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Abstract: Organisations undergoing adaptations due to business environmental changes are 
forced to re-evaluate their management principles that underline operational activities in 
order to strengthen the internal factors. To improve organisational service quality, consistent 
knowledge acquisition must be interpreted to constitute memory so that organisations 
can continuously work on its routines and policies to improve performance. The learning 
process, learning culture and knowledge creation in organisations need to be monitored in 
order to ensure every employee is aligned with the organisational vision and their collective 
contribution leads to organisational success. This study examined the relationship between 
organisational learning and leadership styles on organisational service quality improvement 
for 3 star to 5 star hotels in Klang Valley. The study focused on the impact of information 
acquisition, distribution, interpretation and memory together with leadership styles as the 
driving force towards organisational service quality improvement.  A total of 450 sets of 
structured questionnaires were distributed to senior managers, managers, assistant managers 
and supervisors in Klang Valley hotels and 173 (38%) questionnaires were returned. Data were 
analyzed using regressions analysis to identify the relationship between the three variables. 
The results indicate that organisational learning and leadership styles have significant effect 
on organisational service quality improvement. Interestingly, the study reveals organisational 
learning as the mediator for leadership styles and service quality improvement. This study 
bridges the gap in existing literature by highlighting the importance of organisational learning 
and leadership style in the hotel industry, thus providing managerial implications for hospitality 
managers towards service quality improvement and sustaining loyalty among guests.
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Introduction

Organisational learning has become a metaphor for managers in providing a new 
paradigm in management practices in their own organisations. Over the last decade, 
organisational learning has been widely researched as the precursor of improvement 
within organisations that deploy various management operation tools. As the structure 
of management becomes more complex when organisations grow, organisational 
learning is considered important for its sustainability and success (Kezar, 2005). 
Organisational learning enhances the learning process in developing sustainable 
knowledge memory for a competitive advantage and service quality improvement. 
To achieve this, hospitality organisations should set the right leadership culture that 
inculcates organisational learning on improving services (Yang, 2004). According to 
World Travel and Tourism Council (2018), the tourism industry continues to grow 
in the service sector. Specifically, Malaysia in 2018 received 28.5 million tourists 
with an average stay of 6.8 nights and a total of RM80.2 billion in receipt. As these 
figures are expected to increase, service providers must continuously improve their 
standard of service and learn to adapt to meet the ever-evolving customer needs.

Wang and Ahmed (2003) postulated that individuals with good leadership 
skills are agents for organisational learning which is crucial for acquiring knowledge 
on service quality and organisational sustainability.  While organisational learning 
capability depends fully on managerial commitment, system perspective, openness 
and knowledge transfer, scholars  however  strongly maintain that such dimensions 
will need strong support in the form of trust, commitment and learning culture 
among individuals so that the organisational vision can be spearheaded through the 
integration of knowledge transferred to employees (Gomez, Lorente & Caberera, 
2004). The opening of many hotels around the globe has increased competitiveness and 
placed enormous pressure on service quality improvement. The complexity of guest 
management has pushed many practioners on the forefront of quality management 
system that emphasizes on service and delivery. Many have started paying heed to 
Ritz Charlton, the only hospitality business to win two Malcolm Baldridge National 
Quality Awards for excellent guest service. The continuous process of improving 
excellent service quality can only be rendered when managers are good leaders who 
are willing to listen and learn. Service quality improvement and implementation in 
hospitality works best with leaders who practice good organisational learning (Burns, 
Cooper & West, 2003)  Early studies show that the  adoption of organisational 
learning leads to an increase in organisational efficiency (Egan, Yang, & Bartlett, 
2004). The culture of organisational learning is a continuous and dynamic process 
that requires good leadership styles. Learning that takes place within organisations 
causes changes in operations that can lead to service improvement (Swanson & 
Holton, 2001),  efficiency and fostering personal growth (Boud, Keogh, Walker, 
1985; Marsick & Watkins 1977). This study explores opportunities for employees 
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in the hospitality industry to focus on the importance of leadership styles and 
organisational learning towards service quality improvement.

Organisational Learning

Organisational learning is considered a key variable in explaining an organisation’s 
success and the only source of sustainable competitive advantage (Sanchez, Vijande 
& Gutierrez, 2010). Organisational learning seeks to enhance core competence 
through the effective usage of the learning process in developing a sustainable memory 
of knowledge. Argyris and Schon’s (1978), “Organisational Learning: A theory of 
action perspective,” made learning popular through the introduction of the concept 
of single loop learning and double loop learning. In these schemas  postulated by 
Argyris and Schon (1978), members within an organisation react to the internal and 
external environment by detecting errors and correcting them continually to sustain 
operational activity and improvement. 

With the environmental changes that are taking place and strong competitiveness, 
many organisations have had to  learn faster in order to improve operational activity 
(Shein, 1993). Wang and Ahmed (2003) argued that individuals are the agents for 
organisational learning and as such, it should be the task of leaders to integrate 
employees towards organisational learning. The scholars also critically contended 
that creativity and innovation are strategies to sustain competitive advantage by 
enhancing organisational process, culture, knowledge management and continuous 
improvement (Wang & Ahmed, 2003). Gomez et al. (2004) mentioned that an 
organisation’s learning capability depends fully on managerial commitment and 
leadership, systems perspective, openness and knowledge transfer. Scholars in 
the past have identified four main dimensions of organisational learning (Huber, 
1991; Crossan, Lane & White, 1999) or conceptualised four variables: knowledge 
acquisition, knowledge distribution, knowledge interpretation and knowledge 
memory.

Organisational learning needs the creation of knowledge for both current and 
future operations.  Knowledge acquisition also requires continual experimentation 
and constant effort from all employees to facilitate operational activities and 
improvement (Goh, 2003). Huber (1991) observed that vicarious learning is part of 
knowledge acquisition. Knowledge acquisition also takes many forms; one such form 
as expressed by Crossan et al. (1999) is through individual intuition whereby the 
subconscious mind of an individual continuously develops new forms of information 
to be converted into knowledge.

Knowledge distribution plays a pivotal role in disseminating information to the 
relevant parties in order to create knowledge stock (Denton, 2004). The effective 
dissemination of new knowledge learned will provide a positive impact towards 
learning because it develops understanding among different individuals working in 
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an organisation as well as different functional areas to create a structured learning 
process (Senge, 1990; Shein, 1993).

Knowledge interpretation provides a shared understanding among key 
personnel in an organisation so that policies or objectives developed are consistent 
and can be disseminated to the rest of employees in an organisation. However, 
different individuals and agents of learning often have different targets and evaluate 
information differently (Levitt & March, 1988). Thus, if information is interpreted 
ambiguously, learning will suffer. 

Organisational memory in most firms are placed in records, documented financial 
statements, objectives, mission and vision, standards of professional practices and 
in the culture of organisational stories and shared through the consistent way of 
doing things in an organisation. Organisations also learn from the experience of 
others (Huber, 1991). Organisational memory is a collective body of knowledge that 
contains theories in use, shared mental models, information databases, formalized 
procedures, standard operating practices and formal cultures that guide the behaviour 
of individuals. The knowledge memory formalize procedures and routines to ensure 
new processes are adopted for decision-making and process improvement (Hayes, 
Chrishe, Mill & Lingard, 2004).

Leadership Styles

Vera and Crossan (2004) established that leaders are the guiding principles and force 
for organisational learning. It is an accepted understanding that learning organisations 
are likely to be created in a top-down system. Learning must be embedded from the 
top; thus the style of leadership plays an important role in organisational learning. 
Senge (1990) in his book “The Fifth Discipline” emphasized the importance of 
leadership in learning organisations. Yukl (2010) described leadership as vital 
for paving the way for a learning culture and competitiveness. Support from top 
management is essential to set the right tone for learning to occur at every level in an 
organisation (Goh, 2003). 

Managers at the highest rank today stress the importance of Transformational 
and Transactional form of leadership styles in order to motivate employees to 
achieve organisational goals (Keegan & Hartog, 2004). Similarly, Brownell (2010) 
highlighted that the concept of leadership have gone through changes that focus 
on transformational as well as transactional styles, where leaders seek support from 
subordinates. Even the definition of leadership has gone undergone changes from 
diversification to the concept of transformation (Brownell, 2010). According to 
Moss, McFarland, Ngu and Kijowska (2007), leadership lies in individual behaviour 
which reflects an openness to experience in the work setting. The scholars further 
postulated that even with scarce resources, employees may exercise creativity and 
originality if they were empowered with a new confidence and hope through 
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transformational leadership styles. Muijs, Harris, Lumby, Morrison and Sood (2006) 
however provided a different approach whereby employees still prefer structured form 
of leadership at work and favoured transactional leadership over transformational 
leadership. Nevertheless, many scholars agree that both transformational and 
transactional leadership styles show a positive correlation towards commitment and 
work performance (Bourantas, 1988). Transactional and transformational leadership 
styles remain at the forefront of influencing subordinates to contribute towards 
learning and work performance in organisations (Bass, Avolio, Jung & Berson, 2003; 
Yukl, 2010).

Transformational and transactional leadership can be distinguished by behaviour. 
The original formulation of a leadership theory was developed by Bass (1985) who 
created the Multifactor Leadership Questionnaire (MLQ) using the characteristics of 
transformational and transactional leadership behaviour. Transformational leadership 
comprises four important elements: idealized influence or charismatic, inspirational 
motivation, individualized consideration, and intellectual consideration. Prior to 
the transformational leadership style, transactional leadership provide a contingent 
reinforcement as the core component of effective leadership if organisational goals 
were to be achieved (Bass et al., 2003). 

Bass (1985) postulated that leaders who exercised transformational leadership 
styles are seen as better leaders compared to transactional leaders. Frenkel, 
Schechtman and Koening (2006), however found that there are variations in the types 
of leadership styles found in the hospitality industry. In studying competencies for 
effective leadership, Spendlove (2007) found that leadership competencies include 
good attitude, knowledge of how systems work, role-model behaviour, engagement 
with people, motivation and mentorship as key elements that will bring about the 
success in hotel operations. 

Denton (2004) in his study postulated that transformational leadership leads 
to positive organisational learning. His findings indicate trust and motivation as 
the key drivers for transformational leadership, together with the empowerment 
of individuals that will allow self-actualization and creativity to be realised in 
organisations. Martinette (2002), on the other hand, described that the best suited 
leadership for learning organisations are transactional leadership, transformational 
behaviours and transformational characteristics. The general consensus is that 
successful leaders create learning organisation through transformational leadership 
style (Senge, 1990). Bass (1985) views leadership styles as distinct dimensions, which 
makes a leader transactional and transformational, both or neither. In a nutshell, 
transactional leadership motivates individuals primarily through contingent-
reward while transformational leadership, on the other hand, is inspirational and 
individually considerate (Avolio, Bass & Jung, 1999). Empirical studies by scholars 
on transformational and transactional framework have found a high correlation 
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between transformational leadership and transactional leadership styles (Egri & 
Herman, 2000) and concluded that the best leaders are those who practice both 
transformational and transactional styles and behaviours.

Service Quality Improvement

Service quality improvement has become a vital concern for many companies and 
organisations to stay competitive in the marketplace. The intensity of competitiveness 
has forced hoteliers to continuously renew and improve their service operations to attract 
customers. In this context, service quality improvement is considered as one of the most 
important factors in deciding the success of tourism and hotel businesses (Kuo, 2011). 
According to Baterson and Hoffman (2011), American businesses are beginning to 
conceptualize that poor service quality cost companies a 20% drop in sales nationally and 
that improved quality of good and services work in tandem with improved productivity 
and increased profitability. Improved leadership and management leads to greater 
improvement in costs (Goh, 2003).

Service quality is considered a foundation for any service organisation in 
procuring customers (Parasuraman, Zeinthaml & Berry, 1994). According to 
Parasuraman et al. (1994), service quality focuses on quality perception by comparing 
customer expectations and actual performance. Service quality is also regarded as the 
difference between guest expectation and the actual outcome through continuous 
improvement. The smaller the differences, the higher the perceived quality. The 
narrow difference is basically due to continuous improvement. Among the various 
service quality models developed, Parasuraman’s SERVQUAL is considered to be the 
base model. Parasuraman et al. (1994) in their research established five dimensions 
of service quality in their assessment of service: reliability, responsiveness, assurance, 
empathy and tangibles, which represent how customers organize information 
on service quality to allow organisations to establish models for performance 
improvements. Interesting key findings from the framework include improvement of 
customer satisfaction, positive word of mouth and growth profitability. Researchers 
also highlighted the importance of service quality improvement as an outcome of 
leveraging knowledge gap and level of management (Parasuraman et al., 1994).

Organisational service quality improvement is actually influenced by a multitude 
of factors that blend together in unique ways of operating and getting customer 
support. According to Asree, Zain and Razalli (2010), performance improvement 
is related to the survival and success of an organisation and is measured objectively 
and subjectively. Some prior studies also refer to service quality improvement as 
organisational effectiveness. Objective measures of performance use hard data or 
actual figures while subjective measures refer to individuals’ perceptions. Some of 
the frequently used objective measures used are sales, market share, profits and return 



APJIHT Vol. 8 No. 1 May 2019

The Effect of Leadership Styles on Service Quality Improvement:  
The Mediating Role of Organisational Learning

 33

on investment or ROI (Sanchez et al., 2010) or return on assets (Garcia-Morales, 
Jimenez-Barrionuevo, & Gutierrez-Gutierrez, 2011).

Some specific subjective measures used to assess organisational service quality 
improvement or organisational effectiveness include perceptual statements relating 
to service quality improvement and customer satisfaction (Kuo, 2011), achievement 
of hotel goals and customer loyalty (Yang, 2010),  increase or decrease in hotel 
revenue (Asree et al., 2010) as well as managers’ perceptions of their organisation’s 
performance in comparison to that of their competitors (Garcia-Morales et al., 
2011;  Palacios, Rebeiro-Soriono & Gil-Pechuan, 2011). Perceptual measures of 
organisational service quality performance were used in past studies due to difficulties 
in obtaining objective measures (Yang, 2010) as information pertaining to these 
measures may be deemed confidential (Asree et al., 2010).

Scholars have established a high correlation and concurrent validity between 
objective and subjective performance data implying that both types of measures are 
equally valid when measuring an organisation’s service quality improvement (Aragon-
Correa, Garcia-Morales, & Cordon-Pozo, 2007; Garcia-Morales et al., 2011). 
Service quality is an important factor that enables an organisation to differentiate 
itself from competitors and therefore gain a sustainable competitive advantage. 
Studies have found that organisational service quality relates to better performance 
improvement, therefore it can be assumed that better service quality enhances better 
performance despite numerous conclusions about service quality failures. Most 
studies have also concluded that quality service significantly contributes towards 
operational improvement and at the same time, customer perception has become 
a vital concern for organisations in their effort to improve service quality within a 
highly competitive marketplace (Terziovski & Samson, 2000).

Theoretical Framework and Hypotheses

Theory building on organisational learning was an evolutionary trend from the early 
theories of management developed by practicing managers such as Taylor and Fayol as 
well as social scientists such as Mayo and McGregor (Cole, 2004). Argyris and Schon 
(1978) presented a theory that organisational learning takes the phase of individual 
action through shared models of routines in an organisation. The introduction of 
single loop learning (routine learning process) and double loop learning (change of 
norm) by Argyris and Schon (1978) provided a theory of action on how individuals 
learn in an organisation. Further, the establishment of the SERVQUAL instrument 
by Parasuraman (1994), provided researchers the possibilities of measuring service 
quality improvement and performance.

DeFillipi and Ornstein (2005) first postulated that the underlying theories of 
organisational learning take the form of psychological perspectives. As individuals are 
agents for organisational learning, these individuals are exposed to behavioural and 
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cognitive development.  The basis of analyzing the individual learning process depends 
on five distinctive learning perspectives that are commonly referred to as biological 
perspective, learning perspective, cognitive perspective, socio- cultural perspective and 
psychodynamic perspective. The biological perspective of learning theory emphasizes 
that human learning relies on the biochemistry and genetic makeup of the human 
brain, thus the neurophysiologic approach focuses on the brain and nervous system in 
providing a valuable understanding of people’s behaviour that encourage or motivate 
individuals to learn.  Interestingly, the limitation of brain stimulation and damage 
can limit an individual’s memory and restrict the impact of learning (Huang & Shin, 
2011). The underlying theory through the integration is linked with the application of 
double loop learning (Argyris, 1999) that formulates organisational learning. However 
the effectiveness of organisational learning must involve leadership that is responsive 
towards change (Yukl, 2010), along with a learning culture (Marsick & Watkins, 
1997) and service improvement programme (Parasuaraman et al, 1994) which leads 
to organisational performance improvement (Castenada & Rios, 2007). Based on the 
service quality theory (Parasuraman, 1994), the conceptual gap in the model of service 
quality and expectation with actual service improvement involves evaluation of the 
process and outcome of service delivery with expected improvement.

Relationship between Leadership Style and Organisational Learning

Past studies have shown the significant relationship between leadership and 
organisational learning. Compared to authoritarian leadership styles which inhibit 
organisational learning, transformational leadership stimulates organisational 
learning by promoting intellectual stimulation, inspirational motivation, and self-
confidence among employees (Aragon et al., 2007). According to Gracia et al. (2011), 
transformational leaders have a vision, inspire followers to pursue that vision, change 
systems to adjust to their vision and subsequently, coach followers to take on greater 
responsibilities for their development. 

Using the structural equation modelling approach, Choe (2004) empirically 
examined the simultaneous relationships between transformational leadership, 
organisational learning, innovation and organisational performance among a sample 
of 408 firms in farming, manufacturing, construction and service sectors. The study 
demonstrated that transformational leadership had a strong, significant positive 
influence on organisational learning. In addition, organisational learning positively 
affects performance. 

Leading organisational learning requires knowledge leadership that creates the 
process of transferring knowledge from one individual to another. The influencing 
factor must be created by leaders in order to orientate learning, encourage a 
learning climate and support and act as a role model. The leadership style develops a 
transformation among employees through confidence, mission and goals by creating 
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strong feelings and involvement through cohesiveness and most importantly, 
commitment towards the organisation’s work performance in terms of quality service 
(Bass et al., 2003). Much of the scholarship confirmed the impact of transactional 
and transformational leadership on organisational learning (Yukl, 2010). 

However, insights on the relationship between leadership styles and organisational 
learning is lacking (Waldman, Berson & Keller, 2009). Thus this research intends to 
investigate the following hypothesis:

H1: There is a positive relationship between leadership styles and 
organisational learning.

Relationship between Organisational Learning and Service Quality Improvement

While the significance of organisational learning for an organisation’s survival and 
effective performance has been established theoretically, limited empirical attention 
has been given to this relationship (Garcia-Morales et al., 2011).  While organisational 
learning may not always lead to improvement in organisational performance (Garcia-
Morales et al., 2011), previous studies have verified the existence of a positive 
relationship between organisational learning and  service quality performance and 
improvement, be it in hospitality or other industries (Kuo, 2011; Palacios et al., 
2011; Sanchez et al., 2010; Yang, 2010). 

Using electronic manufacturing companies in Taiwan as his study sample, 
Kuo (2011) investigated the relationships among human resource management, 
organisational learning, organisational innovation, knowledge management 
capability and organisational service quality improvement. His findings showed 
that organisation learning positively affected organisational performance. In this 
study, service quality is one of the seven elements used to measure the organisational 
performance construct. 

Customer satisfaction and service quality are two significant aspects of organisational 
performance in the hospitality industry, especially in the case of hotels which emphasize 
excellent service culture and repeat guest patronage to enhance sales and profitability. 
According to Hays and Hill (2001, p.337) as “customer expectations change from 
customer to customer as well as over time, organisational learning is needed to achieve 
and maintain superior service quality”. Furthermore, they asserted that service quality 
is an important predictor of market share and profitability. 

Hays and Hill (2001) conducted an empirical study that investigated the inter-
relationships between employee motivation, organisational learning and perceived 
service quality among a sample of 25 North American hotels. They conceptualized 
organisational learning as learning through service failure. Hays and Hill (2001) 
gauged perceived service quality in terms of customer perceptions to a question “how 

Figure 1. Framework for the study
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willing are you to return to a brand hotel”. According to them, customer revisit 
intention is a good indicator of the level of service quality received by customers 
as the more willing customers are in revisiting the hotel, the higher the customer 
perceived service quality improvement. Further, Hays and Hill (2001) found that 
learning through service failure (or organisational learning) had a significant positive 
effect on perceived service quality.  Based on the literature discussed, as insights on 
organisational learning and service quality improvement for hospitality industry is 
still scarce, the following hypothesis was formulated.  

H2: There is a positive effect between organisational learning and 
organisational service quality improvement in the hospitality industry.

Relationship between Leadership Styles and Organisational Service  
Quality Improvement

Studies on leadership styles over the decade have produced empirical evidence on 
the positive relationship between leadership styles and organisational performance, 
emphasizing on service quality improvement by individuals that reflect on effective 
and high performance achievement (Bass et al., 2003), transformational and 
transactional (Bass et al., 2003), instructional leadership (Yukl, 2010), knowledge 
management leadership (Waldman et al., 2009), supportive leadership (Hodgkinson, 
2000), general leadership styles which include supportive, and instructional leadership 
styles (Spendlove, 2007; Yukl, 2010; Argyris, 1999). Leadership styles in the 
hospitality industries have yet to establish strong correlation on how leadership styles 
could influence service quality performance, thus the third hypothesis investigates 
how leadership styles could positively influence service quality improvement in the 
hospitality industry.

H3: There is a positive relationship between organisational leadership 
styles and service quality improvement.

Organisational Learning Mediates the Relationship between Leadership Styles 
and Service Quality Improvement

The success of service quality improvement solely depends on organisational learning 
culture and knowledge sharing (Waldman et al, 2009). The learning embedded 
in an organisation focuses on key leadership trust and knowledge sharing culture 
among workers as important elements in mediating for service quality improvement. 
Also, organisational learning focuses on the significance of bridging members from 
the workplace to collectively promote the norm of knowledge sharing among 
subordinates and leaders to achieve organisational goals; in this case, it appears to be 
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improving organisational  financial performance (Sanchez et al., 2010). In addition to 
organisational learning, various studies have shown a positive significant relationship 
between firm financial performance through improved service quality and customer 
satisfaction. We should also note that leadership and management influences the 
development of organisational learning (Vera & Crossan, 2004). When the top 
leadership promotes the introduction of organisational learning, members become 
motivated with knowledge absorption. As a result, organisational learning acts as 
a mediating variable between leadership and service quality improvement. In this 
context, the following hypothesis was developed.

H4: Organisational learning mediates the relationship between leadership 
styles and service quality improvement.

Theoretical arguments related to the influence of   leadership styles, organisational 
learning and service quality improvement continue to be explored by scholars. 
Vera and Crossan (2004) postulated a theoretical model where good leaders are 
those who know how to switch between transformational and transactional styles 
in accordance to the situation to facilitate organisational learning thus providing 
positive performance outcomes. The theoretical literature explains the association 
between organisational learning and leadership styles that enhances the service 
quality improvement in the hospitality industry in Klang Valley. Figure1 illustrate 
the hypothesis of the research framework.

Leadership styles Organisational 
learning

Service quality 
improvement

H1 H2

H3  

Figure 1. Research framework of organisational learning, leadership styles  
and service quality improvement.

Research Methodology

The study employed the seven step method (Sekaran, 2010), which investigates 
structurally through observation, preliminary information gathering, theory 
formulation, hypothesizing, data collection, data analysis and deduction. As the 
study focused on leadership styles related to service quality improvement for  
hotels with 3 to 5 star ratings in Klang Valley, the unit of analysis used was  
personnel who are involved in decision making at operational and corporate levels. The 
sample included managers, assistant managers, supervisors, human resource managers 
and administrative managers who are involved in the day-to-day running of the business. 
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Sample Location

To provide generalizability, the chosen study area was Klang Valley, considering that 
the hospitality and tourism hub is found mainly in Selangor and Federal Territory. 
Most of the popular hotels with star rating of 3 stars, 4 stars and 5 stars are located 
here. The locations of these hotels are due to strategic competitiveness and at the 
same time, these two states are the focal points of business in Malaysia. 

Population and Sampling Frame

The population for this study consists of hotel managers, assistant managers and 
supervisors from hotels in Klang Valley which include Selangor and Wilayah 
Persekutuan. Based on the Malaysian Association of Hotels Malaysia statistics, the 
majority of the hotels are listed in Selangor (81) and Wilayah Persekutuan (131), 
ranging from 5 stars to 1 star.  However, only 5 star, 4 star and 3 star hotels were 
considered for the study. Based on an estimation of 20 managers, assistant managers 
and supervisors per hotel and the total number of 3-5 star hotels (Selangor 88 & W. 
Persekutuan 56), the total population was estimated at 2880 (Table 1). Based on the 
table provided by Krejcie and Morgan (1970), the estimated sample size based on a 
population size of 2880 was 338.

Table 1. Number of hotels based on star rating in Malaysia

West Malaysia Star ratings Total

1 2 3 4 5

Perlis
Kedah
Penang
Perak
Selangor
N.Sembilan
Melacca
Johore
Pahang
Kelantan
Terengganu
W. Persekutuan

0
9
7
1
13
0
3
4
4
1
4
24

1
10
19
7
12
9
6
8
14
1
3
19

1
16
8
11
16
6
12
21
24
6
9
27

0
12
17
21
19
5
15
28
23
13
14
34

2
8
4
13
21
6
14
20
11
2
4
27

4
55
55
53
81
28
50
81
76
23
34
131

Source: Malaysian Association of Hotels (www.hotels.org.my)

Research Instruments

The instruments were adopted from previous studies which were validated and had 
obtained more than 0.70 for the Alpha Cronbach value. They were then modified 
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to meet the objectives of this study pertaining to service quality improvement. The 
constructs for organisational learning were adopted from Sanchez et al. (2010), 
leadership styles from Vitalla, (2004) and Hartog, Muijenm and Koopman (1999) 
while that of organisational service quality improvement from Ramayah, Samat and 
Lo (2011) and Hays and Hill (2000). The questionnaire consisted of four sections, 
namely section A comprising of items related to organisational learning, section B 
on leadership styles, section C on organisational service quality improvement and 
section D on respondent’s profile. 

Measurement scale and reliability

Based on a combination of nominal and ordinal scale (Sekaran, 2010),  the 
questionnaire utilised a 5-point Likert scale for all sections A–D.  The Cronbach 
coefficient alpha measures the reliability of constructs and dimensions and a value 
of more than 0.7 provides substantiated validity of the items tested (Sekaran, 2010; 
Nunally, 1978). The three important variables for the study were tested for reliability, 
which denotes consistency of the instrument. For the organisational learning 
construct, all the dimensions recorded more than 0.7 for reliability: information 
acquisition (0.831), information distribution (0.841), information interpretation 
(0.856) and organisational memory (0.842). Elements under types of leadership 
produced higher values: transformational leadership (0.927) and transactional 
leadership (0.914).  For service quality improvement, a value of 0.814 was obtained. 
The results show that all the constructs and variables evaluated are highly reliable 
which in turn confirmed the consistency of the instrument (Table 2).

Table 2. Reliability coefficient and Cronbach alpha

Constructs and  
Dimensions

Reliability coefficient
Cronbach alpha

Construct adopted from

 Organisational learning
Information acquisition
Information distribution
Information interpretation
Organisational memory

 Leadership styles
Transformational leadership
Transactional leadership

Service quality improvement

0.831
0.841
0.856
0.842

0.927
0.914

0.814

Sanchez et al. (2010)

Hartog et al. (1999)
Vitalla (2004)

Ramayah et al. (2011) and Hays & 
Hill (2000)
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Data Collection 

The primary data collection method was employed for this study. Questionnaires 
were distributed to 43 hotels. Initial distributions of questionnaire was conducted 
via online. 10 hotels were selected at the initial stage, however poor responses from 
the senior managers necessitated the need to visit them personally to explain the 
objective of the research. In the end, data were collected from 26 hotels within the 
region of Klang Valley: 16 hotels in Selangor and 10 hotels in Wilayah Persekutuan. 
The hotels included in this sample ranged from 3 star to 5 star. Senior Managers, 
Managers, Assistant Managers, Supervisors, and Human resources managers 
overseeing various departments include food and beverage, Housekeeping, Front 
office, Maintenance, Human Resource Management Accounting and others made up 
the study sample. A total of 450 questionnaires were distributed, and 173 individuals 
responded (response rate of 38%). Questionnaires were personally collected from 
each representative of the hotels. 

Data Analysis 

Of the total number of respondents, 57.2% was male (99), while 42.8% was female 
(77). With regard to ethnicity, 41.6% of the respondents were Malay, Chinese 
(31.7%), Indians (24.4%) and others (foreigners) (2.3%). The age of the respondents 
ranged from 20 to 69. The majority of the respondents (72%) were working executives 
aged 30 – 49 years. As far as nationality is concerned, 99.4% were Malaysians and 
only 0.6% were foreigners. With regard to marital status, 35.3% were single and 
64.7% were married. In terms of educational qualifications, 38.7% were diploma 
holders, 26. 6% degree holders, 8.7% with a professional qualification and 3.5% 
were holders of Master’s degree. 

The section on organisational profile was divided into four categories, which 
collected information on the  various departments within the hotel, position held 
by respondent, working experience in the hotel industry and star rating. The 
information for working experience refers to the overall working experience of 
respondents so that it can reflect better their contribution for organisational learning 
and performance. The results show that the majority of respondents have 5–10 years 
of work experience in wide range of hotels ranging from 3 stars to 5 stars. A total 
of 7 departments were listed  in the questionnaire ranging from Food and Beverage, 
Front Office, Housekeeping and Sales. Additionally, results showed that 22% of the 
respondents worked in 3 star hotels, 65 from 4 star hotels and 70 from 5 star hotels 
(Table 3).
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Table 3. Organisational profile

Department 
Sales and Marketing
Food and Beverage
Banquet 
Front Office
House Keeping
Maintenance
Human Resource Management
Accounting and Finance
Others

Positions held
General Manager
Manager
Assistant Manager
Supervisor
Administrator
Human resource manager

Working experience
Less than 1 year
1-4 years
5-10 years
More than 10 years

Star Ratings
3 stars
4 stars
5 stars

Frequency
25
40
9
35
24
9
14
10
7

3
49
62
49
7
3

5
39
72
57

38
65
70

Percentage
14.5
23.1
5.2
20.2
13.9
5.2
8.1
5.8
4.0

1.7
28.3
35.8
28.3
4.0
1.7

2.9
22.5
41.6
32.9

22
37.6
40.5

Hypothesis Testing

The first statistical test (hypothesis 1) was conducted using regression analysis to 
investigate the relationship between leadership styles and organisational learning. 
The results indicate a significant relationship. Based on the results shown in Table 
4, the adjusted R² value shows 0.326, indicating 32% of variation on organisational 
learning is explained by leadership styles.  The beta coefficient value of 0.575 
indicates a strong relationship between leadership styles and organisational learning. 
The finding can be attributed to the initiatives and commitment of leaders to create 
a organisational learning culture that improves individual performance and by 
extension, organisational performance. 
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Table 4. Model Summary

Model
1

R
0.575

R Square
0.330

Adjusted R Square
0.326

Std Error of The Estimate
0.3195

Table 5. Coefficients

Model
1 ORGLE

B
0.458

Std Error
0.072

Beta
0.575

t
6.384      

Sig
.000

Regression analysis models were used to test the relationship between 
organisational learning and service quality improvement for Hypothesis 2. The 
results show a significant relationship. Table 6 shows that the adjusted R² value is 
0.336, indicating 33% of the variation on service quality improvement is explained 
by organisational learning.  The beta coefficient as shown in Table 7 is 0.439, 
indicating a strong relationship between organisational learning on service quality 
improvement. The result indicates that the knowledge sharing process contributes 
towards organisational service quality improvement. 

Table 6. Model summary

Model
1

R
0.439

R Square
0.343

Adjusted R Square
0.336

Std Error of The Estimate
0.0.3659

The relationship is shown to be overall significant at  p < 0.05. The result also 
confirms that Hypothesis 2 is supported as there is a positive relationship between 
organisational learning and service quality improvement.

Table 7. Coefficients

Model
1 ORGLE

B
0.458

Std Error
0.072

Beta
0.439

t
6.384      

Sig
.000

Similarly, regression analysis was used to test the relationship between leadership 
styles and organisational service quality performance (Hypothesis 3). The model 
summary from Table 8 shows that the R2 value of 0.303 indicates a strong correlation 
between predictors of leadership styles and organisational service quality improvement. 
The variability measured at 30% (Table 9) explains that transformational leadership 
style and transactional leadership style contributes to 30% of the variance shown 
for service quality improvement. Further, the beta value of 0.555 explains a strong 
relationship between the variables, indicating effective leadership styles can enhance 
service quality improvement.
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Table 8. Model Summary

Model
1

R
.555

R Square
.315

Adjusted R Square
.303

Std Error of The Estimate
.3386

Table 9. Coefficients

Model
1 LEAST

B
0.500

Std Error
0.057

Beta
0.555

t
8.733

Sig
.000

The results support Hypothesis 3, that is, leadership styles can significantly affect 
organisational service quality improvement.

Mediation Analysis

Regression analysis was used to test the mediation effect of organisational learning 
on leadership styles and organisational service quality performance to confirm 
Hypothesis 4. The mediation analysis was conducted based on the conditions set by 
Baron and Kenny (1986) below:
•  The independent variable significantly affects the mediator.
•   The independent variable significantly affects the dependent variable in the absence 

of the mediator.
•  The mediator has a significant unique effect on the dependent variable.
•   The effects of independent and dependent variable shrink upon the addition of the 

mediator to the model.

Leadership styles was significantly related to service quality performance (Table 
10) and it was also significantly related to organisational learning. The final step of 
regression in Table 10 revealed that both leadership styles (beta = 0.453, p < 0.05) and 
organisational learning (beta = 0.178, p < 0.05,) have significant impacts on service 
quality performance. The relationship between leadership styles and service quality 
improvement is significant even after the direct effect of organisational learning on 
service quality improvement was controlled. Leadership styles was found to still 
significantly affect service quality improvement although the beta value has been 
reduced from 0.555 to 0.453. Thus this outcome is consistent with partial mediation.

Table 10. Regression analysis for mediation

Without Mediator With Mediator

Leadership styles
Organisational learning R²
Adjusted R²
Significant at  p < 0.05

0.555
0.458
0.315
0.303

0.453
0.178
0.330
0.322

Dependent variable: Service quality improvement
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Discussions and Implications

The findings of this study demonstrate the significant relationships between 
organisational learning, leadership styles and service quality improvement and 
yield important implications for management especially in relation to operational 
management and decision-making in the hospital industry. The findings also suggest 
that the strong relationship between leadership styles and organisational learning 
is mainly due to management teams who create a learning culture that enhances 
organisational learning (Denton, 1998) and Dimorski and Skerlavaj (2005). The 
findings also imply that senior managers are strong advocates or champions of 
learning, and tools used in their modelling of organisational learning is the most 
powerful way to communicate an organisation’s vision and inspire others towards 
achieving them. This conforms with Senge’s (1990) finding that contends leadership 
roles as being critical for organisational learning.

In a nutshell, the strong relationship between organisational learning and 
service quality improvement is supported by leadership styles in hotels. This 
positive relationship concurs with findings from past studies that have highlighted 
the positive impact of organisational learning on a business’ performance (Choe, 
2004). Hospitality practioners are strongly encouraged to adopt a mental model 
or management philosophy which looks at how guestology experiences can be  
enhanced to retain customers. These mental models, however, should be updated  
or revised to include new knowledge or development that can further enhance 
individual performance and ultimately, organisational performance (Kim, 2004). 
The sharing and integration of a learning culture should be treated as a continuous 
initiative in organisational performance improvement (Egan et al., 2004).  With 
governing variables changing continuously according to guest expectations for 
hospitality services, the operational level must adhere to effective information 
dissemination for learning. Management should consistently monitor for  
corrections to ensure that service quality performance is maintained at all times 
(Egan et al., 2004).

Results for mediation analysis confirms that organisational learning does 
significantly improve service quality. With strong support from leadership, continuous 
learning with new knowledge provides a pathway for improving hospitality services.  
Further, as the hospitality working environment is considered to be very stressful 
with long working hours, inspirational motivation proves to be vital. Previous studies 
confirm that transformational leadership style in the hospitality industry is strongly 
associated with leadership trust and performance outcome (Kennedy & Anderson, 
2005). Consistent with Cheung, Ng and Lam (2001), the present study concurs that  
transformational leadership is the stronger component of the two leadership styles 
studied.
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The findings concur with Senge (1990) that organisational learning is driven by 
leadership to produce superior service quality in order to achieve its goal and vision. 
The present study also demonstrates the positive implications of organisational 
learning in terms of knowledge acquisition, knowledge dissemination, knowledge 
integration and knowledge memory towards performance and at the same time, 
confirm that the driving force behind this is leadership style (Yukl, 2010; Dimovski 
& Skerlavaj, 2005). In summary, both organisational learning and leadership styles 
play a vital role towards improving an organisation’s service quality. Thus, hotels 
should continuously practice decentralization of knowledge so that employees 
are empowered at various levels to carry out their functions effectively. Further, 
hospitality businesses should strive to embrace organisational learning coupled with 
transformational leadership style to achieve their goals. 

Conclusion and Limitations

This study demonstrates the strong relationship between leadership styles and 
organisational learning to organisational service quality improvement. In this 
context, the findings confirm that transformational and transactional leadership are 
supportive toward organisational learning and together, these two can improve service 
quality in the hospitality industry. Further, the predictors explored and measured for 
this study can serve as a guideline for senior managers on enhancing overall service 
quality and performance. 

One of the limitations of this study is the focus on Klang Valley where the majority 
of hotels are located. While this is for purposes of generalizability, the study could 
have covered more locations throughout Malaysia to include variation. Further, more 
meaningful findings could have been derived with the inclusion of organisational 
commitment as a mediating factor towards service quality improvement. For future 
research, more attributes related to organisational learning and decision-making 
among senior managers can be included to understand better how organisational 
learning is effectively executed in the hospitality industry. Longitudinal studies are 
also recommended and variables related to organisational citizenship behaviour can 
be replaced with the current dependent variable.

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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