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Abstract: The hospitality industry is a service industry that is constantly evolving with innovated 
service models, especially the hotel sector. However, hotel sector jobs are always associated with 
low paid salaries, unstable employment procedures, socially undesirable working hours and low-
esteem job status with poor benefits. In such conditions, service leaders require high levels of 
motivation, work values, job attributes and job satisfaction in order to effectively interact with 
both customers and subordinates. Most hotel management recognise that effective leadership 
is one of the most powerful competitive advantage that one can possess through employee job 
satisfaction; alternatively, several research findings identify that job satisfaction and leadership 
effectiveness may not have a linear relationship but rather it intercedes through the level of 
empowerment given to service leaders and distinguished further by gender. This study examines 
how the antecedents of job satisfaction influence leadership effectiveness and further tests the 
mediating effect of empowerment between them whilst moderating across male and female 
frontline service leaders. A total of 118 supervisory and managerial level employees from four 
(4) five-star hotels in Klang Valley were surveyed using a self-administrative survey questionnaire. 
The PLS-SEM approach was used to assess the higher-order moderated mediation model. One 
of the major findings reveal that all the antecedents of job satisfaction are positively related to the 
endogenous variable; interestingly, empowerment partially mediates the relationship between job 
satisfaction and leadership effectiveness across both genders. With regard to practical implications, 
it is important for hotel management teams to appraise the identified underlying factors as these 
increase employees’ performance which boost the overall service quality of the organisation and 
meet organisational goals.
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Introduction

The modern hospitality industry is highly reliable on effectiveness and quality of 
service where leadership plays a decisive role in transforming organisational success and 
gaining competitive advantage (Kuchinke, Kang, & Oh, 2008; Avery, 2005; Worsfold, 
1989). The frontline service leaders have an important role in ensuring effective 
service performance as well as self-effectiveness (Hussain, Konar, & Ali, 2016) within 
hospitality organisations. Further, for service leaders to be more effective, job satisfaction 
is a crucial across the board (Starks, 2007) and their work should be valued in a more 
affective and cognitive manner (Baum et al., 2016; Maier, Tavanti, Bombard, Gentile, 
& Bradford, 2015). However, frontline leaders’ often face major challenges such as 
predictability and consistency of service quality (Ali, Hussain, Konar, & Jeon, 2017) 
due to the “service-driven culture” (Bharwani & Butt, 2012) found in the hospitality 
industry which requires a high level of motivation (Wang, 2016) and eventually leads 
to job satisfaction and performance. In the past, researchers (Lan, Okechuku, Zhang, 
& Cao, 2013; Sarwar & Khalid, 2011; Kwak & Kim, 2015; Ling, Lin, & Wu, 2016; 
Koyuncu, Burke, Astakhova, Eren, & Cetin, 2014) extensively measured the job 
satisfaction of frontline service leaders and a few extended their research to measure 
the impact of service environment effectiveness and service performance in relation to 
leadership. While research on empowerment in relation to gender is generally limited 
(Ayman, Korabik, & Morris, 2009; Ayman & Korabik, 2010; Paustian-Underdahl, 
Walker, & Woehr, 2014), it is even more so in the Malaysian context. Thus, this study 
primarily measured the effectivity of frontline service leaders in five-star hotels of 
Malaysia. Realising that resource-based services and value-added services are essential 
to achieving higher quality service delivery and customer experience (Ali, Hussain, 
& Ragavan, 2014), hospitality sectors continuously empower their service operation 
supervisors to help them execute different job tasks (Lashley, 1996). Thus, the 
secondary objective of this study was to examine “empowerment” as a mediating factor 
to identify its influence on the “leadership effectiveness” of frontline service leaders. 
Additionally, this study explored the gender composition of the hospitality industry 
and their effectivity of leadership in this dynamic industry. This study further tested 
the path goal theory (Polston-Murdoch, 2013) by demonstrating how gender with 
empowerment can impact on leadership effectivity within the hospitality industry. 
Leadership composition in the Asian hospitality industry context has been under-
researched and the emerging importance of context-based studies and lack of evidences 
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has attracted attention for further studies in this specific topic (Gursoy, Maier & 
Chi, 2008; Ko, Kotrba, & Roebuck, 2015; Lan et al., 2013). By investigating these 
relationships, the present researchers hope to not only shed on light job satisfaction and 
leadership effectiveness measurement but on the relationship between effectivity and 
the gender of leaders.       

Literature Review

Work Values

Work values is a factor that is likely to significantly influence job satisfaction and the 
effectivity of transformational leaders. Surprisingly, many recent studies investigated 
the work values of employees in different contexts and in extension, determined their 
effectivity and behaviours (Maier et al., 2015; Sinha & Srivastava, 2013; Tomaževič, 
Seljak, & Aristovnik, 2016). Furthermore, many recent studies (Ko et al., 2015; Lan et 
al., 2013; Ling et al., 2016) have also identified that by understanding work values, the 
affective, cognitive, efficiency and behavioural dimensions that are closely related to the 
motivation and satisfaction of frontline hospitality leaders can be unravelled. Thus far, the 
majority of research has focused on identifying components of the work value domain 
or testing the existing structures of work values in different cultural contexts. While there 
have been many studies on work values, the role of hospitality frontline leaders’ work 
values on job satisfaction has yet to be explored extensively, including the correlational 
relationship between work values and leadership effectiveness. Froese and Xiao (2012) 
found that various facets of mediators can affect the relationship between job satisfaction 
and leadership effectiveness. Hence, this study’s model set forth the first hypothesis:

 H1: Work values influence service leaders’ job satisfaction   

Motivation 

White (2006) highlighted that similar to work values, motivation can be an 
essential factor which can ensure the retention of hospitality leaders through job 
satisfaction. However, according to Bono and Judge (2003), relating motivation to 
transformational leadership mechanisms can be difficult without any clear approach. 
Contextually, the approach used in relating motivation and job satisfaction may vary 
due to the high degree of coalescing factors such as culture, operational process, 
skill level and behaviours (Plangpramool, Worasuwan, Lema, & Agrusa, 2015) but 
such a relationship is still worth exploring. Furthermore, based on an organisation’s 
creativity and innovation, higher levels of task motivation promotes job satisfaction 
and boosts job performance amongst individual leaders (Mkono, 2010; Wang, 
2016). However, Lan et al. (2013) argued that based on the motivation theory, 
hospitality workers view their work as just a job and are motivated primarily by 
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security and financial needs. The effectivity of leaders often depend on their level 
of satisfaction with their job description which is intrinsically affected by their level 
of motivation (Bono & Judge, 2003; Delia Davila Quintana, Mora Ruiz, & Vila, 
2014). Thus, this study proposed the second hypothesis to measure the relationship 
between motivation and job satisfaction.

H2: Motivation influences service leaders’ job satisfaction.     

Job Attributes 

Miller (1980) contended that job attributes have a significant impact on the effectiveness 
of employees in any organisation. This is further supported by Starks (2007) who 
reiterated that employees are likely to be satisfied when their qualifications fit their job 
attributes. The job characteristics or attributes are formally connected with the position 
of an individual and are often associated with variety, autonomy, identity, significance 
and feedback (Pearson & Duffy, 1999). Further, by correlating job attributes with 
job satisfaction, employees recognise satisfaction when they receive benefits such as 
promotional opportunities, rewards for contribution and improved working conditions; 
all these tap into the psychological needs of any working individual in the hospitality 
industry (Meyer & Smith, 2000; Scott-Ladd, Travaglione, & Marshall, 2006). When 
benefits lead to job satisfaction, employees become more effective by taking on more 
responsibilities and engaging according to the demand and resources that best fit their 
organisational goals (Tims, Bakker, & Derks, 2013; De Beer,  Tims, & Bakker, 2016). 
The validation of the relationship between job characteristics and satisfaction which 
the current study aimed to reflect in a different context led to the third hypothesis.      

H3: Job attributes influences service leaders’ job satisfaction.

Job Satisfaction

Defined by Locke (1976, p.1304) as “…a pleasurable or positive emotional state 
resulting from the appraisal of one’s job or job experiences’’, job satisfaction is the 
construct which has been intensely studied in organisational social sciences. While 
various meta-analyses have shown that the predictors of job satisfaction can differ from 
each other in various research contexts (Kuchinke et al., 2008), the current study has 
chose work values, motivation and job attributes as predictors for measuring service 
leaders’ job satisfaction in line with previous studies (De Beer et al., 2016; Froese & 
Xiao, 2012; Lan et al., 2013; Quintana et al., 2014). In the hospitality industry, job 
satisfaction is important for both cognitive and affective levels (Robbins & Judge, 2007) 
due to the socially undesirable working hours, low wages, and variable working shifts 
which can easily demoralise and dissatisfy employees. When frontline service leaders 
are rewarded in a satisfactory manner, they tend to perform better and often beyond 
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expectation. Work by Judge and Piccolo (2004) proved that satisfied transformational 
leaders not only perform beyond expectations but they are more effective in urging 
their subordinates towards better performance. Furthermore, some studies (Sarwar 
& Khalid, 2011; Wong Humborstad & Perry, 2011) that explored the relationship 
between hospitality service leaders’ job satisfaction and empowerment found  that job 
satisfaction directly affects the effectivity of employees, even in different contexts due 
to the wide range of work environments found in the hospitality industry. 

Empowerment as a Mediator 

Empowerment is a powerful tool applied by hospitality managers which can shape the 
perception and priorities of service quality in order to gain a competitive advantage by 
influencing the feelings of employees being empowered (Lashley, 1996). Specifically, 
empowered frontline hospitality leaders can bring about some impressive advantages 
to the hospitality sector and those who implement it in their organisation, can engage 
their leaders and employees towards customer satisfaction in their own way (Huang, 
Li, Qiu, Yim, & Wan, 2016). The sense of empowerment enables frontline hospitality 
leaders to own their own locus of control and commitment towards the organisation. 
Research in the past (Gursoy et al., 2008; Huang et al., 2016; Ling et al., 2016) have 
proven that empowering employees is the most intrinsic way to be competitive in the 
hospitality service industry. In this respect, Wan (2010) in his study reiterated that 
the empowerment given to frontline hospitality leaders and employees is manifested 
through their personal feelings and effectiveness that enhances their contributions 
to the organisation and paves the way for a more satisfactory engagement (Lashley, 
1996). Thus, this study proposed another hypothesis to measure the predictability of 
empowerment factors towards satisfaction of hospitality leaders at their workplace.
           

H4: Empowerment mediates between job satisfaction and leadership effectiveness. 

Leadership Effectiveness

Amongst the many definitions of leadership, Chemers’ (1997, p. 378) stands out — 
“a process of social influence in which an individual enlists and mobilises the help of 
others in attaining a collective goal”. A successful leader requires an effective placement 
of internal resources to serve the external demand, especially in the hospitality industry 
(Ling et al., 2016). Based on the theory of leadership effectiveness by Fiedler (1967), 
effectiveness is dependent on the degree of predictability and control that leaders face 
in different situations. In the hospitality industry, effectivity of service leaders can 
be fostered through motivation, training and human resource practices to increase 
leadership skills, specific job attributes and levels of structural empowerment given 
to leaders (Chen, Kirkman, Kanfer, Allen, & Rosen, 2007; Ling, Shahrim, Karim, & 
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Othman, 2010; Ling et al., 2016). However, leadership effectiveness not only depends 
on the level of structural empowerment given but also their gender which is a salient 
aspect (Ko et al., 2015). Previous studies (Ko et al., 2015; Thoroughgood, Sawyer & 
Hunter, 2013) have clearly identified that there are distinct differences between male 
and female leadership effectivity, style and competencies. However, there remains a 
dearth of Asian-centric research to support this, specifically in the hospitality industry 
as most studies have been conducted in the west. Thus, in the Asian context, due to 
prevalent negative stereotypes and expectations (Ko et al., 2015), women’s leadership 
capabilities are constantly questioned. This study proceeded to explore the differences 
with the fifth hypothesis below:

H5: Gender moderates the mediating relationship of empowerment, job 
satisfaction and leadership effectiveness.

Figure 1. Framework for the study

W O R K  V A LU ES

M O TI V A TI O N

J O B  A TTR I B U TE S

E M P O W E R M E N T

J O B  S A TI S F A C TI O N LE A D E R S H I P  
E F F E C TI V E N E S S

G E N D E R

H1

H2

H3

H4

H5

Research Methodology

Measures 

This study aimed to explain the degree of leadership effectiveness in Malaysia’s hotel 
industry and explore gender as a moderating variable between job satisfaction and 
leadership effectiveness of hospitality leaders. A quantitative approach was utilised for 
the study’s sample which consisted of hotel employees  in leadership roles. The research 
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instrument, a questionnaire, measured work values using six items adapted from 
Kuchinke et al. (2008) and motivation using six items adapted from Bono & Judge 
(2003) whilst empowerment was measured using seven items adapted from Chen et 
al. (2007) and Sarwar & Khalid (2011). Five items for assessing job satisfaction were 
adapted from Froese & Xiao (2012). In this study, all the variables were measured 
using a 5-point Likert scale starting from 1 (strongly disagree) to 5 (strongly agree). 
When a factor loading with varimax rotation was conducted to validate the survey 
questionnaire with a total of 30 measurement items, 3 items were removed due to 
lower loadings (<0.60). The survey instrument’s 27 items were then further tested for 
reliability in SPSS, and results surpassed a reliability score of 0.89.  

Sampling and Data Collection 

The targeted population for this research was limited to employees working in 
Klang Valley’s five-star luxury hotels (i.e. Hotel Pullman; Palace of Golden Horses; 
Shangri-La; Hilton Kuala Lumpur; Hilton Petaling Jaya) in a supervisory position. 
Respondents for this self-administered survey were drawn based on non-parametric 
judgemental sampling due to the nature of the study which focused on hotel 
employees in supervisory roles and possess similar traits of interest. The survey 
questionnaires were distributed to selected employees at different times of the day 
over a two week period. A total of 118 valid questionnaires with a response rate of 
78.6% were collected back after the distribution of 150 questionnaires.

Data Analysis

The analyses for the data collected were conducted on the Statistical Package for 
Social Science (SPSS) v23 and Partial Least Square based software (SmartPLS v3.2.4) 
SPSS v23 is usually used for demographics analysis and normality while SmartPLS is 
used to validate measurements and structural models containing reflective variables 
due to the breaching of multivariate normality assumptions (Gefen & Straub, 2005; 
Hair, Hult, Ringle, & Sarstedt 2017). The path-goal theory was the theoretical 
framework used to assess the variables of this study.   

Demographic data showed that the majority of respondents were male (82.2%) while 
17.8% were female. In regard to their age, the majority of the respondents were between 
21–40 years old (44.9%), whereas 24.6% were made up of a more mature group aged 
41–60 years old. The education levels of the respondents were fairly distributed between 
diploma, degree and postgraduate degree.  With respect to the section/department where 
respondents worked, the majority of them belonged to operations (52.2%), followed by 
administrative (28.8%) and other categories included security and marketing, both at 
9.5%. When asked about their working experience, a majority of them replied of having 
between 3 to 5 years of working experience (80.5%), followed by the next group who 
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had 5 years or more (19.5%). Overall, the demographic results imply that the majority 
of respondents were young, energetic and willing to become future industry leaders. 
They are indeed motivated and understand the importance of work values and getting 
experience in their role within the hospitality industry.

Measurement Model 

For the measurement model, all the standardised factor loadings were above the 
recommended value of 0.60 (Chin, Peterson, & Brown, 2008). The values of composite 
reliability which refer to the degree that construct indicators indicate to the latent 
construct were found above 0.708 and similarly for average variance extracted, which 
refer to the overall amount of variance noticed among the indicators accounted for 
the latent construct, the values were above the critical point of 0.50 ensuring indicator 
validity and reliability for the measurement model (Table 1).

Table 1 Indicator validity and reliability 

Items Loadings

Work Values (AVE = 0.606; Composite Reliability = 0.889)

My work gives me status and prestige 
My work provides me with an income that is needed 
My work helps keep me busy/occupied
My work lets me meet interesting people
My work is the useful way for me to contribute to society 
My work is interesting and satisfying to me

0.791
0.739
0.707
0.747
0.814
0.862

Motivation (AVE = 0.572; Composite Reliability = 0.867)

Management’s vision for the future enthusiastically motivates me
Management talks enthusiastically about how to achieve this ‘vision’
Management encourages me to work towards achieving the ‘vision’
Management talks about improving my job performance
Management gives me positive feedback when I perform well
Management puts the good of the group before its own interests

0.792
0.759
0.685
0.744
0.799
0.754

Job Attributes (AVE = 0.679; Composite Reliability = 0.863)

I am responsible at work
I am confident about my ability to do my job
I have mastered the skills to do my job
I find significant meaning behind every task I do regularly
I always show integrity and honesty in my work 

0.549
0.822
0.867
0.841
0.753
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Items Loadings

Empowerment (AVE = 0.586; Composite Reliability = 0.907)

I can choose the best way of doing my job
I have influence over what happens in my work group
I have a great deal of control over my job
I am aware that I can make my own decisions at work

0.715
0.766
0.753
0.841

Job Satisfaction (AVE = 0.723; Composite Reliability = 0.887)

My daily work duties gives me satisfaction 
I have a satisfactory pay scale (my wage / salary)
I am satisfied with the people I work with

0.843
0.904
0.801

Leadership Effectiveness (AVE = 0.503; Composite Reliability = 0.797)

My goals can be achieved through effectiveness 
I feel more effective, I have been given liberation 
My job satisfaction is crucial for my work performance

0.777
0.828
0.707

Note: Critical Values: AVE = 0.50; Indicator Loadings =  0.65

The next step was to assess discriminant validity which refers to the extent a variable 
is not related to another which in turn indicates low correlation between constructs. Table 
2 shows an additional measure, the Heterotrait-Monotrait Ratio (HTMT) which was 
calculated due to recent criticisms on Fornell and Larcker’s (1981) criterion suggesting 
that  discriminant validity cannot be detected in common research situations (Henseler, 
Hubona, & Ray, 2016). The values of HTMT ratio shown in Table 2 are between 0.85 
and 0.90 which is an accepted criterion (Henseler et al., 2016).    

       
Table 2 Discriminant validity

EMPT MOTI JB_ATT JB_SAT LDR_EFT WRK_VAL
Fornell and Larcker’s (1981)
EMPT
MOTI
JB_ATT
JB_SAT
LDR_EFFECT
WRK_VAL

0.766**
0.762
0.612
0.757
0.646
0.646

0.756**
0.532
0.864
0.684
0.762

0.824**
0.496
0.599
0.575

0.850**
0.580
0.601

0.709**
0.663 0.778**

Heterotrait-Monotrait Ratio (HTMT)
EMPT
MOTI
JB_ATT
JB_SAT
LDR_EFFECT
WRK_VAL

0.864
0.899
0.853
0.868
0.893

0.869
0.887
0.899
0.884

0.903
0.878
0.886

0.866
0.895 0.851

Table 1 (con’t)
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**Values on the diagonal (bolded) are square root of AVE while the off-diagonals are correlations.
The shaded boxes is the standard procedure for reporting HTMT ratio. 
EMPT- empowerment; MOTI- motivation; JB_ATT- job attributes; LDR_EFFECT- leadership 
effectiveness; WRK_VAL- work value.

Structural Model

A bootstrapping procedure with 5,000 iterations and 118 cases were used to assess the 
significance of the path coefficients (Chin et al., 2008; Hair et al., 2017) of the structural 
model and hypotheses testing. Further, the coefficient values were measured according 
to recommended level of the t-statistics value (Hair et al., 2017) of 1.96 (significance 
level 5%) and 2.57 (significance level 1%). The PLS does not generate overall goodness-
of-fit indices (GoF). Instead, Henseler et al. (2016) recommended applying the 
standardised root mean square residual (SRMR) as the appropriate model fit criterion. 
The recommended value of 0.08 or less is adequate for the PLS path analysis model. For 
this study, a value of 0.058 for SRMR was observed, signifying an acceptable model fit. 
Further, the results for the hypotheses testing are presented in Figure 2. The standardised 
R2 values refer to the explanatory power of the predictor variables on outcome variable. 
The first-order variables of work values, motivation and job attributes predicted 77.3% of 
their job satisfaction (R2 = 0.773). Further, job satisfaction was found to predict 45.5% 
of leadership effectiveness (R2 = 0.455). In regard to model validity, Chin et al. (2008) 
classified the effect of endogenous variables as substantial, moderate or weak based on the 
R2 values of 0.67, 0.33 or 0.19, respectively. Consequently, job satisfaction (R2 = 0.773) 
and leadership effectiveness (R2 = 0.455) can be described as substantial and moderate 
effects, respectively.

The complete results of the structural model and hypotheses testing are 
presented in Table 3. The analytics of the results indicate that the job satisfaction 
of employees at supervisory roles substantially depends on work values, motivation 
and job attributes; specifically, a higher predictability of motivation factor affecting 
job satisfaction has been observed and boosting this job satisfaction positively affects 
leadership effectiveness. Using the second-order of the model, the study intended 
to measure the mediating influence of empowerment as a mediator between job 
satisfaction and leadership effectiveness while gender as a dichotomous construct 
moderating the mediating relationship through a moderated mediation approach.

Moderated Mediation Analysis 

The study hypothesised that gender will have a moderating effect on the mediating 
relationship of empowerment, job satisfaction and leadership effectiveness. This 
study has undertaken moderated mediation (Lowry & Gaskin, 2014) to measure 

Table 2 (con’t)
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the differences between male and female employees. This study incorporated Vinzi, 
Trinchera & Amato’s (2010) formula procedure as demonstrated by Gaskin (2013) to 
determine the statistical differences between groups (e.g. male and female) using stats 
tool package (X2-Threshold calculation). Table 3 shows, a 36.5% (beta value = 0.365, 
t-value = 2.52, p-value = 0.01) estimated path coefficient difference between male and 
female with gender being considered as a moderator on leadership effectiveness which  
falls in the acceptable level of probability (0.365; p < 0.001). The result suggests that 
there is a significant moderating effect of gender between employee job satisfaction 
and leadership effectiveness while mediated by empowerment. Hence, H5 is accepted. 

As recommended by Preacher and Hayes (2008), the study used SmartPLS to test 
mediation and the sampling distribution of the indirect effect was bootstrapped (Hair 
et al., 2016) in order to understand how much job attributes as a mediator absorbs 
the value of variance accounted for (VAF) and determines the size of indirect effect in 
relation to the total effect (Nitz et al., 2016). Figure 2 shows the values of the direct, 
indirect and total effects paths. The VAF value was determined using the following 
formula, VAF = (indirect effect/total effect) specific paths, that is, B x C / (B x C) 
+ A] = VAF. Thus, the VAF value calculated was 0.496 x 0.412 / (0.496 x 0.412) + 
0.376] = 0.3521. This implies that 35.21% of the job satisfaction effect on leadership 
effectiveness is explained via the job attributes mediator. Since the VAF value is larger 
than 20% in the current analysis, this can be categorised as “partial mediation” or 
“complementary mediation” (Nitz et al., 2016). Thus, this study confirms that work 
values, motivation, empowerment and job satisfaction significantly influence leadership 
effectiveness through the mediating effect of job attributes.

Table 3 Hypotheses testing

Hypotheses beta t-values Decision f-Square

Direct Effects (bootstrapping results)
H1: Work Value → Job Satisfaction
H2: Motivation → Job Satisfaction
H3: Job Attributes → Job Satisfaction
H4: Job Satisfaction →  Leadership 

Effectiveness 
H5: Gender* →  Job Satisfaction × 

Empowerment × 
Leadership Effectiveness 

Indirect Effects (bootstrapping results)
Job Satisfaction → Empowerment 
Empowerment → Leadership Effectiveness 

0.172
0.803
0.247
0.376

0.365++

0.496
0.412

2.97**
11.96**
3.10**
3.90**

2.52*

5.68**
4.42**

Supported
Supported
Supported
Supported

Supported

–
–

0.155
0.820
0.107
0.199

–

0.326
0.239

Notes: Critical t-values. *1.96 (p < 0.05); **2.57 (p < 0.01).
*Gender is a dichotomous construct  
++Path coefficients value: difference of total effects 



APJIHT Vol. 7 No. 2 September 2018

32 Rupam Konar, Faizan Ali and Kashif Hussain

W O R K  V A LU E

M O TI V A TI O N

J O B  A TTR I B U TE S

E M P O W E R M E N T

J O B  S A TI S F A C TI O N

R 2  7 7 . 3 %
Q 2  0 . 5 5 8

R 2  4 5 . 5 %
Q 2  0 . 2 2 5

LE A D E R S H I P  
E F F E C TI V E N E S S

G E N D E R

0.172**

0.803**

0.247**

0.412**

(B)

0.376**
(C)

0.
49

6*
*

(A
)

0.
38

8*
Critical t-values. **2.57 (p <0.01); *1.96 (p <0.05)
R2 = Coefficient value; Q2 = Predictive relevance 
Indicated paths for mediation analysis: (A), (B), (C)

Figure 2. Structural model

Discussion and Conclusion

While most prior research has intensively investigated  service leaders’ job satisfaction, 
there has not been much focus on leadership effectiveness; thus, this study has 
further expanded the scope by integrating empowerment as a mediator between 
job satisfaction and leadership effectiveness across the female and male genders. 
Using a survey-based quantitative research method on a sample of 118 frontline 
service leaders from four (4) five-star luxury hotels in Malaysia, the analyses reveal 
some interesting insights. Primarily, all the hypotheses were found positively related 
with the endogenous variables (e.g. job satisfaction and leadership effectiveness). 
Consequently, “empowerment” as a mediator exhibited partial mediation between 
the relationship of job satisfaction and leadership effectiveness, which proves that 
empowerment can be used as an effective tool by hotel managers and management 
teams across different levels for empowering their hospitality workforce while gaining 
a competitive advantage through service quality. In addition, a moderated mediation 
relationship was implied by using gender as a moderator which examined service 
leaders’ leadership effectiveness. 
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In comparison to previous studies (De Beer et al., 2016; Lan et al., 2013), 
the confirmation of Hypothesis 1 proves  that the work values of frontline leaders 
especially that of their individualism and willingness to take risks have statistically 
significant impacts on job satisfaction although the relationship value has a lower 
significant effect. Other past studies (Froese & Xiao, 2012; Xiao & Froese, 2008) also 
have contended that the relationship of work values may differ across different socio-
cultural contexts. In contrast, by proving the second hypothesis, the present study’s 
finding contradicts with previous studies (Quintana et al., 2014; Sledge & Miles, 
2012) regarding a strong relationship between motivation and job satisfaction of 
leaders. However, a majority of hospitality management teams agree that motivation 
plays a crucial role within the hospitality industry, inspiring different levels of 
employees beyond their personal interests and creating a sharing culture that leads to 
organisational service performance at its peak (Hussain, Konar, & Ali, 2016). While 
they may be intangible, the job attributes of any hospitality industry personnel are 
highly correlated with their job satisfaction (Skalli, Theodossiou, & Vasileiou, 2008) 
and can lead them to higher performance output. As the hospitality industry is a highly 
perishable service-based industry, many leaders strive to distinguish themselves based 
on their level of skills and attributes (Quintana et al., 2014). Similarly, this current 
study has identified that the job attributes of frontline hospitality leaders are quite 
unique and reflect on their performance as a majority of them use their job attributes 
to distinguish themselves from the other employees in similar positions. Further, the 
higher-order model of the current study explored two paths: firstly, the relationship 
value between job satisfaction and leadership effectiveness and consequently, the 
mediating effects of employee empowerment between job satisfaction and leadership 
effectiveness. Contextually, the findings of this study illustrate that empowerment 
partially mediates the relationship of frontline leaders’ job satisfaction towards their 
effectiveness. Although the samples were gathered from only five Klang Valley, these 
results can be generalised beyond the hospitality industry across different contexts. 

The contemporary hospitality industry practices and promotes empowerment 
of hotel employees to increase performance outcome through service delivery and 
performance which ultimately contributes to greater profitability and organisational 
success. Hotels groups such as Marriott International, Hilton Worldwide and Accor 
Group of Hotels have already started incorporating empowerment for frontline 
hospitality leaders and employees in their human resource management practices; 
as a result, such practices will expand the limits of creativity of service delivery while 
crafting guest experiences in a more personalised way. Additionally, the current 
study extended its objectives to understand how the mediating relationship of 
empowerment between job satisfaction and leadership effectiveness moderates across 
the gender in the Asian context. Interestingly, in contrast to a number of western 
studies (Ko et al., 2015; Sümer, 2006) that proved that a marginal difference exists 
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between males and females in respect to their leadership effectiveness, this study 
has identified a significant difference between male and female frontline hospitality 
leaders in the Asian context. Findings prove that male hospitality leaders are given 
more empowerment (38.8%) than females within the Asian context, which results 
in a more effective performance output compared to female leaders although the 
difference between their job satisfaction levels are marginally similar.

Managerial Implications

The findings from this research study propose some significant practical implications 
for management teams  in developing effective leadership programmes or practices 
for frontline hospitality leaders without any gender discrimination. Further, it is 
important for management teams to understand the baseline level predictors of 
employee job satisfaction such as work values, motivation beyond personal interests 
and further understanding of job attributes. Most importantly, empowering them to 
craft and deliver unique and novel services according to the needs and wants of guests 
or customers. Hospitality leaders must be encouraged and empowered without any 
gender discrimination, raising their self-awareness and keeping them abreast with 
the current developments of the hospitality industry. The hospitality industry in 
the Asian context is often dominated by male hospitality employees but in light of 
the rapid globalisation that continues to take place, hospitality organisations must 
adopt multicultural practices and global customs rather than sticking to contextual 
sociocultural dynamics; failing to do so, will result in incapable employees who 
cannot meet the requirements of the ever-evolving market.

Limitations and Avenues for Future Research

The study has its own set of limitations. Firstly, due to time constraint and limited 
access to hotels, data were only collected from five luxury hotels without taking into 
account the organisational structure and practices of the hotels. Further, limited access 
within hotel staff areas only allowed a small study sample of 118.

Based on the findings, two possible avenues of future research have presented 
themselves. First, cross-cultural comparative studies are encouraged for a cross-
cultural rationality. While the current research was done within the Asian context, 
similar studies in different contexts within Asian countries with different socio- 
demographic or socio-economic statuses are urged. Second, organisations with different 
styles of leadership may reveal more in-depth information for a more complete picture 
of different predictors and mediators related to the respective contexts.

Open Access: This article is distributed under the terms of the Creative Commons Attribution 
License (CC-BY 4.0) which permits any use, distribution and reproduction in any medium, 
provided the original author(s) and the source are credited.
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