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Abstract: The concept of in-role performance refers to the individual behaviour that performs 
the duties required by a job. By examining the determinants of in-role performance in the hotel 
industry, the present study questions if in-role performance serves as a function of employee’s 
well-being with pro-social behaviour where employees serve, share and collaborate with others. 
For this purpose, individual guanxi, perceived support from organisation, job involvement and 
leader-member exchange were examined as predictors of in-role performance amongst 400 
employees from leading chain hotels in Pakistan. This phenomenon is significant in the service 
sector since job involvement greatly impacts in-role performance especially amongst hotel 
employees. Findings show that the examined factors are significantly and positively related to 
each other. The practical implications would be helpful for hotel management who want to 
enhance the job involvement and job performance of their employees. 
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Introduction

The global tourism has grown exponentially in recent decades. Further, globalisation 
and the rapid advancement of technology has transformed the face of tourism 
(OECD, 2018). Pakistan is no exception, with a flourishing tourism industry 
comparable to other countries in the world.

“Guanxi network” refers to a value-based network where each party values one 
another. Philosophically, this network is related to the social exchange theory that 
emphasises on mutually rewarding relationship or interaction. Hence, the Guanxi 
network is used for building a strong interaction or relationship between two parties 
(Zhang & Zhang, 2006).

In this regard, a Guanxi network in an organisation gives rise to job involvement 
(Cheng, Chou, Wu, Huang, & Farh, 2004). In other words, the job involvement 
of employees is due to the moral obligations derived from the Guanxi network 
in a workplace. As a result, employees are morally bound to reciprocate any form 
of support with positive outcomes, thus resulting in-role performance. In-role 
performance, on the other hand, refers to individual behaviour that performs the 
duties required by a job (Christian, Garza, & Slaughter, 2011). The presence of 
a Guanxi network at a workplace makes employees more involved in their jobs 
resulting in them performing better. This corroborates with the work of Diefendorff, 
Brown, Kamin, and Lord (2002). 

Owing to intense global competition faced by the hospitality sector, it has become 
imperative that its workforce is managed effectively and efficiently. Specifically, 
when employees are committed to their jobs, their work performance improves and 
customers receive better service, resulting in positive consumer perception about 
quality of service (Bitner, Booms, & Tetreault, 1990).

Khan (1990) described job involvement as encompassing three psychological 
conditions, that is, meaningfulness, safety and availability. He also pointed out that 
psychologically, employees are more concerned towards job safety and meaningfulness. 
To improve work conditions, these two factors are more important. Thus, in order to 
obtain maximum level of involvement from employees, organisations must provide 
them purpose and a shared sense of destiny. Both of these help build the emotional 
attachment between employees and the organisation as well as enhance their work 
performance (Holbeche & Springett, 2003).

The social exchange theory explains the theoretical perspectives of job 
involvement and performance. A social obligation is generated when two parties 
decide to collaborate and eventually, a relationship develops on the basis of reliability 
and trust. This relationship is reciprocal in nature, in which the action of an 
individual leads to an equal response from the other. This relationship can also be 
explained from the emotional and socioeconomic perspectives.  When workers get 
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emotional as a result of socioeconomic benefits received from their employer, they 
develop a sense obligation towards their employer. Hence, involvement is a two-
way relationship between employee and employer in any organisation (Robinson, 
Perryman, & Hayday, 2004). 

In addition, work productivity increases when employees are more involved in 
their jobs. These employees become more devoted and always strive to perform their 
duties better.  Further, Kanungo (1982) described job involvement as an inner belief 
of the worker. 

By looking at the determinants of in-role performance in the hotel industry, the 
present study explores if in-role performance serves as a function of employee’s well-
being with pro-social behaviour where employees serve, share and collaborate with 
others. Thus, the main objective of the study is to analyse the relationship between 
the perceived predictors of in-role performance in hotel employees which include 
individual guanxi, perceived support from organisation, job involvement and leader-
member exchange.

Background of the Study

Gaunxi means “relationship” in the Chinese language. A Chinese person who feels 
confused and chaotic for some reason goes into Guanxi directly, or into a relationship 
network to get help clearing up the confusion. So, in China, this concept is most 
prevalent especially in the business community. Luo (2007) suggested that the 
Guanxi network is proven useful in the Chinese society due to its effective role in 
bringing harmony to society. 

As the social exchange theory explains, a mutual or reciprocal relationship 
develops when an organisation supports its workers in the best possible way so the 
workers can also fulfil their obligatory duties assigned to them (Aselage & Eisenberger, 
2003). Hence, job satisfaction and commitment may increase through the support 
system of the organisation. This has given rise to another construct in organisational 
literature, PSS or perceived support from supervisors. The social exchange theory 
also provides the theoretical base for this concept.

The leader-member exchange (LMX) theory explains the association of leader and 
followers in an organisation. Furthermore, the theory states that the relationship that 
exists between a leader and members in the network focuses on the job performance 
and satisfaction of the individual. Additionally, the leader plays an important role 
in motivating employees towards the desirable results. Similarly, Martin, Epitropaki, 
Thomas, and Topaka (2010) asserted that a leader must build a good relationship 
with his followers. Moreover, committed and engaged employees are found to be 
more involved in their jobs and perform their duties more effectively (Lodahl & 
Kejnar, 1965). 
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In-role performance refers to established instructions that every employee has 
to follow in order to achieve organisational goals (Borman & Motowidlo, 1993). 
It can also be considered a pro-social behaviour where employees serve, share and 
collaborate with others (Brief & Motovidlo, 1986). In addition, job performance 
not only encompasses the work behaviour of employees but also the assessment and 
evaluation criteria for tasks performed (Katz, 1964).

Methodology

The Guanxi network is particularly popular in the Chinese society for building 
relationships. It has since penetrated into other cultures of the world, especially other 
Asian countries. On the other hand, perceived organisational support caters to the 
socioeconomic needs of employees. It is also a reciprocal process when organisations 
value their employees and in return, employees are motivated to work hard towards 
achieving the organisational goals. And this will create a strong relationship between 
employees and organisations. Therefore, it is hypothesised that:

H1: Individual Guanxi (IG) affects perceived organisational support (POS)

The behaviour of the two involved parties can be explained with the help of the 
social exchange theory. The relationship and perception of the related persons may 
change and this can be explained using the theory of social exchange. LMX advocates 
the social exchange theory. This theory has widespread applications in workplaces to 
strengthen the relationship between employees. The broad aim of this theory is to 
inculcate good and sound values between individuals of the organisation. Thus, the 
organisations which give importance and respect their workers get back the same 
values in return. Based on this, the second hypothesis is proposed:

H2: Individual Guanxi affects LMX

Research has shown that a supportive and conducive work environment has 
many psychological benefits. If the management is not supportive and helpful 
towards their employees, employees will not be able to perform their duty properly 
and actively because without a supportive and conducive environment, they feel 
isolated which leaves a bad impact on their working efficiency and their psyche.

The second theory relating job involvement to increased productivity is the 
person-environment fit theory. It concerns the importance and value employees 
place on their workplace and implies that if the workplace is not ideal, the output 
and capabilities of the worker would be badly affected. Due to the mismatch between 
the worker’s perception and actual work environment, the worker will not be able 
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to give proper attention towards work, and consequently, endure stress (Edwards & 
Waters, 1981). Thus, the following hypothesis is formulated:

H3:   POS affects job involvement (JI)

The POS effect demonstrates that employees should be given due value so that 
they become committed because if they do not show interest and commitment 
towards their work, the organisation runs into losses in the long run. For the POS 
effect, the costs and benefits should be thoroughly analysed (Eisenberger, Fasolo, & 
Davis-LaMastro, 1990). Based on this, the following hypothesis was proposed:

H4: POS mediates the connection between individual Guanxi (IG) and job 
involvement (JI)

The Guanxi network concept and the LMX theory can be incorporated 
in the context of organisational leadership (OL), which has a wider scope to 
measure, hypothesise and conceptualise different aspects like economic, social and 
organisational. Diverse types of organisation can easily adopt the LMX theory to 
increase their output and improve their overall work performance (Chen & Easterby-
Smith, 2008). The fifth hypothesis is as follows: 

H5: LMX mediates the link between IG and JI

As stated before, the Guanxi network has proven to be very useful in improving 
organisations (Rhoades & Eisenberger, 2002). The individuals who are connected 
through the Guanxi network are warmly accepted in organizations due to the 
flexibility of the network. The individuals can easily share their abilities, strength 
and personality traits with the organisation. This is a process of transformation 
which benefits the company as well as the individual. Thus, the sixth hypothesis is 
suggested as follows:

H6: IG affects JI

In the same way, the involvement and interest of an individual in his/her job is 
central for maintaining the Guanxi network in organisations (Cheng et al., 2004) to 
create positive results.  As such, the last hypothesis is formulated as follows: 

H7:  JI affects in-role performance (InRP)
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Figure 1. The conceptual model

For this study, data were collected through a structured questionnaire. The sample 
size selected using a non-probability sampling method was 400 but only 370 returned 
completed questionnaires. Of these, only 353 were found to be valid responses and 
fit for analyses. As the study sample involved the hotel industry of Pakistan which 
was found to be scattered too wide, the convenience sampling technique was used. 
With regard to sample size, this was in line with the rule proposed by Bentler and 
Chou (1987), who described that a ratio of five, seven, ten and fifteen responses per 
free parameter is required to obtain trustworthy estimates.

To measure individual Guanxi, we adopted Xiao’s (2013) 10 items, measured using 
Likert scale. Furthermore, we used 7 items each to measure perceived organisational 
support, leader-member exchange and in-role performance (Eisenberger, Armeli, 
Rexwinkel, Lynch, & Rhoades, 2001; Scandura & Graen, 1984; Williams & 
Anderson, 1991). Job involvement was measured with the help of 10 items from 
Kanungo (1982). The collected data were then analysed using structural equation 
modelling (SEM).

Results and Discussion

The data analyses were conducted in two stages. In stage one, SPSS was used to 
derive descriptive statistics and correlation of coefficients among the variables. The 
second stage constituted exploratory factor analysis (EFA) and confirmatory factor 
analysis (CFA). 
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Demographic Characteristics

Table 1 shows the demographic characteristics of the sampled population where 
about 30.6% respondents were single while married respondents constituted 67.8%. 
The married respondents demonstrated strong involvement in their job. Further, 
strong in-role performance was also seen  associated with higher level of education.  
With regard to age, the majority (42.2%) of the respondents were 31-35 years 
followed by the age group of 25-30 years (36.9%). The literature also highlighted 
this phenomenon whereby in-role performance is seen strongly demonstrated in 
youngsters as compared to older employees. Table 1 shows that the respondents, 
from the hotel industry were mainly male (76.1%) compared to female (23.9%). 

Table 1. Demographic characteristics of respondents 

Frequency Percent (%) Cumulative Percent (%)

Single
Married
Divorced

Bachelors
Masters
Other 

25-30 years
31-35 years
36-40 years
More then 40

Male
Female
Total

110
244

6

80
254
26

133
152
59
16

274
86

353

30.6
67.8
1.7

22.2
70.6
7.2

36.9
42.2
16.4
4.4

76.1
23.9
100.0

30.6
98.3

100.0

22.2
92.8

100.0

36.9
70.2
95.6

100.0

76.1
100.0

Explanatory Factor Analysis

As the data shows a normal distribution, the factor component technique was 
employed for data analysis (Fabrigar, Wegener, MacCallum, & Strahan, 1999). The 
association between the examined constructs and their items was examined using 
EFA (Child & Warner, 2003) on the basis of factor loading and correlation. Two 
items of job involvement were omitted due to high correlation whereas one item of 
POS was deleted due to the low correlation between the items and factor. All seven 
construct items for leader-member exchange (LMX) were retained as the EFA results 
showed high correlation between the items and factor. Two items were removed for 
the in-role performance factor which has seven items while for Guanxi network, 
none of its ten items were removed.
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Confirmatory Factory Analysis

Next, the CFA results show that all the items for individual Guangxi produced 
standardized regression weights greater than 0.5. Thus, none of the items was removed. 
The overall reliability value of this construct was 0.879. POS and LMX as mediators 
produced composite reliability (CR) values of 0.639 and 0.760, respectively whereas 
the composite reliability of the in-role- performance was 0.769. 

Table 2 presents the convergent validity results. Results indicate favourable 
statistics. The average value for all the variables was more than .50 and the CR values 
of JI, POS, LXM, IRP and IG were all greater than 0.60 [CV (Convergent Validity) 
= AVE > .50 or CR > 0.60] (Fornell & Larcker, 1981).

Table 2. Average, S.D., correlation and square roots of AVE

Constructs Mean SD CR AVE JI POS LMX IRP IG

JI
POS
LMX
IRP
IG

1.393
1.270
1.471
1.418
1.726

.418

.339

.378

.416

.509

.789

.639

.760

.783

.879

.628

.576

.688

.783

.521

.654

.423*

.202*

.175**

.327**

.613

.358**

.275 *

.417**

.623

.519**

.575**
.649
.511* .649

Notes: 
**p<0.01 (two-tailed) test.
Elements on the diagonal, in bold and italics, are square root of AVEs. All other elements are 
between construct correlations 
* p <.01 (sig. at two tail) 

Testing the Measurement Model

Individual 
Guanxi

In- role 
performance

Job 
involvement

0.259 0.687

0.639

POS

LMX

0.639–0.495

0.243 0.977

0.502

(Indirect paths/
Mediated paths)

(Direct paths)

Figure 2. Estimated output of hypothesis testing
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The results of the structural model are summarised in Table 3 and also presented in 
Figure 2. Table 3 presents the results of regression hypothesis paths, standardised 
regression weights, probability values and remarks of the hypothesis. The results 
confirm the significant impact of leader-member exchange (LMX) (B =0.243; p < 0.05) 
and perceived organisational support (POS) (B = -0.495; p < 0.05) in determining 
individual Guanxi (IG), thus confirming hypotheses H1 and H2. The results also 
establish that leader-member exchange (LMX) and perceived organisational support 
(POS) are vital in explaining IG. When LMX is raised by one standardised unit, 
IG is enhanced by 0.243 standardised units. Moreover, hypotheses H3 and H6 are 
confirmed where there is a significant effect of IG (B =0.639; p < 0.05) and POS (B 
=0.502; p < 0.05) on Job Involvement (JI) as shown in Table 3.

Likewise, POS (B = -0.997; p < 0.05) and LMX (B = 0.259; p < 0.05) as 
mediating factors for the relationship between IG and JI show significant effects 
and confirm the hypotheses H4 and H5. The results also confirm the significant 
effect of JI (B = 0.687; p < 0.05) on IRP and supports hypothesis H7. The results 
establish that job involvement (JI) is a vital construct in explaining individual in-role 
performance (IRP). When JI is raised by one standardised unit, IRP is enhanced by 
0.687 standardised units.

Table 3. Summary of hypothesis results

Hypothesis Path Results

H1: Individual Guanxi Affects POS
H2: Individual Guanxi Affects LMX
H3:   POS Affects JI
H4: POS Mediates the Connection between IG and JI
H5: LMX Mediates the Link between IG and JI
H6: IG Affects JI
H7:  JI Affects InRP

Supported
Supported
Supported
Supported
Supported
Supported
Supported

Conclusion

While past studies have mainly looked at the predictors of job involvement, this study 
provides a unique perspective of predictors in order to explain in-role performance in 
the context of Pakistan`s hospitality industry. The present study explores the concept 
of Guanxi network (popular in China) in Pakistan and provides evidence that such 
type of network is useful in improving the efficiency of workforce. Furthermore, the 
current study is based on the hotel industry of Pakistan and explains that how social 
(Guanxi) network can help this industry to maximise profit. The findings confirm 
that employees with a high level of Guanxi show high levels of job involvement and 
job performance. 
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The study further confirms that the in-role performance of employees is positively 
affected by job involvement (JI), perceived organisational support (POS) and leader-
member exchange (LMX). But specifically, in the context of Pakistan’s hospitality 
industry, the study found that the leader-member exchange as the most important 
variable, followed by IG and POS. The findings also support the mediating role of 
POS and LMX, in line with the current literature. In light of these findings, it is 
recommended that in-role performance can be improved by involving employees in 
jobs and creating a strong social network in the workplace. It is also recommended 
that the practice of leader-member exchange should be given due prominence in 
Pakistan’s hospitality industry.

The above conclusions of the study corroborate with the existing literature: Cheng 
et al. (2004) — positive role of Guanxi network in job involvement; Christian et al. 
(2011) — positive relationship between in-role performance and Guanxi networks 
as well as that of Zhang and Zhang (2006), Cheng et al. (2004), Diefendorff et al. 
(2002) and Holbeche and Springett (2003).

Recommendations and Way Forward

The findings provide useful implications for managers in decision making strategies 
to improve the performance of employees. As an expansion of this study, we can 
also explore other industries of Pakistan. The sample size can be increased whereby 
the concept of Guanxi network can compared across different industries. Different 
qualitative techniques can also be adopted to carry out similar studies in cross-
national and cross-cultural environments.

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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