nagy, 2002:81). This discrepancy based approach hinded us from summing 
up facets that were not important to an employee’s overall satisfaction and thus avoid mis-
leading conclusions. At the same time, we were able to cover each and every facet under 
investigation. As a result we had one question for each facet and these questions were for-
mulated as the example above. 

2.5 Method for Data Analysis  

The analysis has been derived from many different sources; The Company Survey5 con-
ducted 2005, observations and interviews. All of the sources use different methodological 
procedures as previous mentioned. The different procedures needed to be done separately 
first to be able to analyse the data (Yin, 2003).  

When conducting the observation we took down notes, often referred to as field notes 
(Berkley, 2004). The interpretations made from these are called analytical notes which we 
kept separately from the field notes, as they should be done according to Welman and 
Kruger (2001). When summarising the patterns or deviations of what had happened one 
need to be careful, since it can involve premature interpretations. To avoid premature in-
terpretations we wrote down in detail what happened, even if we did not believe that it was 
of great importance at that moment. This decreases biased data (Welman & Kruger, 2001). 
When trying to interpret qualitative data, such as field notes, it is important that it is under-

                                                 

3 For further information on the Motivator-Hygiene theory see section 3.1.1. 
4 In order to avoid confusion between for example salary (meaning wages), and the facet Salary. The nine fac-
ets under investigation will from here one be given in italics. 

5 To avoid reiterations the quantitative assessment made autumn 2005 is referred to as the Company Survey. 
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taken systematically so that it can be seen how the researcher arrived to the conclusions 
(Berkley, 2004).  

To be able to analyse the interviews we recorded them and then wrote down everything  
said during the interviews in order not to overlook anything of importance. The in-depth 
interviews were done with a qualitative method. To analyse qualitative data means partly to 
reduce the amount of the collected information (Ryen, 2004). The qualitative information  
needs to be split into different categories refering to people, places, activities or other rele-
vant categories (Ryen, 2004). We structured the interviews after the nine different facets 
(see section 2.4.4) to be able to compare the answers easier. We followed Ryen’s (2004) 
three phases model: gathered data, divided the data into categories and then compared the 
results and analysed the negative examples. To make it more clear, our process of analysing 
started off by gathering all data, categorising after facets and then analysing facet by facet. 
The data was also divided after departments to make comparisons. Thereafter the general 
results were analysed as well as the deviations. These results were then being compared 
with the quantitative research and when possible supported by observations made. After an 
overall analysis of the level of job satisfaction the analysis narrows down and focuses on 
managerial processes. Finally, the theoretical framework was used as an analytical tool to 
aid in the fostering of conceptualisation (Strauss & Corbin, 1998).  

2.6 The Trustworthiness of the Method  

When considering the trustworthiness of a thesis, reliability and validity can be discussed. If 
a result is to be considered reliable it means that it can be reproduced under similar meth-
odology. The validity concerns; if the measurement actually measured what it intended to, 
and the results truthfulness. However, according to Golafshani (2003), reliability and valid-
ity can not be applied on qualitative research. The quality should be most important in a 
qualitative study. A qualitative research will create an understanding for example of a phe-
nomenon. Nevertheless, this thesis use the words valid and reliable since they are of impor-
tance for the trustworthiness, but the concepts; reliability and variability are not discussed.  
 
According to Yin (2003), multiple sources allow the investigator to address a broader range 
of historical, attitudinal, and behavioural issues. Yin (2003:98) argues that “any finding or 
conclusion in a case study is likely to be much more convincing and accurate if it is based 
on several different sources of information following a corroborative mode". Conse-
quently, the fact that we combine quantitative findings with data from the observation and 
interviews should make the credibility of our results more convincing. Even better, in this 
thesis we intend to triangulate the data, which according to Yin (2003) provides more con-
struct validity than the use of multiple sources.  
 
To make observations as reliable as possible you have to rely on your own life experience, 
intuition and common sense (Welman & Kruger, 2001). If you are aware of the threat to 
the trustworthiness it can be controlled by asking oneself questions about the conclusions 
of your research (Saunders et al., 2000). The observations helped us to create a relationship 
with the employees. If the respondent has any relationship to, or recognise, the interviewer 
the respondent is more likely to relax and be more open (Mason, 2002). We found the em-
ployees to be open and this would make the data more reliable.  

In order to make the interviews more reliable, all three of us attended the interviews. One 
acted as the interviewer while the others took down notes. In the end of the interview, the 
other two that had been listening asked complementary questions to avoid that important 
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issues were forgotten.Furthermore, all interviews, accept one, were recorded. The re-
cordings were an obvious advantage when doing 19 in-depth interviews. To minimise mis-
understandings the interviewer made a summary of the interviewee’s main points in the 
end of the interview. This made it possible to correct misunderstandings instantly.   

To sum up, our primary source of information was gathered from qualitative data. The in-
formation has therefore not been free from our interpretations since it is impossible. Nev-
ertheless, we still believe that the method of this thesis has high trustworthiness, meaning 
good quality. This due to the multiple sources of evidence and the extensive in-depth inter-
views together with the advantage of doing the observations before the interviews.   
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3 Theoretical Framework 
This chapter contains theory of job satisfaction and managerial processes. A funnel approach is used to take 
the reader from the global approach of job satisfaction down to its specific facets. Thereafter, the chapter will 
contain theory of the managerial processes concerning organisational structure, managerial style and commu-
nication. 

3.1 Job Satisfaction  

Job satisfaction is a complex concept and difficult to measure objectively. Locke (1976: 
1300) defined job satisfaction as “. . . a pleasurable or positive emotional state resulting 
from the appraisal of one’s job or job experiences”. The level of job satisfaction is affected 
by a wide range of individual, social, organisational and cultural variables. It can be consid-
ered as a global feeling about the job or as a related constellation of attitudes about various 
facets, such as pay, supervision and reward, of the job (Mullins, 2002; Spector, 1997). Em-
ployees may be satisfied with their job. However, they do not always have the same feelings 
about all aspects of their job (Spector, 1997). As mentioned in the background of this the-
sis, typical job dimensions that have been studied include events and agents. Examples of 
events are work, pay, promotion, recognition, benefits and working conditions. Events all 
have in common that they are caused by someone or something. Agents, on the other hand 
are for example supervision, co-workers, company and management. Agents have in com-
mon that they are liked or disliked because he or she is perceived as having done (or failed 
to do) something (Locke, 1976). Locke (1976) argues that events and agents should not 
only be analysed separately, but one should also analyse the interaction between them. That 
is done in Herzberg et al.’s (1959) Motivator-Hygiene theory.  

3.1.1 The Motivator-Hygiene Theory  

Herzberg et al. (1959) constructed a two-dimensional paradigm of factors affecting peo-
ples’ attitudes about work. This theory focuses attention upon the work itself as a principal 
source of job satisfaction whilst dissatisfaction is due to different circumstances in the 
work environment. The two dimensions are intrinsic and extrinsic factors. Intrinsic factors 
are also known as motivators or satisfiers, and extrinsic factors as hygiene factors or dissat-
isfies. The motivators relate to job content (work itself) and include achievement, recogni-
tion, work itself and responsibility. Hygiene factors relate to job context (work environ-
ment) and involve company policy and administration, supervision, salary, interpersonal re-
lations, and working conditions (see table 3.1). Motivators are related to job satisfaction 
when present but not to dissatisfaction when absent. Hygiene factors are associated with 
job dissatisfaction when absent but not with satisfaction when present. In other words, the 
opposite to job satisfaction is not dissatisfaction; the opposite is no job satisfaction. The 
opposite of job dissatisfaction is, no job dissatisfaction; not satisfaction (Herzberg et al., 
1959). 
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Table 3.1 Motivator-Hygiene factors (Herzberg et al, 1959) 

Motivators (satisfiers) Hygiene factors (dissatisfiers) 

Achievement Company policy and administration 

Recognition Supervision 

Work itself  Salary 

Responsibility Interpersonal relations 

 Working conditions 

3.1.2 Events of Job Satisfaction 

Important events of job satisfaction are work, pay, benefits and working conditions (Locke, 
1976). According to Herzberg et al. (1959), Job Contents or ‘work itself’ is a motivator. The 
actual doing of the job, if it is routine or varied, creative or stultifying, overly easy or overly 
difficult, will affect job satisfaction (Herzberg et al., 1959). On the other hand, Equipment or 
‘working conditions’, such as physical conditions of work, amount of work, and facilities 
available for doing the work, are associated with job dissatisfaction when absent but not 
with satisfaction when present (Herzberg et al.,1959).  

Salary is a hygiene factor according to Herzberg et al. (1959), thus it can be a dissatisfier, 
but not a satisfier. Other research support this argument and the correlation between level 
of pay and job satisfaction tends to be surprisingly small (Spector, 1997). By Salary Herz-
berg et al. (1959) meant all kinds of compensation. Therefore, Benefits and Rewards would in 
the Motivator-Hygiene theory (Herzberg et al., 1959) be included under Salary, and is thus a 
hygiene factor.  

Conditions of Employment correspond to Herzberg et al.’s (1959) ‘factors in personal life’. To 
work weekends is an example on how aspects of work may affect personal life, which in 
turn affects the person’s feelings about his or her job. According to Herzberg et al. (1959) 
this facet is a hygiene factor. On the other hand, Personal Development, or ‘achievement’ 
(Herzberg et al., 1959) is a motivator and can thus be a basis for job satisfaction. Personal 
Development means some kind of success, such as: success in completion of a job, solutions 
to a problem and seeing the results of one work. This category also includes the opposite 
to success, namely failure (Herzberg et al., 1959).  

3.1.3 Agents of Job Satisfaction 

Co-workers or ‘interpersonal relations with peers’ are according to Herzberg et al. (1959) a 
hygiene factor and can thus only cause dissatisfaction, not satisfaction. However, the act of 
‘recognition’, which could be from almost anyone (supervisor, peers, a client or the general 
public), is according to Herzberg et al. (1959) a motivator. This category also includes what 
Herzberg et al. (1959) call negative recognition such as criticism or blame. Consequently, 
Co-workers may become an important influence on job satisfaction (a motivator) when ‘rec-
ognition’ is included in the facet of Co-workers (see Appendix C).  

Top Management and Immediate Management include several of Herzberg et al.’s (1959) hygiene 
factors. Namely, ‘interpersonal relations’, ‘supervision’, ‘company policy and administra-
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tion’6. Herzberg et al. (1959) means that the competence/incompetence and fair-
ness/unfairness of supervisor are critical factors. The supervisor’s willingness or unwilling-
ness to delegate responsibility or to teach belongs to this category. Furthermore, overall 
company policy and administration is important. However, Herzberg et al. (1959) argues 
that all three of the above mentioned factors can only cause dissatisfaction, not satisfaction. 
On the other hand, Herzberg et al.’s (1959) facets of ‘responsibility’ and ‘recognition’ are 
motivators; therefore, Top and Immediate Management may be regarded as a motivator when 
these are included under the facet.  

According to Mullins (2002), management style is central to improving the quality of work-
ing life. Effective supervision is essential for job satisfaction (Scarpello & Vandenberg, 
1987). Babin and Boles (1996) argues that employee perceptions of supervisory support, 
the degree to which employees perceive that supervisors offer employees support encour-
agement and concern, can increase job satisfaction. Supervisory traits or actions like friend-
liness, praising good performance, listening to subordinates’ opinions, and taking a per-
sonal interest in them are consistently found to be appreciated by subordinates (Basset, 
1994; Vroom, 1964).  

Smith and Canger (2004) found that personality of the supervisor has a greater effect on 
subordinate satisfaction with supervision than the more general work-related attitudes. In 
accordance, Locke (1976:1327) argues that, it is clearly possible to like, for example, one’s 
supervisor “as a supervisor” but not “as a person”, and vice versa. 

Lack of job satisfaction and unhappiness at work may also arise from problems connected 
with managers (Mullins, 2002). Crow and Hartman (1995:34) suggests that “ instead of try-
ing to improve employee satisfaction, it may be time to consider new leadership ap-
proaches and management programs that reduce employee dissatisfaction”. The next sec-
tion of this thesis will consider managerial processes and how those may influence job sat-
isfaction. 

3.2 Managerial Processes  

In section 3.1 the events, agents, and its facets, that together constitutes overall job satisfac-
tion, have been explained. However, one also needs to develop an understanding of the ac-
tual processes managers engage in and how those may influence employee satisfaction. 
Managerial processes require a great deal of information gathering, decision-taking and ac-
tions in order to develop interpersonal skills. It involves planning, organising, staffing, lead-
ing and controlling. All these factors are important since they will lead to better knowledge 
for the management of what motivates employees and reduce uncertainty and encourage 
employees (Teare, 1997). This section will contain theory about organisational structure of 
a service organisation, managerial style and the processes of communication. 

3.2.1 The Structure of a Service Organisation  

According to Grönroos (1999), a service company should not have unnecessary hierarchi-
cal layers. Instead the pyramid for decisions should have an inverted structure. Therefore 
companies should have as few layers as possible between customers and the top manage-
ment. The management should not be involved in the everyday decisions, but should only 

                                                 

6 Company policy and administration is not included in Immediate Management.  
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give strategic support, and supply required resources that the employees need to fulfil their 
tasks.  

One has to be aware that a service organisation differs from a manufacturing company. 
There are three main differences to be aware of in order to succeed with few layers: Firstly, 
the priorities must change. The pyramid will be turned up side down and therefore top 
management will no longer be at the top of the pyramid. It is the top management that will 
be the part of the company that immediately decides if the company’s strategy will be suc-
cessful or not. It is the employees’ information technique together with the customers that 
is on the top of the organisational hierarchy. The company's investment in meetings de-
cides if it will be profitable or not. The immediate management and other supportive func-
tions for the company is a condition for succeeding (Grönroos, 1999).  

Secondly, the responsibility for the customers in this new way of thinking must be moved 
from the management to the front line employees at the service encounter. Thirdly, this 
means that the hierarchy must be more decentralised than in manufacturing companies 
(Grönroos, 1999). 

    

A) Customers 
 

B) Meetings 
 

C) Supporting functions such as Immediate Management and Top 
Management 

 

Figure 3.1 The Structure of a Service Organisation (Grönroos, 1999). 

Management is mostly interested in coping with processes where the structures behind 
them are less significant. If the structure is given too much concern it will affect the com-
pany's flexibility and care for customers. Therefore, decisions about how things should be 
done, should be made as close as possible to where the customer meets the company. The 
most idealistic would be if the personnel that have contact with the customers also have 
the ability to make their own decisions. If they do not have the ability to do this, there is a 
risk that the personnel loose their motivation in terms of rules and systems that prevents 
them from decision making. Instead, staff should make use of their thoughts and make 
own judgements in different situations, array from the set up routines (Grönroos, 2002).   
"Empowerment is a powerful way to motivate personnel" (Grönroos, 2002:219). This 
means that it is important to encourage and educate personnel to be able to read many dif-
ferent types of customer contacts and use their own judgement to handle situations and 
solve problems that occur when the standard routines is not enough to please the custom-
ers (Grönroos, 2002).  

This, in turn, means that all operational decisions should be decentralised. However, certain 
strategically decisions, for example business concept and general strategies must be central-
ised. The manager has the overall responsibility for their personnel's result and the profit-
ability in ‘their’ organisation. One might say that they have two responsibilities; the cus-
tomers and the organisation (Grönroos, 2002).  

In short, the decisions must be decentralised as close to the customers as possible and cer-
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tain strategically decisions should be made centralised. The company should be structured 
to work for the most important goal to develop the resources that is essential to support 
customer contacts. This often requires a flat organisation with no unnecessary layers. The 
management and leaders must encourage and support the employees (Grönroos, 2002). 

3.2.2 Managerial Style 

As early as 1964, Julian found that job satisfaction where higher if there was “psychological 
closeness” between the leader and the led (Bass, 1990:480). Several researchers (Berson & 
Linton, 2005; Lok & Crawford, 2004) have found that the leadership style affect the em-
ployees’ job satisfaction. When investigating the leadership style most models and studies 
involve the distinction between task and relationship orientation. A leader who is task-
oriented focuses on how the goals and results can be achieved. In contrast, the behaviour 
of a relationship-oriented leader can be described in terms of friendship and mutual trust 
building. The Managerial Grid is one model that can facilitate when categorising the man-
agement/leadership style. 

The Managerial Grid  

Blake & Mouton have developed a model in order to help managers to identify their inter-
personal leadership style (Buchanan & Huczynski, 2004). The model is based on two cen-
tral tasks for a leader; concern for people and concern for production. The model is ranked 
on both axes from 1 to 9 in order to analyse to what degree the manager is concerned 
about results and people. According to Blake & Mouton’s model the optimal manager 
should have 9, 9, which means that he/she is highly concerned with both results and em-
ployees (Jacobsen & Thorsvik, 2002).  

 

Figure 3.2 The Managerial Grid (Newborough, 1999).  

Bass (1990) argues that a 9, 9 managerial style not always is the most effective. He argues 
that the best managerial style depends on situational contingencies. The managerial style 
needs to fit the situation. Miner (1982) explains that the high-task-high-relations leadership 
orientation will be influenced by the organisational structure. Task orientation fits to or-
ganisations with hierarchies while relations orientations fits to a more flat or group struc-
ture. Edgar Schein (1988:73) came to the conclusion that middle-level managers’ most im-
portant competence is people orientation. “At higher general management levels people 
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orientation becomes crucial but task orientation must remain high”. This is often a prob-
lem for higher-level managers, only a limited number have both competences.  

What kind of focus the leader needs to have is highly dependent on which organisation and 
particular what job the leader has. In the service industry it has been said that it is more 
important to be relationship oriented than task oriented (Bass, 1990) although, it is still im-
portant to think about the results. Service companies needs to be managed in a different 
way than manufacturing companies. If the manager is too concerned with results/tasks 
there is a danger of ending up in what Grönroos (2002) calls the ‘downward spiral’. The 
management decisions involving production in a service company is often assumed to only 
affect the internal cost efficiency. However, in a hotel, increased internal efficiency might 
lead to a decrease in external efficiency. The employees might be given less time for each 
customer or cannot notice each customer’s problem. Employees that need to handle dissat-
isfied customers is easily influenced by feedback, which in turn can lead to a more negative 
working environment. The employees will no longer feel as satisfied or motivated as before 
(Grönroos, 2002). 

In a company where employees are constantly being reminded that they are more of a cost 
instead of a resource leads to less motivation. If managerial processes and communication 
is mostly about high costs and how expensive everything is, it might lead to a negative at-
mosphere. When a company gets stuck in this ‘downward spiral’ it can also lead to less 
growth and strength as a competitor on the market. There might also be negative effect on 
the company’s result and reinforcement of the economical difficulties the company had 
from the very start. Therefore management in a service company has to deal with eco-
nomical problems in a different way than a production company (Grönroos, 2002). 

3.2.3 Communication 

Not surprisingly, good leadership and management depend on good constant communica-
tion between the managers and the subordinates. A working communication is important 
in order to achieve good relationships. Research has shown that it also results in greater 
work satisfaction and higher productivity. Communication is the transfer of information or 
message from one person to another (Cronje, Du Toit, Marais & Motlatla, 2004). The 
clearer the communication is in an organisation, the more it can increase the authority of 
the managers, which in turn leads to the respect that they are given. Also, regular clear 
communication encourages employees since they will know exactly what is expected from 
them (Riley, 1995). The ability to communicate is an important skill for management in the 
hospitality industry. However, despite of this fact, there is not much known about specific 
communication activities that managers perform (Lucas, 1995). 

There are several ways to communicate in an organisation. Lucas (1995) identifies three 
ways of communication. The first type of communicating is the vertical communication. It 
occurs downward from managers to employees and, vice versa, upwards from staff to 
managers. The second type of communication is the horizontal. It takes place between 
managers and managers, and between employees and employees. The third type, upward 
communication, can be seen as of less importance to some managers, since it involves 
some sort of employee involvement schemes. Communication that is less formal and does 
not follow a certain scheme of the organisational structure may in some cases lead to less 
authority of the manager. Furthermore, it may lead to negative reactions, if for example, 
employees find out important information from someone else in the organisation. The 
most effective communication is therefore according to Lucas (1995) when it is done in a 
multidimensional way, all three types involved (Lucas, 1995).  
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According to Buchanan and Huczynski (2004) communication has a key role when trying 
to get all employees to strive towards the same goals of the organisation. People tend to be 
more committed when they understand what is happening in the organisation and why. 
Examples of mechanisms for communicating with employees are: 

• Frequent meetings with middle managers 

• In-house newspaper and magazines 

• Conference and seminar 

• Email and intranets 

Above mentioned ways of communicating tend to be just one-way communication. It is 
more effective with two-way communication such as: 

• Appraisal meetings 

• Open door policy 

• Attitude surveys 

• A method to deal with ideas and suggestions 

There are few managers that really believe they are bad communicators. Many of them hear 
only what they expect to hear or treat employees as stereotypes. It is important for manag-
ers to be aware of this and to try to overcome presumptions, since it can decrease misun-
derstandings that might occur (Lucas, 1995). 

If a service organisation does not practice effective communication it might lead to dissatis-
faction amongst the employees. Therefore, communication practices are one of the most 
essential skills for the manager. According to research made by Johlke and Duhan 
(2000:160), “communication is not associated with job performance but it is highly signifi-
cant for the level of job satisfaction which in turn can lower the turnover amongst employ-
ees”. The research also showed that informal communication was not in any way preferred 
over the formal communication amongst employees. Managers can therefore without 
complications use group meetings and memos for most of the communication with their 
employees. Since verbal and face-to-face communications might lead to misunderstandings 
and are more time consuming, it can be used only when disciplining, coaching and when 
making performance reviews (Johlke & Duhan, 2000). . 

Feedback and Appraisal Meetings 

Performance evaluation is a planned performance evaluation regarding long-term issues 
that are not being brought up in daily conversations. Because of this, there is a need for 
appraisal meetings to capture subjects that are not included in the daily converations. There 
are arguments that appraisal meetings preferably should be done at least once a year, how-
ever, since the environment is changing more rapidly today, twice a year perhaps would be 
more appropriate. It is both the employers’ and the employees’ responsibility to make sure 
that a performance evaluation is held, but it is the manager’s responsibility to see that the 
results from the meeting are being dealt with (Mehrens, 1998). 

Riley (1996) argues that feedback is important between employers and employees since it is 
natural for employees to be curious about the happenings in the organisation. By using  an 
appraisal system managers can make sure that feedback actually takes place and that staff is 
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clear about the terms of the organisational goals. An appraisal system can also lead to more 
effectiveness and job satisfaction. Furthermore, it is of use when reducing personal insecu-
rity and to discover conflicts at an early stage. There are two skills that are essential for the 
manager to be successful with appraisal systems. Firstly, they must be able to give both 
positive and negative feedback and secondly, to be able to see where employees distinguish 
between facts and feelings (Riley, 1996). If managers succeed in implementing a clear ap-
praisal system it will lead to increased job performance, higher level of job satisfaction and 
commitment to the organisation (Pettijohn, Pettijohn & Taylor, 2001). 

However, if the organisations environment is more concerned with results and tasks, there 
is not much space left for other values or the discovery of the importance of feelings for 
cooperation and development. Sympathy for the employees increases the satisfaction and 
efficiency. To be aware of the feelings that the employee’s experiences are important for 
management since motivation is built upon knowledge of people. To create a unity and 
motivate people to feel engaged in their work. Management must listen more to the em-
ployees. It is important to understand that they all have different personalities and will have 
a variety of suggestions about what makes life worth living and what will motivate them at 
work. It is important to find out what will motivate and furthermore maintain motivating 
(Ahltorp, 1998).  

Conflicts and Problem Solving 

When problems and conflicts occur in an organisation it might not always be the managers’ 
task to solve them. There are different suggestions on how far management actually should 
get involved in these matters. However, Riley (1996) suggests that if the productivity is be-
ing affected negatively because of a negative environment and the decrease in job satisfac-
tion that comes from conflicts and problems, something has to be done. It is not easy to 
detect the problems early and therefore actions might be taken too late in the process. If 
the organisation has effective communication it can ensure that the conflict is kept on the 
surface and dealt with immediately, instead of being suppressed (Riley, 1996). 

The barriers of solving problem and conflicts often lie in the authority of the manager. The 
solution may be for the manager to be as approachable as possible. The manager needs to 
learn how to listen to their employees in order to break down the barrier of authority. The 
use of procedures of grievance is the key element for solving problems, but might not al-
ways be the best way. However, it can be of importance for the employees since it makes 
them aware of that the procedure is there to make justice, if not to solve the specific prob-
lem (Riley, 1996). In spite of the importance of having grievance procedures to get con-
flicts and problems out in the open, evidence has shown that most service organisations 
use informal systems. However, there is a danger of having informal systems since they are 
often secret and open to misunderstandings (Riley, 1996). 
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4 Empirical Findings and Analysis 
In this section empirical findings of job satisfaction and managerial processes will be presented and analysed. 
Firstly, overall job satisfaction will be analysed. Thereafter, empirical findings of the events and agents of job 
satisfaction will be presented. Analysis will be made of whether or not managerial processes influence the fac-
ets. Whenever connections to managerial processes are found links will be drawn to the final section of this 
chapter, where further analysis, of how managerial processes influence job satisfaction, will be conducted. 
(Original quotations in Swedish are given in Appendix G). 

4.1 Job Satisfaction  

This section is divided into three parts. In the first part, the empirical findings of overall job 
satisfaction are presented. Analyses are made in order to find out which facets that have an 
influence on overall job satisfaction. Do all facets influence or only some? The results from 
the Company Survey will be presented and discussed in relation to results from interviews. 
In section 4.1.2 and 4.1.3 the empirical findings of the events and agents of job satisfaction 
are presented. Analyses on whether each facet is a hygiene factor or motivator are made. 
Furthermore, analyses are made on whether or not satisfaction or dissatisfaction with each 
facet is influenced by managerial processes. Whenever connections to managerial processes 
are found links will be drawn to section 4.2 where further analysis on managerial processes 
will be conducted.  

4.1.1 Overall Job Satisfaction  

According to the Company Survey year 2005 (see table 4.1), employees are most satisfied 
with Immediate Management and Conditions of Employment, closely followed by Human Rela-
tions7 (Co-workers) and Job Contents/Equipment. Employees were least satisfied with Top Man-
agement and Personal Development. On the other hand, there are no indications of low satisfac-
tion with any facet as they are all less than 3, on a scale from 1 to 5 (where 1 indicates a 
high level of job satisfaction and 5 indicates a low level of job satisfaction).  

The level of overall job satisfaction at Hotel X is, in the Company Survey, 71 out of 100. 
This indicates a very high job satisfaction.  

Table 4.1 Results from Company Survey 2005 

Facet Result 
(Scale 1-5) 

Job Contents 1,9 

Equipment 1,9 
Conditions of employment 1,7 
Personal development 2,3 
Human relations 1,8 
Immediate management 1,7 
Top management 2,1 

 

                                                 

7 Human relations, in the company survey, are in this thesis referred to as Co-workers. 

Overall satisfaction result at 
Hotel X = 71 

(On a scale from 0-100) 
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As mentioned before, the Company Survey sums up all facets8 in order to obtain a level of 
overall job satisfaction. However, to sum up facets may lead to misleading conclusions as 
all facets might not have a direct influence on overall job satisfaction (Scarpello & Camp-
bell, 1983). The Interviews conducted for this thesis, therefore, took another approach in 
order to investigate overall job satisfaction at Hotel X. Each interview had an opening 
question asking: Overall, how satisfied are you with the conditions at work today? And an ending 
question: If you look back at this interview, is there anything of importance that you would like to add? 
(see the interview guide, Appendix A). When analysing, only the answers from the initial 
and ending questions of interviews, areas of satisfaction and dissatisfaction that influence 
overall job satisfaction were found.  

Job-contents and Co-workers were the two most frequently occurring facets when employees 
described their overall job satisfaction. Employees said that they felt highly satisfied at the 
encounter with a satisfied customer. They also enjoyed the liberty of their work, and how 
they could do things their way. Furthermore, they believed that their co-workers were a 
foremost reason for their satisfaction at work.  

Other facets than Job Contents and Co-workers were seldom mentioned in employees answer 
to how satisfied they were overall. Satisfaction with Conditions of Employment, which employ-
ees were the most satisfied with in the Company Survey, turned out to vary amongst em-
ployees in the interviews. A few employees, who were highly satisfied with Conditions of Em-
ployment, included this facet into their overall answer. They believed that within the hospital-
ity industry you cannot have better working conditions. Employees that did not mention 
Conditions of Employment as an overall job satisfier, later turned out to have no satisfaction 
with this facet. 

When analysing the results from the Company Survey, Personal Development were found to 
be the facet which employees were least satisfied with. From our qualitative data, this facet 
did not appear to affect overall job satisfaction much. Only a few employees mentioned 
personal development when answering the question of his or her overall satisfaction in the 
interviews. Those employees were not satisfied with Personal Development. However, the 
connection between the respondents answer and Personal Development did not contribute to 
dissatisfaction of their development at Hotel X. Their intention was to do something else, 
such as to start studying or to change line of business. 

In the reception the level of overall job satisfaction were lower than in the other depart-
ments. The receptionists were satisfied with Job Contents, as well as Co-workers. On the other 
hand, they were dissatisfied with managerial processes. In particular how Top and Immediate 
Management engage in conflict solving. Only those who were dissatisfied with managerial 
processes mentioned it when articulating their overall job satisfaction. Thereby, Top and 
Immediate Management appeared not to influence overall satisfaction; however they strongly 
influence overall dissatisfaction. In section 4.2 managerial processes will be analysed more 
in-depth but first satisfaction and dissatisfaction of each and every facet will be analysed.  

 

 

                                                 

8 Job Contents, Equipment, Conditions of Employment, Personal Development, Human Relations, Immedi-
ate Management and Top Management. 
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4.1.2 Events of Job Satisfaction 

Job Contents  

In general employees at Hotel X were highly satisfied with Job Contents. Results from inter-
views and the Company Survey correspond well. The rank of Job Contents in the Company 
Survey were 1,9 which indicates very high satisfaction. From interviews we found a trend 
that in most cases employees found satisfaction in the service encounter with customers. 
Employees argue that the customers also contribute to the variation of tasks, which in turn 
makes the job contents more fun. The degree of satisfaction varied between departments. 
Especially in the cleaning department it was found that the job itself was not employees’ 
main reason for satisfaction. On the other hand, the freedom employees have to fulfil their 
responsibilities (which is a part of the facet Job Contents) was very appreciated in the clean-
ing department. Furthermore, these results correspond well with observations made since 
we found employees to be satisfied at the service encounter. 

Stress was a factor which has an effect on the job in all departments. The majority of em-
ployees thought of stress as a part of the job. Several respondents argued that they believed 
Hotel X to be a place of work with less stress than many other working sites within the 
hospitality industry. Furthermore, they argued that a certain degree of stress makes them 
perform better. This is a sign that Job Contents actually is a motivator and affect job satisfac-
tion, as argued by Herzberg et al. (1959). Job Contents will lead to job satisfaction when pre-
sent, or no job satisfaction when absent. Job Contents will not in itself lead to dissatisfaction 
(Herzberg et al., 1959).  

Some employees felt that the stress they experienced were caused by something (or some-
one) else than the actual job contents. It could be due to that other co-workers did not ful-
fil their tasks or due to for example cutting down of working hours, resulting in more work 
to be done in less hours. The stress they expressed was more of an annoyance towards Co-
workers and peoples in the administration, than towards the work itself. Co-workers and peo-
ple in the administration are agents. In this case, we believe these agents act as hygiene fac-
tors and may influence dissatisfaction with Job Contents. 

To sum up, Job Contents appear to strongly influence overall job satisfaction. Job Contents in 
itself are motivators. However, when satisfaction is absent Job Contents are strongly linked to 
managerial processes and can thus as a hygiene factor lead to dissatisfaction. The implica-
tions of this will be discussed in section 4.2. 

Equipment 

According to both interviews and the Company Survey, employees at Hotel X are satisfied 
with the equipment they have at hand, even though some equipment is “worn out”a as sev-
eral employees’ states. Equipment appears not to influence overall job satisfaction. Most 
employees believe that they have access to everything they require in order to conduct their 
work. On the other hand, when equipment have been lacking, in the past, employees have 
an experience of a protracted process before actions has been taken. “It is a stain on one’s 
nerves to always wait”b says one employee, “we even use to bet on how long time it takes before we get 
the new thing”c. The dissatisfaction employees experience when there is a lack of equipment 
appears to have a connection to the inefficiency of managerial processes, issues discussed 
in section 4.2. According to the Motivator-Hygiene theory (Herzberg et al., 1959), Equip-
ment is a hygiene factor. This corresponds well with findings at Hotel X. Employees feel no 
dissatisfaction at the moment but when lacking equipment it leads to dissatisfaction.  
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Salary, Rewards and Benefits  

Salary, Rewards and Benefits are facets not included in the Company Survey. Therefore, no 
comparison of results can be done on those facets. However, neither do any of those facets 
appear to affect the overall job satisfaction amongst employees at Hotel X.  

The salary paid at Hotel X is contractual as agreed upon within the union for the hotel and 
restaurant industry. Most employees believe their salary is insufficient. However, it was 
something they were aware of when choosing their profession. Subsequently, they meant 
that it is not something that affects their job satisfaction, only their dissatisfaction with the 
facet Salary itself. On the other hand, some employees are fairly pleased with their salaries 
compared to other people within the same profession. Nevertheless, it does not appear to 
affect their job satisfaction. Findings from interviews, indicates that Salary is a hygiene fac-
tor which corresponds to the Motivator-Hygiene theory (Herzberg et al., 1959). Employees 
who are satisfied with Salary do not regard it as a satisfier, they simply feel no dissatisfac-
tion. 

When referring to Salary, Herzberg et al. (1959) mean all kinds of compensation. During 
the interviews questions were asked concerning employee satisfaction with Rewards and 
Benefits. Results show a rather low satisfaction with these facets. Several employees show an 
emotional side and were somewhat upset due to their dissatisfaction with both the benefits 
and the rewards they receive. 

The benefits employees receive consist of discounted hotel visits within the hotel chain. 
Furthermore, employees may eat at the hotel every working day for a discounted price. 
This is not appreciated by all employees, as an amount of money is automatically drawn 
from their salary, and several employees wish for it to be optional. A benefit several em-
ployees’ desire is to get a discounted price at some gym in town. However, the lack of 
benefits do not appear to lead to dissatisfaction, only to no satisfaction. This indicates that 
Benefits are motivators, even though Herzberg et al. (1959) argues that it is a hygiene factor 
(given that it is compensation). 

Even though employees desired benefits, we could read from their body expressions that 
the lack of rewards made them more emotionally upset. Employees felt disappointed and 
dissatisfied especially since they do not get any rewards when having accomplished a good 
work. Many employees believe that something like a “Friday Cake”d would be enough, or 
perhaps some free tickets to the cinema. Others believe that verbal expressions, such as, 
“damn you’ve done a good work today”e is enough. The general opinion was that managers 
should act upon the lack of rewards. Employees actually find such rewards as uncondi-
tional, thereby it would not increase satisfaction if present, but it would most likely reduce 
dissatisfaction.  

To sum up, Salary is a hygiene factor. Thereby, Rewards and Benefits, as they are compensa-
tions, should also be hygiene factors (Herzberg et al., 1959). Rewards, appears to correspond 
to theory as it may lead to dissatisfaction when absent. However, Benefits appear to be more 
of a motivator. There are no indications found that any of those facets affect overall job 
satisfaction at Hotel X. However, dissatisfaction with Rewards and Benefits has a clear con-
nection to managerial processes and will be further analysed in section 4.2.   
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Conditions of Employment  

Employees at Hotel X are highly satisfied with their Conditions of Employment. The Company 
Survey had a result of 1,7 which only corresponds fairly well with the findings from inter-
views. Employees that have worked within the hospitality sector before believe they have 
better working conditions than they had at prior working sites. However, as prevalent in 
the hospitality industry, most people have to work weekends something that appears to 
make them dissatisfied. On the other hand, employees argue that it does not affect their 
overall job satisfaction since they were aware of the conditions of employment when 
choosing their profession. Conditions of employment, therefore, appears to be a hygiene factor 
in accordance with Herzberg et al.’s (1959) theory of motivators and hygiene factors. 

As mentioned above (section 4.1.1), only those employees that were highly satisfied (abso-
lutely not dissatisfied) with Conditions of Employment stated it as a reason for their overall sat-
isfaction. Those who were dissatisfied with Conditions of Employment did not mention it as an 
overall reason for dissatisfaction. However, connections were found between dissatisfac-
tion and managerial processes. Employees who were dissatisfied were not merely dissatis-
fied with working weekends, but also with the lack of planning and poor information on 
when to, for example, have holiday. Issues discussed in section 4.2. 

Personal Development  

In the Company Survey, Personal Development was the facet which employees were least satis-
fied with. This corresponds to results from interviews. According to the Company Survey 
employees are more satisfied than dissatisfied with Personal Development (the result was 2,3). 
This does not entirely correspond to results from interviews. When employees were asked 
whether they felt that their personal development were satisfying, an apparent majority said 
that they did not experience any personal development at all. Neither were they interested 
in development within Hotel X, they did not want to become “the next Hotel Manager”f. 
Nevertheless, a majority of the workers would like to have appraisal meetings, to obtain 
feedback from their work and development. Only a couple of the respondents did not find 
such meetings necessary. Furthermore, most employees believed that some courses within 
their field of interest would act as a source of inspiration and increase their motivation and 
satisfaction. Employees wanted courses for satisfaction, not for development. This corre-
sponds to Herzberg et al.’s (1959) theory that Personal Development is a motivator. One mid-
dle manager argued that the tight budget of Hotel X unfortunately hinder courses, which 
subsequently hinder satisfaction with this facet. The implications of such a statement will 
be further discussed in section 4.2.  

4.1.3 Agents of Job Satisfaction 

Co-workers  

In the Company Survey Co-workers had a result of 1,8. Consequently, employees are highly 
satisfied with the people they work with on a daily basis. This correlates with results from 
interviews as well as observations. In fact, results from interviews indicate that Co-workers 
are one of the major factors influencing overall job satisfaction at Hotel X. Several employ-
ees said that they like their co-workers much and that it is one of their main reason for re-
maining at the hotel.  

Conflicts between co-workers at Hotel X are not a common problem. Nonetheless, if con-
flicts are solved or ignored, when they emerge, differ between departments. In a couple of 
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departments employees argue that problems or conflicts always are solved the same day. 
However, employees working in the reception argue that both co-workers and managers 
avoid conflicts. In the reception several employees express a need for meetings in order to 
become aware of the conflicts before they boost. They express dissatisfaction with the 
managerial processes of communication and problemsolving and they believe that those 
meetings should be organised by managers. An issue discussed further in section 4.2.   

There are varying result concerning whether different departments collaborate well. How-
ever within the departments employees are of the same opinion. In the reception no one 
experience any irritation, whilst employees in other departments are dissatisfied with the 
work conducted in the reception. One employee declares that “we work well as people, but not 
as departments”g. It appears as if the cause of this dissatisfaction/irritation is due to unsuc-
cessful communication and a lack of understanding of the work conducted in other de-
partments.  

Herzberg et al. (1959) argues that Co-workers act as hygiene factors. Conversely, it appears as 
if Co-workers act as motivators at Hotel X. Employees actually expressed that satisfaction 
with Co-workers were a main reason for showing up at work everyday, their colleagues moti-
vate them and make them satisfied at work. Thus, Co-workers influence employees overall 
job satisfaction. Furthermore, the irritation between departments that some employees ex-
pressed did not seem to make them dissatisfied, they were simply not satisfied. Both exam-
ples indicate the Co-workers act as motivators at Hotel X, which may be due to the fact that 
recognition is included in this facet. 

Immediate Management  

Concerning Immediate Management9, results from interviews and the Company Survey corre-
spond fairly well. Most employees are highly satisfied with their Immediate Manager. In all 
departments, employees like their supervisor as a person; however it is a general opinion 
that they do not act that much on being “managers”h. This corresponds to Locke’s (1976: 
1327) argument that it is clearly possible to like, for example, one’s supervisor “as a super-
visor” but not “as a person”, and vice versa. Employees said that their Immediate Manager 
act more as a friend, which they consider to be both positive and negative. Friendliness of 
supervisors is argued to increase job satisfaction (Basset, 1994). On the other hand, it is ar-
gued that supervisors at Hotel X avoid conflicts and “wants to be friends with everyone”i , which 
is not always the most favourable way to manage employees. Nevertheless, employees are 
satisfied. Thereby, the personality of supervisors appear to have a greater influence on sat-
isfaction with Immediate Management at Hotel X than the more general work-related attitudes, 
as argued by Smith and Canger (2004).  

Supervisors are described as being “eager beavers”j and to be obliging. This can be further 
supported by observations made as we noticed that the supervisors were everywhere, help-
ing everyone. By working hard, supervisors encourage employees to work hard as well. En-
couragement and support can increase job satisfaction (Babin & Boles, 1996). However, 
supervisors are argued to be rather weak at empowering responsibility. All employees feel 
that they have responsibility and ability to make own decisions. Yet, they wish their man-
ager could delegate more, “for their own sake”k. One employee said that they frequently have 
to force their manager to bring an end to the day. Responsibility is according to Herzberg 

                                                 

9 See Appendix D for an organisational chart of Hotel X. 
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et al. (1959) a motivator. Thereby managers could motivate their subordinates by delegating 
more responsibility.  

Employees express a lack of feedback from immediate management. This appears to influ-
ence employees’ satisfaction with supervisors. They believe that appraisal meetings are “re-
quired”l to overcome this dissatisfaction. Employees would like a moment between only 
themselves and the manager where issues not brought up in daily discussions can come to 
surface.  

To sum up, we believe that Immediate Management itself acts as hygiene factors (as argued by 
Herzberg et al., 1959). They affect overall job satisfaction only when employees are dissatis-
fied with something they have done or failed to do, not when employees are satisfied. 
However, Immediate Management has the tools not only to hinder dissatisfaction but also to 
increase satisfaction and can thereby act as motivators. This can be done through recogni-
tion, encouragement and delegation of responsibility, issues discussed in section 4.2.  

Top Management  

When the respondents where to describe the General Manager, they all became a bit un-
sure of what to say. Most started the answer by smiling and then asking if we had met her. 
The descriptive word that the majority used was “peculiar”m, and that she is not the typical 
stereotype of a leader. The general opinion is that she is a extremely social person with high 
ambitions and talks and laughs much. If this is positive or negative depends on the situa-
tion. Employees believed that the organisation is extraordinarily flat and that the General 
Manager was not “someone you have to bow to”n. The flat organisation is highly appreciated, 
nevertheless, the majority of employees believes that the General Manager “may babble a bit 
too much”o which may hinder them in the performance of their tasks. In addition, clear di-
rections are lacking; “we never get any tangible decisions. When trying to talk to her she always makes 
such an exposition on things that one neither has the time nor the energy to listen to the answer”p. This is a 
rather negative statement, as effective supervision is essential for job satisfaction (Scarpello 
& Vandenberg, 1987).    

Employees believe that the General Manager is highly competent. Nevertheless, she wants 
to know what is going on everywhere and are seen as a “control-freak”q in many eyes. “She is 
very good when she mind her own business. As a matter of fact she is too competent and wants to interfere 
everywhere. It is ok, however, sometimes it is very trying when she double check what you’ve done”r. Em-
ployees believe that the General Manager should pass on more of the daily decisions for 
Immediate Managers and themselves to solve. We believe that Top Management has the tools 
to act as motivators, even though Top Management in itself is believed to be a hygiene factor 
(Herzberg et al., 1959). 

When comparing results from interviews with results from the Company Survey, they agree 
fairly well. Employees are satisfied with the Top Management. On the other hand, they are not 
satisfied with all the processes in which the manager engages in (or do not engage in but 
should engage in). Problem solving is one issue which also turned out to affect overall job 
satisfaction among dissatisfied employees. Employees would like more meetings in order to 
“notice problems in time”s. They are not sure if the General Manager “cares for the employees”t.  
This is often expressed when employees talk about their need for recognition. One em-
ployee said that the General Manager thinks that “one isn’t worthy of great praise after a hard days 
work since it is part of the job to work hard”u. Employees would like more recognition (or re-
wards), which is a process they hold the General Manager responsible for.  According to 
Mullins (2002) management style is central to improving the quality of working life. Fur-
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thermore, satisfaction with Top Management is affected by money constraints. Issues further 
analysed in the next section on how managerial processes influence job satisfaction. 

4.2 Managerial Processes 

In section 4.1 analyses were made on overall job satisfaction as well as whether or not mana-
gerial processes influence job satisfaction. Whenever connections to managerial processes 
were found, links were drawn to this section. In this section further analysis on how these 
managerial processes affect job satisfaction will be conducted.  

4.2.1 The Organisational Structure at Hotel X  

The character of a General Manager influences the structure of the organisation. The 
managerial process of organisational structure means how the manager affect the organisa-
tional structure. The Top Manager explains that she is striving towards a flat organisation 
and in Hotel X the structure of the organisation is decentralised. In Appendix D an organi-
sational chart is presented.  

Our qualitative data show that the employees can to a great extent make their own deci-
sions. For the majority, the possibility to decide much on their own contributes to satisfac-
tion. This is even mentioned by some employees as being the best thing about their job, the 
flexibility and empowerment. Grönroos (1999), stresses that the management should only 
give strategic support and supply resources. In the case of Hotel X our research shows that 
even if the employees have the ability to make their own decisions the General Manager 
has a tendency to interfere in the work of the subordinates. Sometimes it is appreciated and 
sometimes not. According to the results in our interviews, one advantage is that the man-
ager shows that she cares for the employees’ work. The disadvantage is that some feel con-
trolled and get frustrated when having someone interfere. For example some employees ar-
gue that it makes their tasks take longer time to fulfil when the Top Manager tries to help.  
They also explain that they might have to make a lot of changes if the General Manager has 
another opinion or idea about what or how things should be done. The hierarchy of a ser-
vice organisation should be a pyramid turned upside down according to Grönroos (1999), 
which actually means that management should leave decisions up to the staff, since they are 
preferably done as close to the customers as possible. This is in some cases true in the case 
of Hotel X. The General Manager says that some do not use the empowerment that they 
have got. Information and meetings are very important factors if this ‘pyramid structure’ 
proposed by Grönroos (1999) should be implemented. The importance of handling infor-
mation will be discussed in section 4.2.3 about communication. 

The structure of the organisation in Hotel X, resulting in the possibility of great empower-
ment, has shown to contribute to satisfaction for many employees. If the decisions are be-
ing taken close to the customer in the service sector it will contribute to satisfaction. A 
positive interaction between customers and employees are a high satisfier, since Top and 
Immediate Management may act as motivators when delegating responsibility to employees, 
which may also influence satisfaction with Job Contents in a positive manner.  

4.2.2 Managerial Style 

All respondents were asked to consider the General Manager’s leadership style. Thereafter 
they were asked to place her at a scale on to what extent she is concerned about people and 
production.  In figure 4.2 below a simplification of the Managerial Grid has been applied to 
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illustrate the respondents’ answers. One dot demonstrates one employees’ opinion.  Many 
researchers (Schein, 1988; & Bass, 1990) have classified leaders to be focused on either re-
lationships (people) or tasks (production), or both. The most preferred managerial style de-
pends on the situation (Bass, 1990). 

The majority of the respondents believe that the General Manager is more concerned for 
the production and to achieve good results than caring for the personal. Interesting is that 
the respondents who answered that she is in the middle, explains that the manager, as a 
person (not as a manager), is very social and relationship-oriented. They therefore place her 
inbetween.  

 

Figure 4.2 Illustration of the employees’ view of the General Manager’s leadership style. 

In the interview with the General Manager she was asked to describe her own management 
style. The red circle in figure 4.3 shows her answer. The manager described herself as being 
slightly more concerned with results (7,8). However, “this is not what the subordinates’ have an-
swered”v, she said. The manager guessed that the employees’ impression are that she is less 
concerned for the people. The blue rectangular shows the managers’ presumption of the 
subordinates’ answer. She believes that the employees do not understand that the economi-
cal situation controls. Further she explains that she will defend her employees until “the 
day she dies”w though she does not tell them that. She cannot really explain why.  

 

Figure 4.3  Illustration of the General Manager’s own view of her leadership style. 
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In the quantitative assessment of the employees’ level of job satisfaction Top Management 
has through time showed the poorest results. The employees seem to be least satisfied with 
the Top Manager. Studies have shown a positive correlation between employees’ job satis-
faction and their manager’s relations-oriented attitudes and behaviour (Bass, 1990). Ten-
dencies of this can be found in this case study. The respondents that described the General 
Manager as being more relationship-oriented are also the ones that are more satisfied over-
all.  

As mentioned before, the most favourable management style depends on the situation. 
There is a difference between the service and the industry sector. In the hospitality industry 
it is favourable to be more relationship-oriented (Bass, 1990). This could be one explana-
tion to the poor results in the quantitative research. Nevertheless, Shein (1988) argues that 
it is also crucial for a higher manager to have a high task orientation. The qualitative data 
that indicates that the Top Manager is more concerned about tasks is the results from the 
interviews and that she told us that she cut down the benefits (for example gym & swim-
ming) when becoming General Manager of Hotel X. Benefits will as discussed (in section 
4.1.2), affect employees’ motivation and satisfaction; in this case it has decreased the satis-
faction. 

All respondents mentioned, when talking about the General Manager, that most of their 
ideas are not possible due to lack of money. Numerous explained that she is put on hard 
pressure from the head office concerning the question of money and know that it is a limi-
tation. Grönroos (2002) talks about the danger of being too task-oriented in the service 
sector which can lead to a ‘downward spiral’. He means that the economical restrictions in-
ternally can decrease the external efficiency. This is also connected to the job satisfaction. 
We found that the satisfaction is affected. Some employees were talking about very embar-
rassing incidents connected to economical restrictions. One example is that the hotel lacks 
many TV-channels and the employees have been told-off when the guests have not been 
able to see important football games. This contributes to embarrassing situations, and 
when the customers are not satisfied nor are the employees. Furthermore, the above men-
tioned scenario affects satisfaction with Immediate Management and Equipment.  

Some of the employees have many ideas of improvements but it is the economical situation 
that always sets boundaries, they explain. The majority of the personnel explain that it de-
pends on an unfair system where Hotel X needs to pay an extremely high rent. The hotel 
performs well financially but the high rent often eliminates the profit. This has also been 
confirmed by the General Manager. During our interviews we understood that the system 
contributes to less satisfaction since they have to work exteramly hard to make a profit. We 
believe that the hotel is in the danger of falling in to the ‘downward spiral’. The employees 
experience that it is rarely additional money, independently on their work effort. We believe 
that they have fallen into a pattern where many things are considered unattainable due to 
financial restrictions. A Middle Manager mentioned that they could not have meetings, as 
this would increase the hourly wages. This kind of argument could be dangerous since we 
believe that meetings are essential. Except for Top Management the employees were least sat-
isfied with Personal Development in terms of courses, which is dependent on the financial 
situation. The General Manager clarifies that she would like to offer courses to the employ-
ees but the budget is too restricted.   
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4.2.3 Communication in Hotel X 

According to Cronje et al. (2004), research shows that communication is important to cre-
ate good relationships, which in turn leads to greater satisfaction and higher productivity. 
Most of the information in Hotel X is transferred to the rest of the departments through 
the reception. Therefore it is important that the personnel in that department are able to 
organise information and are able to communicate in correct manner to the other depart-
ments. In our analysis there is some obvious dissatisfaction in other departments because 
information is spread in an inappropriate way and poorly organised. One of the employees 
said about the assumed problem in the reception: "I don’t know what it is, but something is not 
working. I don't have anything against them personally, but they have a huge responsibility”x. This prob-
lem also has an impact on Job Contents, since other departments expect information to be 
correct, when in fact, it might be that they have to reorganise their work because of infor-
mation spread by the reception. This is at the moment not a significant problem. However, 
if it is not solved in the nearest future it can lead to a high level of irritation and poor rela-
tionships amongst employees and departments, which has an impact on satisfaction with 
Co-workers. According to our interpretation, the relationships in the reception need to be 
improved for better communication. 

The only one-way communication channel that Hotel X has, out of the mechanisms sug-
gested by Buchanan and Huczynski (2004), is the Intranet for the hotel. However, in our 
interviews with the employees none of them mentioned once that the Intranet existed at 
all. The reasons for this can be that employees are not using it, or do not even know about 
this source of information.  

Hotel X also uses notes with information that is handed out to the employees. Both, the 
notes and the Intranet are a one way communication used by the hotel. Hotel X lacks 
communication that is two-way (both from managers and employees). The suggestions for 
two-way communication mentioned by Buchanan and Huczynski (2004) have not been 
taken into account in this case, except for ‘the open door policy’. The employees has an 
easy access to the General Manager and are able to go to her office to get hold of informa-
tion, talk about problems or just to have a regular conversation about nothing in particular. 
The trouble with this is that, no matter how much the manager likes to talk to the employ-
ees, it can be a very time consuming way of communicating and can easily lead to misun-
derstandings (Johlke & Duhan, 2000). This is not only the case between the General Man-
ager and the employees, since the same problem exists between the General Manager and 
Immediate Managers. There is a lack of communication channels. 

When analysing and interpreting the in-depth interviews we found that the General Man-
ager did not have a significant level of authority in relationship to Hotel X's internal cus-
tomers. In fact it seems as if the manager earn respect in another way; by being ‘human’ 
and caring as a person, although not as much as a manager. The General Manager was seen 
as a person staff could come and talk to whenever they were in trouble. The communica-
tion, however, lacks the clarity, suggested by Riley (1995) as an important factor. Therefore, 
the impact on employees’ satisfaction is significant in terms of how Top Management suc-
ceed in communicating clear. The system for the communication is done by handing out 
notes in the employees individual lockers or if they manage to overhear a conversation. In 
the interview with the General Manager, she suggests that if the employees are eager to 
find out information about what is going on at the hotel, it is also to an extent their own 
responsibility to find out for themselves or ask someone about it. However, some of the 
employees have noted in their interviews that the notes handed out are somewhat frighten-
ing to them. Mostly, notes are handed out when there is a negative message to be sent to 
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employees. For instance, if someone in the personnel has done something wrong, the note 
is there to make sure that it does not happen again. In spite of this, there are some employ-
ees who feel that the information given is more than enough. They are therefore not inter-
ested in the actual happenings at the hotel and are only there to earn their way of living. 
Our interpretation of this is that the organisation has failed to communicate the organisa-
tion’s goal. This can be important when getting employees committed, as argued by Bu-
chanan and Huczynski (2004). 

All managers at Hotel X argue that they have a clear and good communication on a daily 
basis. According to Lucas (1995) this behaviour is rather usual since managers do not real-
ise themselves that they might fail to some degree to be good communicators. In the re-
search done by Johlke and Duhan (2000) it was found that in a service organisation, an    
informal system of communicating is not preferred over a formal scheme of                
communication.  Lucas (1995) argues that a multidimensional way of communicating is the 
best to reduce negative reactions that can come from wrong ways of communicating. Since 
the communication can be seen as informal at Hotel X (lacking a formal communication 
scheme), some employees might miss out on important information and can therefore get a 
feeling of being left out or of less importance for the organisation. The example drawn by 
Lucas (1995), by having to find out information from someone else in the organisation or 
by rumour (not from management), did occur at Hotel X according to some employees 
who had their summer holiday scheme handed to them. This was without any further dis-
cussion on what was good timing for them to have a holiday. This has a clear connection to 
Conditions of Employment. When planning and information is poor it can lead to dissatisfac-
tion with this facet. Moreover, the dissatisfaction that comes from lack of communication 
leads to high turnover in an organisation (Johlke & Duhan, 2000). As a matter of fact, the 
hotel has had three employees leaving in a short period of time. This might have had sev-
eral reasons, however one of them might have been missing out on two-way communica-
tion and important information leaving them feeling dissatisfied.  

Appraisal Systems and Feedback 

Hotel X uses mostly one-way communication. Therefore there is no space left for the long-
term issues that, accordingly Mehrens (1998), are not brought up in daily conversations. 
However, the hotel has one important two-way-communication, the ‘open door policy’. 
The General Manager states in her interviews that this policy makes an appraisal system 
unnecessary. Nevertheless, when analysing our interviews with the employees there were a 
huge interest in having appraisal meetings. In fact, most of the staff could not remember 
when they had had the last one, or if they ever had one during their time working at Hotel 
X. Riley (1996) suggests that all employees actually wants to know what is going on and to 
get feedback from their employers.  

Employees are dissatisfied with Rewards. In the interviews they mention that management 
expect the workers to work harder the days that it is needed and has no intention in giving 
rewards for, for example, a well performed work as discussed in section 4.1.2. If the or-
ganisation were to have appraisal meetings, verbal rewards could easily be given.  

In our interviews we found that Middle Managers handled most of the responsibility them-
selves, failing to delegate and give feedback to subordinates. This is nevertheless an impor-
tant factor for increasing job satisfaction, and could increase satisfaction with Immediate 
Management. For the personnel that were not interested in responsibility or information 
seemed to have a lack of interest in the organisation. This can also be a reason of not hav-
ing a clear goal and not knowing anything about what is going on in the organisation. An 
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appraisal system could turn them around and get them more motivated, interested and in-
volved at work. Furthermore, the lack of appraisal meetings has shown to affect employees’ 
satisfaction with Personal Development. 

In the interviews with the General Manager and Middle Managers there are different argu-
ments to what appraisal systems really are. Some of the managers feel that they actually 
have appraisal meetings regularly, while others mean that there is no necessity for them and 
that the employees are not interested in having them. However, it is really important for 
the organisation to know that the employees actually wants to have these meetings and that 
it leads to a higher level of satisfaction and commitment from the employees point of view 
(Pettijohn et al., 2001). Furthermore, such meetings could, according to our interpretations, 
increase satisfaction with Personal Development, Immediate Management and Top Management. 

It is not only the manager's task to see that the meetings are held. There are also responsi-
bilities from the employees part (Mehrens, 1998) In our interviews most part of the em-
ployees argued that they had asked to have both appraisal meetings and regular meetings, 
however, the answer they had gotten in turn was that meetings was too expensive to actu-
ally be held. If the organisation neglect the importance of this and concentrate more on the 
result and tasks, the organisation will fail to know what actually motivates the personnel 
and if they are satisfied with their work or not. 

Conflicts and Problem Solving   

Communication is according to Riley (1996) highly linked to conflicts and problems in the 
organisation. Because of the poor communication system at the hotel, our research showed 
us that there was a huge barrier in getting problems and conflicts out in the open. We be-
lieve that problems should be dealt with as soon as possible,  with poor communication the 
problems will grow, affecting all the employees negatively before it is noticed and solved. 
That is, if problems are solved at all. The question of how far the management should be 
involved in these matters thrived from the literature study. Our research made it clear to us 
that the General Manager was a good listener (when time was on her side) and the barrier 
of authority was really low in this case. One of the staff says about the General Manager: 
"She is more like a co-worker you can be honest with"y. The employees feel that they are being 
heard, the problem is that nothing happens after that. Neither are there any procedures for 
grievance at Hotel X although as mentioned by Riley (1996), these are of importance for 
the employees to feel that justice is done and helps to get problems out in the open at an 
early stage. Employees feel that it is up to the Immediate and Top Management to imple-
ment procedures to be able to solve the problems.  
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5 Conclusions and Final Discussion  
This final chapter presents the conclusions made based upon the research objective of the study. Moreover, 
implications for management and some reflections concerning findings and methodological issues are outlined. 
Finally, suggestions for further research are made. 

5.1 Conclusions  

Both the interviews and the Company Survey proposed that the level of overall job satisfac-
tion at Hotel X was high. Nevertheless, all facets appear not to be significant for overall job 
satisfaction amongst employees at Hotel X. For those facets that are significant for overall 
job satisfaction, results differ regarding direct and indirect connections to managerial proc-
esses (see Appendix E). 

Which facets influence overall job satisfaction; do all facets influence or only some?   
 
Job Contents and Co-workers were the facets most frequently occurring in respondents’ an-
swers to how satisfied they are at work overall. Resisting facets, influencing overall job sat-
isfaction, were only mentioned when satisfaction is found to be very high or when employ-
ees were found to be dissatisfied. On the one hand, Conditions of Employment is argued to 
only influence overall job satisfaction amongst employees who were highly satisfied with 
that facet. On the other hand, Personal Development, Top Management and Immediate Management 
only appear to affect overall satisfaction amongst employees who were dissatisfied with 
those facets. Facets investigated but not found not to influence overall job satisfaction were 
Salary, Rewards, Benefits and Equipment.  

Do managerial processes have a direct or indirect influence on employees’ overall 
job satisfaction? If so, how? 
 
According to our findings and analysis, managerial processes influence all facets (except for 
Salary) in some sense. Both Job Contents and Co-workers, which are considered to be the two 
most important facets influencing overall job satisfaction, are influenced by the managerial 
processes of communication in an indirect way (communication was not the reason for 
high overall job satisfaction amongst respondents, but are found to influence satisfaction 
with these facets). As a matter of fact, communication appears to influence satisfaction 
with all facets influencing overall job satisfaction10. Furthermore, the organisational struc-
ture has an indirect influence on the satisfaction with Job Contents as managers by delegating 
responsibility may act as motivators.  

Conditions of Employment turned out to influence overall job satisfaction amongst employees 
who were highly satisfied with that facet. No indications were found that managerial proc-
ess would be a reason for this satisfaction. On the other hand, deficient planning and or-
ganising appeared to influence employees’ dissatisfaction with the facet. Yet, when employ-
ees were dissatisfied with Conditions of Employment it did not appear to influence their overall 
job satisfaction. Thereby, there is a connection between Conditions of Employment and mana-
gerial processes. However, the most reasonable interpretation is that this connection will 
not affect overall job satisfaction neither in a direct or an indirect manner. 
                                                 

10 The only facets which communication were found not to have an influence on is Equipment, Benefits and 
Salary, and those facets were found not to influence overall job satisfaction. 
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Top Management and Immediate Management appeared to influence overall job satisfaction 
amongst employees who were dissatisfied. As a matter of fact, these were the only facets 
were a direct connection between managerial processes and overall job satisfaction was 
found. Dissatisfaction with these facets was directly influenced by a lack of communication 
channels; task focused managerial style and poor organisational structure, which in turn led 
to overall job dissatisfaction.  

Another facet that only appeared to influence employees overall job satisfaction when em-
ployees were dissatisfied was Personal Development. In this case the low satisfaction was not 
due to managerial processes, but to the employees’ intention to do something else. On the 
other hand, communication and managerial style were found to influence employees’ satis-
faction with this facet. However, there were no indications found that this, in turn, influ-
ence overall job satisfaction at Hotel X. 

As mentioned above, the facets that did not appear to influence overall job satisfaction are 
Equipment, Salary, Rewards and Benefits. Nevertheless, managerial processes influence satisfac-
tion with all these facets except for Salary. Employees would like management to be more 
efficient and direct when there is lack of equipment. Our results have shown that the inef-
ficiency of managerial style affects this. Furthermore, employees would like more Benefits, 
something that appears to be hindered due to an apparent task oriented management. In 
addition, the dissatisfaction employees express concerning Rewards, could be rectified by 
further communication and feedback.  

To sum up, we found that the sum of facets (as made by the Company Survey), is mislead-
ing. Employees overall job satisfaction is not influenced by all facets. Neither do manage-
rial processes have any direct connection to overall job satisfaction more than on the facets 
Top Management and Immediate Management. However, managerial processes do influence em-
ployees’ satisfaction with all facets except for Salary. Subsequently, the most reasonable 
conclusion is that managerial processes are highly important for employee job satisfaction. 

5.2 Implications for Management  

According to the conclusions drawn from this study, managerial processes have a great in-
fluence on job satisfaction at Hotel X. Communication was found to be the process which 
influence job satisfaction the most, though, also organisational structure and managerial 
style affect the satisfaction amongst employees. Therefore, this section will give suggestions 
for management on how to improve these processes and thereby improve employee job 
satisfaction.  

Communication 

The managerial process of communication was found to influence all facets except Salary 
Benefits and Equipment. More importantly, communication was found to influence overall 
dissatisfaction with Top and Immediate Management in a direct fashion. Thereby, the first pri-
ority for the management should as we see it be to improve the communication at Hotel X.  

Hotel X has yet not taken into consideration that communication is not only a one-way in-
formation channel.  This has proven not to be very effective since many employees are lost 
in translation on the way. Therefore, our suggestion to the management is to overcome 
some of the informal communication by implementing more control and standards for the 
procedures of communication. Though, one needs to be aware of the risk that the com-
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munication could get too controlled, which could eliminate the open relationships that ex-
ist at the hotel today.  

Most of the employees have mentioned that they are in need of meetings. Regular meetings 
are a good two-way communication, the easiest and least expensive way to solve communi-
cation problems. It could be a problem to gather all of the employees at a specific time; 
however we suggest that the problem could be solved by having one meeting per week.  
Even though it will be time consuming, not doing anything at all might have more devas-
tating expenses in the long run. If there are some employees that have not been able to at-
tend, we suggest a protocol to be taken and handed out to employees. This ensures that 
everyone are informed of the meeting’s contents.  

When having clearer communication it helps to keep both conflicts and problems on the 
surface, which in turn makes them easier to identify in an early stage and conflicts could be 
avoided more easily. Another way to solve conflicts could be to implement grievance pro-
cedures; however, we believe that it would be to take it one step too far. The open, infor-
mal relations in the organisation are something that should be nurtured. We believe that 
most of the problems, meaning conflicts and misunderstandings in the organisation can 
and will be solved by regular meetings.  

We believe appraisal meetings should be offered to the employees as the majority lack it 
today. Many employees feel frustrated that nothing is happening. They would like to have 
clear directions. The insufficient communication contributes to misunderstandings and less 
understanding of the comprehensive picture of the organisation. The processes of commu-
nication may act as both motivators and hygiene factors (Herzberg et al., 1959). Regarding 
the areas of Job Contents, Equipment, Rewards, Conditions of Employment, Immediate and Top Man-
agement communication can reduce the dissatisfaction employees express. An example of a 
simple solution to reduce dissatisfaction with Rewards, could be to give a verbal expression 
of gratitude. Communication can also increase job satisfaction. Co-workers and Personal De-
velopment are motivators, thereby improved communication and feedback, leading to fewer 
misunderstandings, can increase employee satisfaction at Hotel X. 

Organisational structure 

The organisational structure of Hotel X was found to influence overall job dissatisfaction 
with Immediate and Top Management in a direct fashion. Furthermore, it influences satisfac-
tion with Job Contents in an indirect manner. For that reason, we believe that managers of 
Hotel X need to reconsider some issues concerning the organisational structure.  

As described the managers and the subordinates are at the same level. This is in our eyes 
very positive but one need to remember that some situations requires a leader. The manag-
ers need to have the highest responsibility in order to solve problems and conflicts. We 
have noticed that the flat organisation contributes to unclearness about responsibility, 
which can create ambiguity and lead to dissatisfaction. We have found a trend that people 
blame each other on every level in the organisation, which again may be seen as a commu-
nication issue. If the General Manager as well as Immediate Managers were to delegate 
more responsibility to their subordinates, it is very likely that it would lead to increased 
employee satisfaction as responsibility is argued to be a motivator (Herzberg et al., 1959). 
In accordance, such an act could increases satisfaction with Job Contents.  
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Managerial style 

According to our results, the managerial style applied at Hotel X influences employees dis-
satisfaction with Benefits, Equipment, Personal Development, Immediate and Top Management.   

The danger of falling in to the ‘downward spiral’ (Grönroos, 2002) is one important issue 
concerning managerial style. Both top and immediate management are highly concerned 
about results. We would suggest that the managers should not be so restricted by the eco-
nomical factor. The alternative cost of not providing, for example, benefits or courses 
could be much greater than the cost of doing so. In the long run, such restrictions may af-
fect employee job satisfaction, which according to Heskett et al., (1994) may influence em-
ployee performance, which in turn influence customer satisfaction, and that in turn affect 
the financial performance of the organisation. As both Benefits and Personal Development were 
found to be motivators (Herzberg et al., 1959), managers actually have the possibility to 
make employees more satisfied by, for example, providing the benefit of a discounted price 
at a gym. 

Five Suggestions to Improve Job Satisfaction 

We have applied five different suggestions made by Riley (1995) for management im-
provement on job satisfaction. We have implemented them on to problems occurring at 
Hotel X for management to consider. These are as followed: 

• Τhe communication should be clearer. Employees need to know the organisational goal 
and see the relationship between their performance and rewards to be committed 
and motivated. 

• Offer valued rewards. To take notice of what the employees actually consider a reward 
for their performance (could be as easy as a “Friday cake” or “cinema tickets”, ac-
cording to several employees in the interviews). 

• Do not over control the employees. They need to feel that they can make their own deci-
sions and do not want to feel they are being watched over all the time. Neither do 
they want to be corrected or disturbed in their work all the time. The key is trust. 

• Recognize achievement. It is common sense that well performed work or bright ideas 
should be recognized and therefore will increase both performance and satisfaction. 

• Teaching someone something is an excellent basis for being able to motivate them. There could 
for example be employees that might be interested in changing department to gain 
more flexibility in their work or to be able to take a course to gain more quality and 
satisfaction to their work.  

5.3 Reflections   

In our research we followed Ryen’s (2004) three phases model: gathered data, divided the 
data into categories and then compared the results and analysed the negative examples. 
Therefore, the examples presented in our study might seem to show less job satisfaction 
than there actually is. 

The results from this study are derived from only one case study which limits the generali-
sations from our conclusions. However, our argument is that the managerial processes 
such as communication found important for overall job satisfaction as well as satisfaction 
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with several facets in this thesis are likely to have an influence on satisfaction also in other 
hotels.  

The triangulation used in this thesis provides more construct validity (Yin, 2003). However, 
we only managed to triangulate the data regarding job satisfaction. When connections to 
managerial processes were to be made, no quantitative sources were available so the study 
was limited to the use of observations and interviews. Furthermore, we had no quantitative 
data on Salary, Benefits or Rewards and neither did we manage to include any findings from 
observations on Equipment, Conditions of Employment and Personal Development, thereby triangu-
lation failed on more than half of the facets investigated. On the other hand, the results of 
this study are argued to be credible since the use of multiple sources make the credibility of 
our results more convincing (Yin, 2003).  

The qualitative and the quantitative research often showed similar results. However, when 
there were differences, we chose to trust our own data collection. This has two explana-
tions. Firstly, since the quantitative data was done for a different purpose and for the whole 
hotel chain, not for Hotel X in specific, there may be potential errors in the data we do not 
know about. Secondly, our choice can be explained by the fact that our scientific perspec-
tive is closer to the phenomological paradigm than to positivists. 

Our study did not reach the same conclusion as Herzberg and his colleagues did (Herzberg 
et al., 1959). Job Contents, Benefits, Co-workers, Immediate and Top Management all differed in 
some way (see Appendix F). One explanation for the deviations of all these facets is that 
Herzberg et al. (1959) used what is known as the critical incident technique11 in the devel-
opment of their theory (Herzberg et al., 1959). Locke et al. (1983) pointed out that Herz-
berg et al.’s (1959) theory is dependent on the method. This type of research approach has 
been the only one consistently leading to results confirming the theory. The results of other 
applied methods have indicated that hygiene factors indeed can be associated with job sat-
isfaction and motivators with job dissatisfaction (Locke et al., 1983). Furthermore, devia-
tions of Co-workers, Top and Immediate Management can be explained by the fact that we have 
combined motivators and hygiene factors into one in those facets (see Appendix C). 
Thereby, our research results cannot be expected to agree with Herzberg et al.’s (1959) 
theory of motivators and hygiene factors.  

5.4 Suggestions for Further Research  

During the work of this thesis several angles of approach arose. The results from the     
current Company Survey (2005) differed significantly compared to the prior ones. Year 
2004 results were 38 (out of 100) and 2005 results were 71, which is an enormous differ-
ence. Interesting is that several employees have chosen to leave Hotel X during the year 
and several new have been employed. Suggestions for further studies could be to investi-
gate if job satisfaction depends on how long a person has been employed in a company, 
and to investigate the relation between turnover rate and job satisfaction, though preferably 
in relation to managerial processes.   

Due to the time limit, we delimited this study and were not able to include how job satis-
faction affects for example employee performance, customer satisfaction, company per-

                                                 

11 Herzberg et al. (1959) asked around 200 engineers and accountants to describe a moment when they felt 
especially satisfied and a moment when they felt especially dissatisfied with their job. 
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formance, organisational citizenship behaviour, job retaliation, work family conflict and 
loyalty. Such studies has already been made within the field, however, we would find it in-
teresting to investigate mentioned areas and its connection to managerial processes.  

In accordance with prior studies (Spector, 1997), we found the correlation between salary 
and job satisfaction to be surprisingly small. Neither did managerial processes have any 
connection to salary. Further studies focusing on monetary rewards might therefore be of 
interest. 

Finally, we would encourage other researchers to investigate how managerial processes in-
fluence job satisfaction in hospitality industries or in other industries. This is an important 
and interesting angle to look at. 
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Appendix A:  The Interview Guide   

Background 
Age 
Gender 
What department do you work in and what is your working position? 
How long have you been working at Hotel X and in the line of the business? 
Are you a full-time employee? 
Who is your Immediate Manager? 
 
1. Overall, how satisfied are you with the conditions at work today? 
 
Job Contents 
2. How are your job contents and daily routines compared to what you would like them to be? 
 
Equipment 
3. Do you have all the equipment one would expect to manage your tasks? 
 
Conditions of Employment 
4. How well can you combine your work with family and your spare-time, compared to what you would 

like to be able to?  
 
Personal development 
5. How much do you feel that you develop personally by working at Hotel X compared to how much you 

would like to develop? 
 
Co-workers 
6. How do you feel that your colleagues are compared to what you would like for them to be? 
 
Immediate Management 
7. How would you like your Immediate Manager to be compared to how he/she is today? 
 
Top Management 
8. How do you feel about the top management at the hotel and how would you like for them to be? 

Would you describe the General Manager as being concerned for results or people? 
 
Salary 
9. How does the amount of pay that you currently receive compare to what you think it should be? 
 
Rewards and Benefits 
10.  How are the rewards and benefits you receive, compared to what you think it should be? 
 

11. If you look back at this interview, is there anything of importance that you 
would like to add? 
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Appendix B: The Interview Guide in Swedish   

Bakgrund 
Ålder 
Kön 
Vilken avdelning arbetar du på och vad har du för titel? 
Hur länge har du arbetat på hotellet och inom branschen? 
Är du heltidsanställd? 
Vem är din närmsta chef? 
 
1. Generellt, hur nöjd är du med din arbetsplats och ditt arbete? 
 
Arbetsuppgifter 
2. Hur tycker du att dina arbetsuppgifter och dagliga rutiner är, jämfört med hur du anser att de skall 

vara? 
 
Redskap 
3. Har du tillgång till alla hjälpmedel som man kan förvänta sig ha för att kunna utföra ditt jobb? 
 
Anställningsvillkor 
4. Kan du kombinera ditt arbete och ditt privatliv i den mån man kan förvänta sig?  
 
Personlig utveckling 
5. Känner du att du ges möjlighet till personlig och karriärmässig utveckling på Hotell X jämfört med hur 

intresserad du är av att utvecklas? 
 
Personalrelationer 
6. Hur anser du dina kollegor vara, jämfört med hur du vill att de skall vara? 
 
Närmsta ledningen 
7. Hur skulle du vilja att din närmsta chef ska vara jämfört med hur han/hon är idag? 
 
Högsta ledningen 
8. Hur tycker du att ledningen är jämfört med hurdan den är idag? 

Skulle du beskriva Hotell Direktören som resultat eller personal inriktad? 
 
Lön 
9. Hur tycker du att din lön är, jämfört med vad du anser skulle vara rimligt för det arbete du utför? 
  
Belöningar och förmåner 
10. Anser du att de belöningar och förmåner som du får idag är tillräckligt för vad du anser skulle vara 

rimligt? 
 

11. Om du ser tillbaka på den här intervjun, är det någonting annat som du känner 
är viktigt att framföra?
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Appendix C: The Rationale behind our choice of Facets 
 

The quantitative 
survey made by the 
hotel chain 

Spector’s JSS 
(1985) 

Herzberg et al.’s 
(1959) Motivator-
Hygiene theory  

Facets investi-
gated in this the-
sis 

-Job Contents -Nature of Work -Work itself 
-Responsibility 

Job Contents 

-Equipment -Operating  
Conditions 

-Working  
Conditions 

Equipment 

 -Pay -Salary Salary 

 -Fringe benefits 
-Contingent  
rewards 

-Salary Rewards and 
Benefits 
 

-Conditions of  
Employment 

 -Factors in  
Personal Life 

Conditions of 
Employment 

-Personal Develop-
ment 

-Promotion -Achievement 
 

Personal  
Development 

-Human Relations -Co-workers -Interpersonal  
Relations –peers 
-Recognition 

Co-workers 

-Immediate  
Management 

-Supervision 
 

-Interpersonal  
Relations 
-Supervision 
-Responsibility 
-Recognition 

Immediate  
Management 

-Top Management -Supervision 
 

-Interpersonal  
Relations 
-Supervision 
-Company Policy 
and Administra-
tion 
-Responsibility 
-Recognition 

Top  
Management 

Italics are referred to as satisfiers in Herzberg et al.’s (1959) theory. 
 
The Company Survey is developed in a manner similar to the survey made by Spector 
(1985). Herzberg et al.’s (1959) study was conducted in quite a different way. Appendix C 
describes how we combined the facets used in the quantitative Company Survey with Spec-
tor’s (1985) nine facets. Furthermore, it explains where Herzberg et al.’s (1959) motivators 
and hygiene factors are included in our final facets. This shows that Top Management and 
Immediate Management, which in the Motivator-Hygiene theory are not believed to be satisfi-
ers, are likely to be so in our research. 
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Appendix D: Organisational Chart of Hotel X 

 

  

 
Top  
Management 
 
 
 
Immediate 
Management 
 

Co-workers 
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Appendix E: Conclusions 

 

 
Appendix E outlines the facets influencing overall job satisfaction and the facets not influ-
encing overall job satisfaction. Furthermore, the appendix outlines the connections between 
each facet and managerial processes, and whether relationships between overall job satisfac-
tion and managerial processes are direct12/indirect 13 or none existing. 

                                                 

12 Managerial processes were included in employees answers on overall questions (question 1 and 11 Appen-
dix A). 

13 Managerial processes were included in employees answers on facet level questions (question 2-10 Appendix 
A). 

Facets influencing overall 
job satisfaction: 

Connection between facet 
and Managerial Proc-
esses: 

Connection between 
managerial processes 

and overall job satisfac-
tion: 

Job contents 
 
 
Co-workers 
 
When employees are highly 
satisfied: 
Conditions of Employment 
 
When employees are dissat-
isfied: 
Personal Development 
 
 
Immediate Management 
 
 
 
Top Management 

Communication & 
Organisational Structure 
 
Communication 
 
 
 
Communication 
 
 
 
Communication &  
Managerial Style 
 
Communication, Managerial 
Style & Organisational 
Structure 
 
Communication, Managerial 
Style & Organisational 
Structure 

Indirect 
 
 
Indirect 
 
 
 
None 
 
 
 
None 
 
 
Direct 
 
 
 
Direct 

Facets not influencing overall job satis-
faction: 

Connection to Managerial Processes: 

Salary 
 
Benefits 
 
Rewards 
 
Equipment 

None 
 
Managerial Style 
 
Communication 
 
Managerial Style 
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Appendix F: Deviations from the Motivator-Hygiene 
Theory 

 
Facets investigated 
in this thesis: 

The facet itself14: Managerial  
Processes15: 

Herzberg et al., 
1959 

Job contents   Motivator Hygiene Motivator 
Equipment Hygiene  Hygiene 
Salary  
Benefits 
Rewards 

Hygiene 
Motivator 
Hygiene 

 Hygiene 
 

Conditions of Emp-
loyment 

Hygiene  Hygiene 

Personal develop-
ment 

Motivator  Motivator 

Co-workers Motivator  Hygiene 
Immediate and Top  
Management 

Hygiene  Motivator Hygiene 

Italics indicates where deviations between our results and Herzberg et al.’s (1959) theory exists. 

 
 
 
 
 
 
 
 
 
 

                                                 

14 What factor (motivator or hygiene) the facet itself turned out to be in our investigation. 
15 When the way managers engages (managerial processes) can influence the satisfaction in a different manner 
than what the facet itself do. For example, top and immediate management has the tools to act as motiva-
tors, but the facets Top and Immediate Management themselves are hygiene factors. 
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Appendix G: Quotations in Swedish 
                                                 

a
 ”slitna” 
b  ”Det är väldigt enerverande att alltid vänta”  
c  ”Vi brukar till och med slå vad om hur lång tid det tar att få den nya saken” 
d  ”Fredags tårta” 
e  ”faan vad duktig du va idag” 
f  ”nästa chef på hotellet” 
g  ”Vi funkar ihop som personer, men inte som avdelningar” 
h  ”chefer” 
i  ”vill vara kompis med allt och alla” 
j  ”Arbetsmyror” 
k  ”För deras egen skull” 
l  ”nödvändiga” 
m  ”speciell” 
n ”Någon man måste buga och bocka för” 
o ”Hon kan pladdra på lite väl mycket” 
p ”vi får aldrig några konkreta beslut. När man försöker prata med henne blir det en sån utläggning att man 
varken har tid eller ork att lyssna färdigt på svaret” 

q ”kontroll freak” 
r “Hon är jättebra när hon gör det hon ska göra. Hon är nog egentligen för duktig och vill gärna lägga sig i 
allt. Det är väl bra i sig men ibland blir det jäkligt påfrestande. När man ska göra sitt jobb och hon kom-
mer och dubbel kollar”. 

s ”fånga upp problem i tid” 
t ”ser efter personalen” 
u ”man ska ju inte ha något extra eloge för att man jobbar en jobbig dag, för det ingår ju i jobbet.” 
v “Detta är inte vad de anställda har svarat” 
w “ dödsdagen” 
x ”Jag vet inte vad det är, men det är något som inte fungerar. Jag har inget emot dom personligen, men dom 
har ett stort ansvar.” 

y ”Hon är mer som en arbetskamrat som man kan vara ärlig med.” 
 
 
 

 

 

 

 

 

 

 

 

 

 

 


