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Abstract. The aim of this study is to examine the mediating role of the service climate between organizational
empowerment (i.e., dynamic structural framework, control of workplace decisions, fluidity in information sharing) and
service quality (functional and relational). 428 contact employees from 46 hotels participated in the survey. Correlations
demonstrated that dynamic structural framework, control decisions, and fluidity in information sharing are related to

both functional and relational service quality. Regression analyses and Sobel tests revealed that service climate totally
mediated the relationship between all three dimensions of organizational empowerment and relational service quality.

Implications for practice and future research are discussed.
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The latest economic changes, conditioned by a higher
competitiveness in the international global economy,
an increase in the demands of consumers and the current
period of economic crisis, require new strategies and
the transformation of management in the tourism
sector. The price war has led to new offers of quality
products and services which satisfy the customers’
needs and expectations in a more personalized way
(Parasuraman, Zeithaml, & Berry, 1988). As a conse-
quence, service quality as perceived by the customer
has become a powerful competitive advantage (Peird,
Martinez-Tur, & Ramos, 1999): it influences the loyalty of
customers, allows them to transmit a positive image of
the company to other potential customers, and increases
productivity and benefits.

Different models of quality management such as
Servqual (Parasuraman et al., 1988) and others based
on the quality triangle (Peir¢ et al., 1999) include cus-
tomers’ perception of quality as well as the perception
of executives and contact employees. Service quality
can hardly be understood without considering the
critical role played by the later (Moliner, Carrasco,
Martinez-Tur, & Marzo, 2004). Hartline and Ferrell
(1996) remark the relevance of contact employees in
service companies where employee-customer interac-
tion is required since the attitude and behavior of
employees can affect the customers’ perception of ser-
vice quality.
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On the other hand, Schneider, White, and Paul (1998)
stress that a service climate guides employee effort and
competency on delivering quality service, which in turn
yield positive experiences for customers, as well as posi-
tive customer perceptions of service quality. Service
climate refers to employees’ shared perceptions of the
practices, procedures, and behaviors that are rewarded,
supported, and expected by the organization with regard
to customer service and customer service quality
(Schneider et al., 1998). In this sense, the quality of service
perceived by customers can be understood in terms of
functional and relational quality. The functional dimen-
sion describes the efficiency of the service offered and
received, whereas the relation dimension concentrate on
extras, empathy, and the emotional aspects of interaction
between employees and customers (Sanchez-Hernandez,
Martinez-Tur, Peir6, & Ramos, 2009).

Due to the importance of contact employees on
service quality, companies must make sure they have
an adequate management of human resources in order
to guarantee such quality. From a manager-employee
perspective, Hartline and Ferrell (1996) suggest empow-
erment as a mechanism that can be used to control
employees’ behaviors and activities. Empowerment
refers to a situation in which the manager gives
employees the discretion to make day-to-day decisions
about job-related activities (Bowen & Lawler, 1992;
Conger & Kanungo, 1988). Empowerment is thought
to be necessary because contact employees need the
flexibility to make-on-the-spot decisions to completely
satisfy customers (Hartline & Ferrell, 1996).

Service climate is built on organizational practices
which are focused on customer service; these organiza-
tional practices can also empower contact employees.
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How employees react to these organizational practices
is important to develop and understanding how ser-
vice climate is built and shared amongst employees in
a specific organizational setting. Drawing from these
conclusions, we attempt to attain a better understanding
of contact employee management by examining the
mediating role of service climate between organizational
empowerment (i.e., dynamical structure framework,
control of workplace decisions, fluidity in information
sharing) and service quality (functional and relational).

Organizational empowerment in service organizations

Empowerment has been considered the most effective
measure in internal marketing in order to encourage
contact employees to develop professional self-efficiency
and innovative behaviors (Conger & Kanungo, 1988;
Spreitzer, 1995). It is a process by which individuals
learn to perceive a relationship between their goals
and the perception of knowing how to reach them,
as much as the relationship between their efforts and
the results they obtain (Conger & Kanungo, 1988). In
service companies, empowerment refers to employee
discretion when providing a satisfactory service to
customers, making decisions about activities related to
the service and developing a proactive behavior known
as servicing empowerment (Bowen & Lawler, 1992).
These authors suggest that empowered employees
feel better about their jobs and more enthusiastic about
serving customers, with an end result of a quicker
response to customer needs and increased customer
satisfaction. In general, empowered employees express
high levels of self-efficiency, take responsibility and
control of their work, show more innovative behaviors
(Conger & Kanungo, 1988; Quinn & Spreitzer, 1997)
and are also highly considered by other employees
(Quinn & Spreitzer, 1997).

A variety of studies have verified the positive effect
that empowerment has on the professional output and
productivity of service employees (Smith & Mouly,
1998; Wa & Lam, 2011) and also the existence of a direct
relationship between empowerment and customers’
perception of service quality (Sparks, Bradley, &
Callan, 1997). Several studies show that organizational
characteristics such as open information systems,
supervisors” delegation of control or the existence of
guidelines that favor employees decision-making foster
staff outputs and improve service quality (Quinn &
Spreitzer, 1997; Wilkinson, 1998). Tordera, Gonzalez-
Rom4, and Peir6 (2008) specify that work-teams that
offer quality services require the creation of a special
organizational context that should be characterized
by group-designed tasks and leadership styles that
empower employees while supporting them and
permitting their involvement within the company.
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Lawler (1992) describes these exact characteristics as
being directly related to empowerment.

In an attempt to make a comprehensive synthesis of
the contextual and organizational elements involved
in the empowerment experience, Matthews, Diaz, and
Cole (2003) developed the organizational empower-
ment scale, which is based on three dimensions:
dynamic structural framework, control of workplace
decisions, and fluidity in information sharing. Dynamic
structural framework (DSF) is conceptually defined
as occurring when a company provides a clear set of
guidelines that assists employee decision-making both
procedurally and behaviorally in an evolving work
environment. Control of workplace decisions (CWD)
occurs when employees are allowed input into all
aspects of their professional career. Contextual factors
that are conceptually contrary to CWD include a lack
of meaningful and significant goals set on the part of
the employee/team, and a lack of clarity and input
with regard to job responsibilities (Conger & Kanungo,
1988; Wilkinson, 1998). Fluidity in information sharing
(FIS) occurs when all information concerning the com-
pany is accessible to all individuals in the company.
The intent of FIS is to insure that information dealing
with the functioning of the company is shared.
Considering the arguments and findings presented
above, we hypothesize the following:

Hypothesis la. Organizational empowerment
(i.e., dynamic structural framework, control of
workplace decisions, fluidity in information
sharing) will be positively related to func-
tional service quality.

Hypothesis 1b. Organizational empowerment
(i.e., dynamic structural framework, control
of workplace decisions, fluidity in informa-
tion sharing) will be positively related to rela-
tional service quality.

Psychological climate as mediator

Together with Tordera et al. (2008) and Lawler (1992),
Bowen and Schneider (1988) suggest that service
companies should reach an internal environment that
brings about a positive impact on the attitudes and
knowledge of contact staff and, consequently, also
on customers’ quality perceptions. Such internal envi-
ronment in service companies was conceptualized
by Schneider and colleagues (Schneider et al., 1998;
Schneider, Salvaggio, & Subirats, 2002; Schneider &
White, 2004;) as climate for service, which refers to
employee perception of the procedures and expected/
rewarded behaviors in relation with customer service.
Several studies have proved that service climate is
related with a more positive customer perception of
service quality (Burke, Rapinski, Dunlap, & Davison,
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1996) and that such relation can be found on a large
variety of organizational such as banks branches, hotels
and insurances (Schneider, Ehrhart, Mayer, Saltz, &
Niles-Jolly, 2005; Schneider & White, 2004).

Schneider’s longitudinal study (Schneider, Ashworth,
Higgs, & Carr, 1996) suggests the existence of a relation
of causality between employee and customer percep-
tion of given and received service quality respectively.
Using Structural Equation Modeling, Gracia, Cifré,
and Grau (2010) show that customer perception of
service quality can be predicted from the climate for
service of the organization and the staff’s perception of
the service they provide. Potocnik, Tordera, Martinez-
Tur, Peird, and Ramos (2011) confirmed that high ser-
vice climate strength in managerial practices fosters
a positive impact of managerial practices on customer
service quality evaluations.

Finally, different authors have remarked the fact that
climate for service as perceived by employees can affect
customer satisfaction (Coelho, Augusto, Coelho, & S4,
2010; Martinez-Tur, Tordera, Peird, & Potocnik, 2011;
Schneider et al., 1998). Salanova, Agut, and Peiré (2005)
and Sowinski, Fortmann, and Lezotte (2008) also agree
with the idea that engaged employees who share
common perceptions of what service quality is in their
interventions will have more possibilities to provide a
quality service. Thus, we hypothesize the following:

Hypothesis 2a: Service climate will be posi-
tively related to functional service quality.
Hypothesis 2b: Service climate will be posi-
tively related to relational service quality.

Thus, it is more probable that employees provide an
excellent service to customers when the organization
expects and rewards such behavior and when establish
protocols for professional activity that favor offering a
high quality service (climate for service). When the pres-
ence of organizational characteristics develop the skills
and discretion of contact employees and allow them
to make decisions on how to offer a service of quality
(organizational empowerment), they are expected to
perceive they are offering such quality, which is ulti-
mately related to the quality perceived by customers,
customers satisfaction and loyalty (Rust & Zahorik,
1993; Storbacka, Strandvik, & Gronroos, 1994).

Although there has been a lack of research on the
relationship between service climate and organiza-
tional empowerment, there have been some studies on
facets of organizational empowerment and service for
climate. Research by Schneider et al. (1998) suggest
that a climate for service rest on a foundation of fun-
damental support in the way of resources, training,
managerial practices and the assistance required to
perform effectively. The foundation issues include
effort toward removing obstacles to work (Burke et al.,
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1996), supervisory behavior (e.g., giving feedback and
sharing information) (Schneider & Bowen, 1985), and
human resources policies (Schneider, 1994). These foun-
dation issues could be also seen as elements related
to organizational empowerment: guidelines to assist
decision-making, information accessible to all the mem-
bers and control of workplace decisions.

In their study, Schneider et al. (1998) express that the
foundation issues constitute a necessary but not suffi-
cient cause of a climate for service. In this sense, Burke,
Borucki, and Hurley (1992) argue that employees’ per-
ception of their work environment could be modeled
in terms of two factors: a concern for employees, sim-
ilar to the foundation issues or organizational empow-
erment, and a concern for customers, conceptualized
as the climate for service by Schneider, et al. (Schneider
et al., 1998). This author found that global service cli-
mate was correlated with the service practices and
the foundation issues (i.e., managerial behavior, work
facilitation), suggesting the foundation issues and the
service policies and practices were important for a ser-
vice climate; however, they were unable to directly test
the mediation role between foundations issues, climate
for service and customer perceptions of service quality.
Salanova et al. (2005) accept that related empirical
evidence is scarce and stress the need to conduct more
tidies on relations possibly existing between the cli-
mate for service, employees’ attitudes and behavior,
organizational characteristics and service quality.

To sum up, there has been little research that has
examined the links between climate for service and
organizational empowerment. Yet an understanding
of the work context that facilitates both organizational
empowerment and service climate has important theo-
retical and practical implications. In this sense, the pre-
sent study intends to analyze the possible relations
between organizational empowerment and climate for
service in relation to (functional and relational) service
quality as perceived by contact staff. Thus, we hypoth-
esize the following:

Hypothesis 3a: Service climate will mediate
the relation between the dimensions of organi-
zational empowerment and functional service
quality as perceived by employees.
Hypothesis 3b: Service climate will mediate
the relation between the dimensions of orga-
nizational empowerment and relational ser-
vice quality as perceived by employees.

Method
Participants

The sample of this study includes 428 contact employees
from the reception (48.9%) and catering (51.5%) services
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of 46 beach hotels (43.5%) and city hotels (56.5%) in
the Autonomous Community of Andalusia (Spain).
55.3% of the sample were men. 52.8% of employees
were under 29 years old, 31.3% were aged between
30 and 39, and 11.6% between 40 and 49. Only 4.3% of
employees were over 50 years old. The distribution of
the sample in relation with educational attainment
levels was: illiterate (2.6%), primary education (18.5%),
secondary education (25.6%), professional training
(23.2%), and university education (30.1%). As for labor
distribution, the mean of employment was 4.5 years
(SD = 2.83). 41.5% of employees affirmed to have per-
manent contracts, 43.4% had temporary contacts, and
the remaining 15% had seasonal contracts (only for the
summer).

Measures
Organizational Empowerment

This variable was measured using Mendoza-Sierra’s
organizational empowerment scale (Mendoza, Léon,
Orgambidez, & Borrego, 2009). The scale has 19 items
grouped into three dimensions: dynamic structural
framework (DSF, 7 items), control of workplace
decisions (CWD, 7 items), and fluidity in information
sharing (FIS, 5 items). All the items were rated on a
7-point Likert scale ranging from ‘completely disagree’
(1) to ‘completely agree’ (7). The internal consistency
(Cronbach Alpha) were .87, .81, and .78, for DSF,
CWD and FIS, respectively. The internal consistency of
organizational empowerment scale in this study was
high (a =.93). High scores in the three dimensions indi-
cate a high presence of the employee-empowering
organizational characteristics.

Climate for service

It was assessed by a reduced version that was trans-
lated and used by Moliner et al. (2004) of Schneider’s
global service climate scale (Schneider et al., 1998).
The scale includes 4 items, with a 7-point answer
format, where 1 means the respondent ‘completely
disagrees’ and 7 means the respondent ‘completely
agrees’. Reliability analysis (o) yielded an internal
consistency coefficient of .84. High scores reveal a
high presence of a service oriented to obtain a ser-
vice quality.

Service quality

It was measured using Sanchez-Herndndez et al.
(2009) service quality questionnaire. The scale includes
14 items distributed into two dimensions: functional
(8 items) and relational (6 items). All the items were
assessed using a 7-point Likert scale, where 1 means
that the respondent ‘completely disagrees” and 7 means
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the respondent ‘completely agrees’. The Cronbach’s
alpha coefficients obtained were .88 and .86, respectively.

Procedure

For scale administration, the personnel in charge of
data gathering went to each hotel on the arranged
dates and personally gave each participant a copy of
the battery of questionnaires and a self-adhesive enve-
lope. Participants were informed about the purpose of
research and the mechanism to guarantee the ano-
nymity and confidentially of their answers. Once com-
pleted, each participant introduced the questionnaire
inside the envelope, sealed and put it inside an urn
used for this purpose.

Data analysis was conducted using SPSS 18.0 statis-
tical package for Windows. The reliability coefficients
of dimensions and the correlations between the punc-
tuations of the different instruments were obtained
using Pearson’s correlation coefficient and the coeffi-
cients of measurements, whereas Baron and Kenny
(1986) procedure were used to obtain the mediation co-
efficients, and Sobel (1982) coefficient to test the direct/
indirect effects. As a measure previous to the analysis
of mediation, the variables were standardized and
averaged so as to reduce multiplicity in the analysis
and its subsequent statistical error in decision (Cohen,
Cohen, West, & Aiken, 2003).

Results
Preliminary analysis

First of all, before testing the regression models, we
examined the measurement models with all study var-
iables: dynamic structural framework, control of work-
place decisions, fluidity in information sharing, service
climate and service quality (functional and relational).
This six-factor model yielded a good fit, R%(356) = 821.15,
p < .001; RSMEA = .06; TLI = .92 and CFI = 91. It
fitted better to the data than a one-factor model,
AR?(5) = 1695.3; p < .001, which suggest that common
method variance did not significantly bias participants’
responses (Podsakoff, MacKenzie, Lee, & Podsakoff,
2003). Also, Harman'’s one-factor test was conducted
to test the presence of common method effect. All
the variables were entered into a exploratory factor
analysis, using unrotated principal components factor
analysis and forcing to extract one factor. The factor
emerged accounted for less than 50% of the variance
(35.1%). Thus, no general factor is apparent (Podsakoff
etal., 2003; Podsakoff & Organ, 1986). While the results
of these analyses do not preclude the possibility of
common method variance, they do suggest that common
method variance is not a great concern and thus is
unlikely to confound the interpretation of results.
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Descriptive statistics

Table 1 shows the means, standard deviations,
Cronbach’s alpha coefficients, and intercorrelations of
all study variables. Dynamic structural framework,
control of workplace decisions, and fluidity in infor-
mation sharing were positively related to both func-
tional and relational service quality (p <.01), so that the
higher the level of organizational empowerment, the
higher both functional and relational service quality
perceived by contact employees. Also, service climate
was positively related to both functional and relational
service quality (p < .01).

Testing the hypotheses

To test our hypotheses, we conducted a series of hier-
archical regression analyses. Tables 2 and 3 show the
variables included for functional and relational service
quality. In support of Hypothesis 1a, we found dynamic
structural framework, F(1, 428) = 183.20, p < .01, R? = .30,
control of workplace decisions, F(1, 428) = 140.42, p < .01,
R? =25, and fluidity in information sharing, F(1, 428) =
91.08, p < .01, R? = .18, predicted functional service
quality, with all the three dimensions positively related
to and contributing to functional service quality (p = .55,
B =.50, B = .42, respectively). Hypothesis 1b was also
supported: dynamic structural framework, F(1, 428) =
48.85,p < .01, R? = .10, control of workplace decisions,
F(1, 428) = 39.57, p < .01, R? = .08, and fluidity in
information sharing, F(1, 428) = 22.16, p < .01, R? = .05,
predicted relational service quality, with all the three
dimensions positively related to and contributing to
relational service quality (B = .10, p = .08, = .05, respec-
tively). Similarly, Hypotheses 2a — 2b were supported,

Table 1. Means, standard deviations, Cronbach’s alpha and correla-
tions of all scales

1.FSQ .86

2.RSQ .70 .88

3.DSF .56 .32 .87

4.CWD .50 .29 79 .80

5.FIS 42 22 76 74 .78
6.5C 72 54 55 .52 47 .84
Mean 587 596 418 382 352 512
Standard error .04 .04 .06 .06 .07 .06

Standard deviation .83 84 137 124 143 1.23

Note: FSQ = functional service quality; RSQ = relational
service quality; DSF = dynamic structural framework;
CWD = control of workplace decisions; FIS = fluidity in
information sharing; SC = service climate.

Cronbach’s alphas of the scale are on diagonal; remainder
are Pearson correlations.

Correlations are significant, p < .01.
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with climate for service predicting functional service
quality, F(1, 428) = 435.42, p < .01, R? = .52, and rela-
tional service quality, F(1, 428) = 174.09, p < .01, RZ =29,
and climate for service positively related to both func-
tional (B = .72) and relational (B = .54) service quality.

Next, we tested our meditational hypotheses using
the steps that Baron and Kenny (1986) put forth.
According to Baron and Kenny (1986), four conditions
should be upheld for mediation for occur. First, the
independent variable must be related to the dependent
variable. As previously shown, organizational empower-
ment dimensions (i.e., dynamic structural framework,
control of workplace decisions, fluidity in information
sharing) were related to both functional and relational
service quality. Second, the mediator must be related
to dependent variable. Our results showed that climate
for service was related to both functional and relational
service quality. Third, the independent variable must
be related to the mediator variable. We found that
dynamic structural framework, F(1,418) = 189.57, p < .01,
R? =31, control of workplace decisions, F(1,418) =173.15,
p <.01, R? = .27, and fluidity in information sharing,
F(1, 418) = 118.27, p < .01, R? = .22, predicted service
climate. The last step is that the effect of the indepen-
dent variable on the dependent variable must be non-
significant when the mediator is included in the model.
As Tables 2 and 3 show, all the conditions were satis-
fied only with reference to relational service quality.

To test the indirect effect of service climate on orga-
nizational empowerment and relational service quality,
we also calculated the Sobel test. The Sobel test multi-
ples the under-standardized path coefficients and then
divides the result by the standard error (Baron &
Kenny, 1986; Sobel, 1982). The Sobel test produces a
test statistic (Z), along with accompanying significant
levels. We used Preacher and Leonardelli’s interactive
mediation tool (2003) to calculate the Sobel test. We
found that the organizational empowerment dimen-
sions (DSF, CWD, and FIS) had an unique indirect
relation with relational service quality (Z = 8.42, Z =
8.40, Z = 8.28, p < .01, respectively), thus supporting
Hypothesis 3b but not Hypothesis 3a.

Discussion

The aim of this study was to analyze the mediational
role of climate for service between organizational
empowerment and functional and relational service
quality as perceived by employees. The data obtained
support the mediational role of climate for service
between the dimensions of organizational empower-
ment (i.e., dynamic structural framework, control of
workplace decisions, fluidity in information sharing)
and relational service quality, but not in relation to func-
tional service quality.
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Table 2. Hierarchical Regressions Results for Functional Service Quality

Regression 1: Regression 2: Regression 3: Regression 4:
OE — SC SC — FSQ OE — FSQ OE — FSQ
Variables B t B B t B t
Independent
DSF .56 13.77 .55 13.53 22 13.49
CWD .52 12.49 .50 11.85 17 4.42
FIS 47 10.88 42 9.54 11 2.82
Mediator
SC 72 21.29 .60 15.18
SC .63 16.24
SC .67 17.60
F 189.57 453.42 183.02 255.57
173.15 140.42 244.77
118.27 91.08 232.80
Total R? 31 52 .30 .55
27 .25 .54
22 18 .53

Note: OE = organizational empowerment (dimensions)

Correlations are significant, p < .01, except when ns (non significant) has been mentioned.

Functional quality is related to behaviors that
refer to quality service itself (Sdnchez-Herndndez,
Martinez-Tur, Gonzélez-Morales, Ramos, & Peir6,
2009; Sanchez-Hernandez, Martinez-Tur, Peiro et al.,
2009). In this sense, the results obtained indicate that
organizational empowerment and service climate
directly affect functional service quality perceived
by the employees, since in both cases they would

‘indicate” how to provide an effective quality service
using the appropriate protocols. Both, organiza-
tional empowerment and service quality describe
the role of employees and guide them with precise
information about what is expected by the organiza-
tion in reference to quality through service climate.
Additionally, they provide employees with the
autonomy within an organizational structure that

Table 3. Hierarchical Regressions Results for Relational Service Quality

Regression 1:

Regression 2:

Regression 3: Regression 4:

OE — SC SC — RSQ OE — RSQ OE — RSQ
Variables B t B B t B t
Independent
DSF .56 13.77 .32 7.01 .03ns 0.53
CWD .52 12.49 .29 6.29 .01ns 0.30
FIS A7 10.88 22 4.71 .04ns 0.87
Mediator
SC .54 13.19 .52 10.53
SC .53 11.06
SC .56 12.02
F 189.57 174.09 48.85 86.31
173.15 39.57 86.13
118.27 22.16 86.60
Total R? 31 .29 .10 .29
27 .08 .29
22 .05 .29

Note: OE = organizational empowerment (dimensions)

Correlations are significant, p < .01, except when #s (non significant) has been mentioned.

https://doi.org/10.1017/sjp.2014.4 Published online by Cambridge University Press


https://doi.org/10.1017/sjp.2014.4

promotes discretion and control over decisions that
employees have to make when providing service.

The results obtained agree with previous studies
conducted, the effect of service climate on individual
and organizational variables is linked to labor and
quality behaviors (Martinez-Tur et al., 2011; Peiro,
Martinez-Tur, & Ramos, 2005; Schneider et al., 1998;
Schneider et al., 2002; Sowinski et al., 2008; Tordera et
al., 2008). It is more probable that employees provide
an excellent service to customers (and also have
such perception) when the organization expects and
rewards professional practices that promote quality
service. Internally, what happens within companies as
far as the creation and maintenance of a service-quality
influences employees’ behavior in their interaction
with customer and, given the relevance of contact staff
for the image and quality of the company, this also
influences customer perception of the service (Schneider
et al., 2002).

When it comes to organizational empowerment, the
direct positive influence of empowerment generating
organizational characteristics on service quality is
confirmed. The existence of clear working protocols,
autonomy in decision making and an adequate trans-
mission of information within the company would
help to reduce the feeling of uncertainty and ambi-
guity of labor conditions endured by employees and
would provide a clear and explicit definition of profes-
sional roles, which favor the psychological experience
of empowerment. Higher levels of empowerment pro-
duce higher levels of self-efficacy (Spreitzer, 1995),
which is translated into higher skills to face stressful
situations and to offer a quality service (Hartline &
Ferrell, 1996; Menon, 2001; Sparks et al., 1997).

As for relational quality, results support the media-
tional role of climate for service between organiza-
tional empowerment and relational service quality as
perceived by employees. These results are coherent
with the assumption of Schneider et al. (1998): the
foundation issues constitute a necessary but insuffi-
cient cause of a climate for service. In this sense, one of
the main effects of empowerment is the increase of
self-efficacy in people (Thomas & Velthouse, 1990). As
employees gain autonomy at work, their levels of self-
efficiency also increase, since they decide the best way
to provide quality service. Employees become more
adaptive and less constrained to the mere performance
of the tasks which were formally established for their
position and role (Rafiq & Ahmed, 1998), and they go
further by developing emphatic and helpful behaviors
of customer assistance.

These new behaviors should be developed with
regard to relational quality through service climate,
that is; the perceptions that employees have of the
practices, procedures, and behaviors expected and
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rewarded by the company in order to offer a quality
service (Schneider et al., 1998). If employees perceive
that quality is important in their company and they
know how to provide it, customer-addressed behav-
iors not defined by the labor role might increase, which
would improve the quality of the service these
employees provide (Moliner et al., 2004).

This is coherent with the results obtained by various
studies. Hartline and Ferrell (1996) pointed out that
the lack of a negative relation between empowerment
and role conflict in their study might have been due to
the lack of a strong service climate in the organizations
surveyed. Service climates as a meditational vari-
able would explain apparently contradictory results.
Wallace, Johnson, Mathe, and Paul (2011) concluded
that it is not enough to have empowered employees.
These employees should be also conscious and respon-
sible of what is required by the company in terms of
quality. One of the mechanism to stimulate such
perceptions of quality in employees would be the
presence of a strong, service-oriented, organizational
climate.

Dimitriades and Maroudas (2007) also observed the
existence of positive relations between psychological
empowerment and climate for service provided by
public finance service. Wei, Yuan, and Di (2010) argue
that the combination of employee empowerment with
an innovation-oriented, organizational climate results
in a higher creativity in employees, which improves
the service they provide. After analyzing, Yagil and
Gal (2002) concluded that empowerment-oriented
leadership styles in companies, together with the pres-
ence of a climate bound to service quality, influence
employees’ feeling of control and customer perception
on service quality.

However, some limitations need to be taken into
account when interpreting the results. First, the cross-
sectional design does not allow us to draw conclusions
on causal terms. We must take into account that the
assumptions of our study imply a causal chain. The
central idea was that organizational empowerment
leads to service quality, which is partially mediated by
climate for service. Nevertheless, other forms of rela-
tionship among variables, such as reversed and recip-
rocal causal influences, may also be plausible.

However, we based the proposed relationship
among variables on earlier theory and empirical evi-
dence (Schneider et al., 1998). Second, this study relies
on self-reports, which might increase the risk of
common method variance (CMV). Confirmatory factor
analysis, however, indicated that CMV did not signifi-
cantly influence our results. Third, the sample size,
among others factors, may affect effect sizes and the
power of the results. In this regard, the sample size
seems to be adequate for testing mediation effects,
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since Hoyle and Kenny (1999) found that in samples
above 200, the power to detect mediation was at least
.80. Finally, it would also be essential to collect responses
from customers who have utilized the services to test
the full model of relations between organizational
empowerment, service climate and service quality
perceived by both employees and customers.

To sum up, it can be concluded that service quality
in hotels can be determined, to a large extent, through
interventions on the organizational characteristics that
promote empowerment. Through organizational
empowerment and climate for service present in the
organization, we can obtain on the one hand, empow-
ered employees and, on the other hand, the presence of
an internal working context that allows to develop
both role and extra-role behaviors addressed to the
achievement of functional and relational service quality.
Access to information on the objectives of the com-
pany, its culture and vision or the meaning and rele-
vance of quality for the company would allow to
reduce ambiguity and to make professional roles
explicit. Understanding the purpose of the organiza-
tion and perceiving the company as an integrated
whole would facilitate the making of decisions for
employees and would raise a feeling of belonging to
and identification with the company in them. As a con-
sequence, effective and appropriate decision making
increases confidence in employees and is in the benefit
of service quality.

References

Baron R. M., & Kenny D. A. (1986). The moderator-mediator
variable distinction in social psychological research:
Conceptual, strategic, and statistical considerations.
Journal of Personality and Social Psychology, 51, 1173-1182.
http://dx.doi.org/10.1037/0022-3514.51.6.1173

Bowen D., & Lawler E. (1992). The empowerment of service
workers: What, why, how, and when? Sloan Management
Review, 33, 31-39.

Bowen D., & Schneider B. (1988). Services marketing and
management: Implications for organizational behavior.
Research in Organizational Behavior, 10, 43-80.

Burke M. J., Borucki C. C., & Hurley A. E. (1992).
Reconceptualizing psychological climate in a retail service
environment: A multiple-stakeholder perspective. Journal
of Applied Psychology, 77,717-729. http:/ /dx.doi.
org/10.1037/0021-9010.77.5.717

Burke M., Rapinski M., Dunlap E., & Davison H. (1996).
Do situational variables act as substantive causes of
relationships between individual difference variables?
Two large scale tests of common cause models. Personnel
Psychology, 49, 573-598. http:/ /dx.doi.
org/10.1111/j.1744-6570.1996.tb01585.x

Coelho E. J., Augusto M. G., Coelho A. F, & Sa P. M. (2010).
Climate perceptions and the customer orientation of
frontline service employees. The Service Industries Journal, 30,
1343-1357. http:/ /dx.doi.org/10.1080/02642060802613525

https://doi.org/10.1017/sjp.2014.4 Published online by Cambridge University Press

Cohen J., Cohen P, West S. G., & Aiken L. S. (2003). Applied
multiple regression/correlation analysis (3*4 Ed.). Mahwah, NJ:
Erlbaum.

Conger J. A., & Kanungo R. N. (1988). The empowerment
process: Integrating theory and practice. Academy of
Management Review, 13, 471-482. http:/ /dx.doi.
org/10.2307/258093

Dimitriades Z. S., & Maroudas T. (2007). Internal service
climate and psychological empowerment among public
employees: An exploratory study in Greece. Transforming
Government: People, Process, and Policy, 1, 377-400.
http://dx.doi.org/10.1108 /17506160710839196

Gracia E, Cifre E., & Grau R. (2010). Service quality: The key
role of service climate and service behavior of boundary
employee suits. Group & Organization Management, 35,
276-298. http:/ /dx.doi.org/10.1177/1059601110370783

Hartline M. D., & Ferrell O. C. (1996). The management
of customer-contact service employees: An empirical
investigation. Journal of Marketing, 60, 52-70. http:/ /dx.
doi.org/10.2307/1251901

Hoyle R. H., & Kenny D. A. (1999). Sample size, reliability,
and test of statistical mediation. In R. H. Hoyle (Ed.),
Statistical strategies for small sample research (pp. 195-222).
Thousand Oaks, CA: Sage Publications.

Lawler E. (1992). The ultimate advantage: Creating the high-
involvement organization. San Francisco, CA: Jossey-Bass.

Martinez-Tur V., Tordera N., Peiré J. M., & Potocnik K.
(2011). Linking service climate and disconfirmation of
expectations as predictors of customer satisfaction:

A cross-level study. Journal of Applied Social Psychology, 41,
1189-1213. http://dx.doi.
org/10.1111/§.1559-1816.2011.00753.x

Matthews R. A., Diaz W. M., & Cole S. G. (2003). The
organizational empowerment scale. Personnel Review,
32,297-318. http://dx.doi.org/10.1108/
00483480310467624

Mendoza M. L., Leén J. C., Orgambidez A., & Borrego Y.
(2009). Evidencias de validez de la Adaptacién Espafiola
de la Organizational Empowerment Scale [Validity
evidence of the Spanish adaptation of the Organizational
Empowerment Scale]. Revista de Psicologia del Trabajo y de
las Organizaciones, 25, 17-28. http:/ /dx.doi.org/10.4321/
51576-59622009000100003

Menon S. (2001). Employee empowerment: An integrative
psychological approach. Applied psychology, 50, 153-180.
http://dx.doi.org/10.1111/1464-0597.00052

Moliner C., Carrasco H., Martinez-Tur V., & Marzo J. C.
(2004). Diferencias en clima de servicio y conductas
extra-rol hacia el cliente: Una aproximacién contextual en
hoteles [Climate for service and extra-role customer
service differences: A contextual approach in hotels].
Revista de Psicologia Social Aplicada, 14, 73-85.

Parasuraman A., Zeithaml V. A., & Berry L. L. (1988).
Servqual: A multiple-item scale for measuring consumer
perceptions of service quality consumer perceptions of
service quality. Journal of Retailing, 64, 12—-40.

Peir6 J. M., Martinez-Tur V., & Ramos J. (1999). El triangulo
de la calidad de servicio: Una aproximacion psicosocial
[The service quality triangle: A psychological approach].
Papeles del Psicélogo, 74, 1-12.


http://dx.doi.org/10.1037/0022-3514.51.6.1173
http://dx.doi.org/10.1037/0021-9010.77.5.717
http://dx.doi.org/10.1037/0021-9010.77.5.717
http://dx.doi.org/10.1111/j.1744-6570.1996.tb01585.x
http://dx.doi.org/10.1111/j.1744-6570.1996.tb01585.x
http://dx.doi.org/10.1080/02642060802613525
http://dx.doi.org/10.2307/258093
http://dx.doi.org/10.2307/258093
http://dx.doi.org/10.1108/17506160710839196
http://dx.doi.org/10.1177/1059601110370783
http://dx.doi.org/10.2307/1251901
http://dx.doi.org/10.2307/1251901
http://dx.doi.org/10.1111/j.1559-1816.2011.00753.x
http://dx.doi.org/10.1111/j.1559-1816.2011.00753.x
http://dx.doi.org/10.1108/00483480310467624
http://dx.doi.org/10.1108/00483480310467624
http://dx.doi.org/10.4321/S1576-59622009000100003
http://dx.doi.org/10.4321/S1576-59622009000100003
http://dx.doi.org/10.1111/1464-0597.00052
https://doi.org/10.1017/sjp.2014.4

Peir6 J. M., Martinez-Tur V., & Ramos J. (2005). Employees’
overestimation of functional and relational service quality:
A gap analysis. Service Industries Journal, 25, 773-788.
http://dx.doi.org/10.1080/02642060500103324

Podsakoff P. M., MacKenzie S. B., Lee J. Y., & Podsakoff N. P.
(2003). Common method biases in behavioral research:

A critical review of the literature and recommended
remedies. Journal of applied psychology, 88, 879-903.
http:/ /dx.doi.org/10.1037/0021-9010.88.5.879

Podsakoff P. M., & Organ D. W. (1986). Self-reports in
organizational research: Problems and prospects. Journal
of management, 12, 531-544. http:/ /dx.doi.org/
10.1177/014920638601200408

Potocnik K., Tordera N., Martinez-Tur V., Peir6 J. M., &
Ramos J. (2011). Is service climate strength beneficial or
detrimental for service quality delivery? European Journal
of Work and Organizational Psychology, 20, 681-699.
http:/ /dx.doi.org/10.1080/1359432X.2010.496649

Preacher K. J., & Leonardelli G. J. (2003). Calculation for the
Sobel test: An interactive calculation tool for mediation
tests. Retrieved from http://quantpsy.org/sobel /sobel.htm

Quinn R. E., & Spreitzer G. M. (1997). The road to
empowerment: Seven questions every leader should
consider. Organizational Dynamics, 26, 37—-49. http:/ /dx.
doi.org/10.1016/50090-2616(97)90004-8

Rafiq M., & Ahmed P. K. (1998). A customer-oriented
framework for empowering service employees. Journal
of Services Marketing, 12, 379-396. http:/ /dx.doi.
org/10.1108/08876049810235423

Rust R. T., & Zahorik A. J. (1993). Customer satisfaction,
customer retention, and market share. Journal of retailing,
69, 193-215. http:/ /dx.doi.org/10.1016/0022-
4359(93)90003-2

Salanova M., Agut S., & Peiro J. M. (2005). Linking
organizational resources and work engagement to employee
performance and customer loyalty: The mediation of service
climate. Journal of Applied Psychology; Journal of Applied
Psychology, 90, 1217-1227. http:/ / dx.doi.org/10.1037/0021-
9010.90.6.1217

Séanchez-Hernindez R. M., Martinez-Tur V., Gonzalez-
Morales M. G., Ramos J., & Peir6 J. M. (2009). Un analisis
transnivel de las relaciones de la calidad de servicio y la
confirmacién de expectativas con la satisfaccion de los
usuarios [Cross level analysis of the relationships of the
service quality and confirmation of expectations with user
satisfaction]. Psicothema, 21, 421-426.

Séanchez-Hernindez R. M., Martinez-Tur V., Peir6 J. M., &
Ramos J. (2009). Testing a hierarchical and integrated
model of quality in the service sector: Functional,
relational, and tangible dimensions. Total Quality
Management & Business Excellence, 20, 1173-1188.
http://dx.doi.org/10.1080/14783360903247577

Schneider B. (1994). HRM-a service perspective: Towards a
customer-focused HRM. International Journal of Service
Industry Management, 5, 64-76. http:/ /dx.doi.org/10.1108/
09564239410051911

Schneider B., Ashworth S., Higgs A., & Carr L. (1996).
Design, validity, and use of strategically focused employee
attitude surveys. Personnel Psychology, 49, 695-705.
http:/ /dx.doi.org/10.1111/j.1744-6570.1996.tb01591.x

https://doi.org/10.1017/sjp.2014.4 Published online by Cambridge University Press

Service Climate and Organizational Empowerment 9

Schneider B., & Bowen D. E. (1985). Employee and customer
perceptions of service in banks: Replication and extension.
Journal of Applied Psychology, 70, 423-433. http:/ /dx.doi.
org/10.1037/0021-9010.70.3.423

Schneider B., Ehrhart M. G., Mayer D. M., Saltz J. L., &
Niles-Jolly K. (2005). Understanding organization-
customer links in service settings. The Academy of
Management Journal, 48, 1017-1032. http:/ /dx.doi.
org/10.5465/ AM].2005.19573107

Schneider B., Salvaggio A. N., & Subirats M. (2002).
Climate strength: A new direction for climate research.
Journal of Applied Psychology, 87,220-229. http:/ /dx.doi.
org/10.1037//0021-9010.87.2.220

Schneider B., & White S. S. (2004). Service quality: Research
perspective. Thousand Oaks, CA: Sage Publications.

Schneider B., White S. S., & Paul M. C. (1998). Linking
service climate and customer perceptions of service
quality: Test of a causal model. Journal of Applied
Psychology, 83, 150-163. http:/ /dx.doi.org/10.1037/0021-
9010.83.2.150

Siegall M., & Gardner S. (2000). Contextual factors of
psychological empowerment. Personnel Review, 29,
703-722. http:/ /dx.doi.org/10.1108/00483480010296474

Smith A. C., & Mouly V. S. (1998). Empowerment in New
Zealand firms: Insights from two cases. Empowerment in
Organizations: An International Journal, 6, 69-80. http://dx.
doi.org/10.1108/14634449810210814

Sobel M. E. (1982). Asymptotic confidence intervals for
indirect effects in structural equations models. In S. Leinhart
(Ed.), Sociological methodology (pp. 290-312). San Francisco,
CA: Jossey-Bass.

Sowinski D. R., Fortmann K. A., & Lezotte D. V. (2008).
Climate for service and the moderating effects of
climate strength on customer satisfaction, voluntary
turnover, and profitability. European Journal of Work and
Organizational Psychology, 17, 73-88. http:/ /dx.doi.
org/10.1080/13594320701473065

Sparks B. A., Bradley G. L., & Callan V. J. (1997). The
impact of staff empowerment and communication style on
customer evaluations: The special case of service failure.
Psychology & Marketing, 14, 475-493. http:/ /dx.doi.
org/10.1002/(SICI)1520-6793(199708)14:5<475:: AID-
MARB3>3.3.CO;2-C

Spreitzer G. M. (1995). Psychological empowerment in the
workplace: Dimensions, measurement, and validation.
Academy of Management Journal, 38, 1442-1465. http:/ /dx.
doi.org/10.2307 /256865

Storbacka K., Strandvik T., & Gronroos C. (1994). Managing
customer relationships for profit: The dynamics of
relationship quality. International journal of service industry
management, 5, 21-38. http:/ /dx.doi.
org/10.1108/09564239410074358

Thomas K. W., & Velthouse B. A. (1990). Cognitive elements
of empowerment: An interpretative model of intrinsic
task motivation. Academy of Management, 15, 666—-681.
http://dx.doi.org/10.2307 /258687

Tordera N., Gonzailez-Roma V., & Peir6 J. M. (2008). The
moderator effect of psychological climate on the
relationship between leader - member exchange (LMX)
quality and role overload. European Journal of Work and


http://dx.doi.org/10.1080/02642060500103324
http://dx.doi.org/10.1037/0021-9010.88.5.879
http://dx.doi.org/10.1177/014920638601200408
http://dx.doi.org/10.1177/014920638601200408
http://dx.doi.org/10.1080/1359432X.2010.496649
http://quantpsy.org/sobel/sobel.htm
http://dx.doi.org/10.1016/S0090-2616(97)90004-8
http://dx.doi.org/10.1016/S0090-2616(97)90004-8
http://dx.doi.org/10.1108/08876049810235423
http://dx.doi.org/10.1108/08876049810235423
http://dx.doi.org/10.1016/0022-4359(93)90003-2
http://dx.doi.org/10.1016/0022-4359(93)90003-2
http://dx.doi.org/10.1037/0021-9010.90.6.1217
http://dx.doi.org/10.1037/0021-9010.90.6.1217
http://dx.doi.org/10.1080/14783360903247577
http://dx.doi.org/10.1108/09564239410051911
http://dx.doi.org/10.1108/09564239410051911
http://dx.doi.org/10.1111/j.1744-6570.1996.tb01591.x
http://dx.doi.org/10.1037/0021-9010.70.3.423
http://dx.doi.org/10.1037/0021-9010.70.3.423
http://dx.doi.org/10.5465/AMJ.2005.19573107
http://dx.doi.org/10.5465/AMJ.2005.19573107
http://dx.doi.org/10.1037//0021-9010.87.2.220
http://dx.doi.org/10.1037//0021-9010.87.2.220
http://dx.doi.org/10.1037/0021-9010.83.2.150
http://dx.doi.org/10.1037/0021-9010.83.2.150
http://dx.doi.org/10.1108/00483480010296474
http://dx.doi.org/10.1108/14634449810210814
http://dx.doi.org/10.1108/14634449810210814
http://dx.doi.org/10.1080/13594320701473065
http://dx.doi.org/10.1080/13594320701473065
http://dx.doi.org/10.1002/(SICI)1520-6793(199708)14:5<475::AID-MAR3>3.3.CO;2-C
http://dx.doi.org/10.1002/(SICI)1520-6793(199708)14:5<475::AID-MAR3>3.3.CO;2-C
http://dx.doi.org/10.1002/(SICI)1520-6793(199708)14:5<475::AID-MAR3>3.3.CO;2-C
http://dx.doi.org/10.2307/256865
http://dx.doi.org/10.2307/256865
http://dx.doi.org/10.1108/09564239410074358
http://dx.doi.org/10.1108/09564239410074358
http://dx.doi.org/10.2307/258687
https://doi.org/10.1017/sjp.2014.4

10 M. I. Mendoza-Sierra et al.

Organizational Psychology, 17, 55-72. http:/ /dx.doi.
org/10.1080/13594320701392059

Wa K., & Lam W. (2011). The trade-off of servicing
empowerment on employees’ service performance:
Examining the underlying motivation and workload
mechanism. Journal of the Academy of Marketing Science, 39,
609-628. http:/ /dx.doi.org/10.1007 /s11747-011-0250-9

Wallace J. C., Johnson P. D., Mathe K., & Paul J. (2011).
Structural and psychological empowerment climates,
performance, and the moderating role of shared felt
accountability: A managerial perspective. Journal of
Applied Psychology, 96, 840-850. http:/ /dx.doi.
org/10.1037/a0022227

https://doi.org/10.1017/sjp.2014.4 Published online by Cambridge University Press

Wei E, Yuan X., & Di Y. (2010). Effects of transactional
leadership, psychological empowerment and empowerment
climate on creative performance of subordinates: A cross-
level study. Frontiers of Business Research in China, 4, 29-46.
http:/ /dx.doi.org/10.1007 /s11782-010-0002-6

Wilkinson A. (1998). Empowerment: Theory and practice.
Personnel Review, 27, 40-56. http:/ /dx.doi.org/10.1108/
00483489810368549

Yagil D., & Gal I. (2002). The role of organizational service
climate in generating control and empowerment among
workers and customers. Journal of Retailing and Consumer
Services, 9, 215-226. http:/ /dx.doi.org/10.1016 /S0969-
6989(01)00033-9


http://dx.doi.org/10.1080/13594320701392059
http://dx.doi.org/10.1080/13594320701392059
http://dx.doi.org/10.1007/s11747-011-0250-9
http://dx.doi.org/10.1037/a0022227
http://dx.doi.org/10.1037/a0022227
http://dx.doi.org/10.1007/s11782-010-0002-6
http://dx.doi.org/10.1108/00483489810368549
http://dx.doi.org/10.1108/00483489810368549
http://dx.doi.org/10.1016/S0969-6989(01)00033-9
http://dx.doi.org/10.1016/S0969-6989(01)00033-9
https://doi.org/10.1017/sjp.2014.4

