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ABSTRACT

This research investigates the concept of internal branding through a study of employees
in international branded hotels in Hainan, China. This study sheds light on their
perceptions of organisational culture and job satisfaction while engaged in an internal
branding strategy. Amid a lack of previous research this study contributes a solid
foundation for internal branding by arguing that the interaction between brand
knowledge, brand experience, and brand image form the basis of internal branding. In
order to successfully implement internal branding in international branded hotels in
Hainan, China, managers should consider the influence of organisational culture and the

potential consequences for job satisfaction.

This study develops hypotheses about relationships between internal branding,
organisational culture, brand knowledge, brand experience, brand image, and job
satisfaction. A total of 496 hotel front-line employees completed a survey and structural
equation modelling was used to analyse relationships between the discussed constructs.
Of the 11 hypotheses, eight were supported, two were partially supported, and one was
rejected. The results confirmed that internal branding consists of brand knowledge,
brand experience, and brand image. Organisational culture has a strong relationship with

internal branding, and internal branding is positively related to employee job satisfaction.

The results offer suggestions for practitioners to improve their human resource

approaches so that they are in line with their local employees’ perceptions of brand
II



knowledge and brand experience. The findings also offer valuable insight into the future
brand development of state-owned hotels. This study fills the identified research gaps
and recommends that future studies develop specific measurement scales for the

constructs to be used in service industries.

Keywords: internal branding, organisational culture, international branded hotels, SEM
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CHAPTER 1 INTRODUCTION

1.1 Background of Study

1.1.1 Overview of Hotel Development in China

China’s rapidly growing economy and forthcoming position as the world’s largest tourist
destination have made it the centre for Asian and even international hotel industry.
According to the statistics published by China National Tourism Administration (CNTA,
2000), a total of 10,481 hotels (all types) with 0.9 million rooms were operated in 2000.
In 2008, the total number of hotels has reached 14,099 with 1.59 million rooms running
for star-rated hotels only (CNTA, 2008). These figures show a rapid development of the
hotel industry in China. Nonetheless, this growing trend has been faded out in recent
years leaving only 11676 hotels (all types) still operating with approximately 1.47

million rooms (CNTA, 2011).

Domestic hotels, including state-owned and indigenous hotels, are providing what
consumers need, but only a few are focusing on branding (Prystay, 2003). Alternatively,
international hotel chains have competitive advantages in branding, marketing,
reservation systems, professional management, and human resources. Heung, Zhang,
and Jiang (2008, p.368) state that “with rapid economic growth, political and social
stability, and the abundant supply of human and natural resources, China has attracted
multinational hotels including the world’s top hotel chains.” The rapid expansion of
these chains into China is making the competition fiercer than ever. However, they have

been experiencing a variety of problems in China such as the inadequate legal system,
1



immature business environment, interference from local governments, and dependence
on personal relationships and networking (Pine & Qi 2004; Heung, Zhang & Jiang 2008).
Evidence indicates that there were merely 1.96% out of the total number of hotels
invested by foreign hotel management companies in 2011, comparing to 4% achieved
back in 2008 (CNTA, 2011; 2008). These issues have become the obstructions slowing
down the brand extension process of those management companies. Moreover, business
laws and regulations are hurdles to be overcome when international hotel operators seek

joint ventures in China (Kivela & Leung, 2005).

Although research has urged both state-owned and budget hotels to pursue brand
affiliation with international hotel operators (e.g. Cai, 2004), the aforementioned
difficulties have prevented it from happening. Despite the interruptions, there are still
investments seeking opportunities in China’s hotel industry with reasons like fast
growing economy, China becoming world’s top tourism destination, and so forth
(IFCHBD, 2009). The hotel industry as a rich source of investment has been making an
enormous development for hotel supplies in China. Unfortunately, this fad did not last
long as the economic downturn occurred in late 2008 causing a number of international
hotel brands postponed or even withdrawn their franchising investments (IFCHBD,
2009). However, the Chinese government has at this critical point offered incentives in
funding large scale infrastructure developments which have created new opportunities
for niche market like promoting resort hotels. As a real-life example such as promoting
Hainan as an international resort destination demonstrates, resort hotel development is

expected to achieve a giant leap for hotel suppliers as well as for the owners.



1.1.2 Hainan — International Tourism Destination by 2020

In the year of 2000, Hainan had approximately 34,400 hotel rooms and ranked 8th in the
top 10 regions with most operated numbers of hotel rooms (CNTA, 2000). Nonetheless,
Hainan was left out of the same ranking for star-rated hotel rooms in the year of 2008
(CNTA, 2008), which reveals a lack of competitiveness on the development of local
hotel sector comparing to other regions across China. Being the country’s only tropical
island, Little (2008) perceives that Hainan has become China’s leading resort destination
over the years. With 20.6 million tourist arrivals visited in 2008, 21% of them were
international visitors (Chen, 2010), the Chinese government has realised Hainan’s
potential for international tourism development. The State Council recently announced
national strategic plan to develop Hainan Island into a top international tourism

destination by 2020 (CNTA, 2010).

The primary goal of this strategic plan for Hainan is to develop an international first-
class recreation and holiday destination through the proposed spheres: visa-free entry for
foreigners, increased access for airlines, duty-free shopping, and possibly gambling for
attracting mainland Chinese tourists (ibid.). A public survey was conducted after the
released announcement showing that domestic tourists already intend to make regular
trips to Hainan for shopping and relaxation once the plan is realised (Wu, 2010). By
organising the first Boao International Tourism Forum in Sanya, the Hainan Tourism

Declaration 2010 was drafted and most importantly the Chinese government resolved to



develop tourism as a strategic pillar economy for the country (China.org.cn, 2010). More

opportunities will be generated for Hainan’s future destination development.

1.1.3 Resort Hotels in Hainan

Wei (2006, in Yang 2009) has noticed that a large number of resort hotels have been
spread across China in recent years. Comparing to other leisure activities, taking
holidays in resort hotels has become very popular in China (Yang, 2009). With a
significant tourism development taking place in southern parts of Hainan, more
international brands entered the local resort hotel market. By the end of 2009, 24 well-
known international hotel management groups have expanded in Sanya with 37 hotel
brands operating 48 hotels (Zhang, 2010). Among all, 25 of them are already opened
whilst 23 are under construction. Table 1-1 displays the released brands of international
hotel groups that have participated in the hotel sector in Hainan. Most of the hotel rooms
under development in the market are expected to meet a five-star international standard.
According to CNTA (2011), the occupancy rate of star-rated hotels in Hainan ranked
fifth (64.95%) in the whole country in 2011, with the third highest average room rate

(398.87 RMB/per night) charged in comparison with other regions.



Table 1-1 International Hotel Groups in Hainan by 2011.

International Hotel Groups
(No. of brands engaged)

Accor (2) Mandarin Oriental (1)
Banyan Tree (1) Marriott International
Carlson (2) )
IHG (2) MGM Grand (1)
Hilton (3) Shangri-La (1)
Jumeirah (1) Starwoods (4)
Kempinski (1) Wyndham (3)
Langham Hotels (1)

For international hotel brands to compete advantageously in this recently expanded
market, it is essential that the Chinese local workforce subscribe to their operation
systems. Concerns are raised from the fact that there is a general shortage of professional
and skillful hotel employees in China (Li, 2008). The number of employees working in
the hotel industry in Sanya (most popular tourist city) has reached around 28,000 people
by the end of year 2008 (““ [ [E R/ %] ,” 2010). Among these employees, only 9.04%
of them are graduates with Bachelor degrees or above; the proportion of High Diploma
graduates is about 13.78%; around 34.29% of them hold a high school or a vocational

school certificate; and the rest takes up 42.89% of the total number (““ [ FRjigiiF ] ,”

2010). In particular, Hainan is facing a serious issue of not able to recruit college
students and attracting hotel employees from other regions in China due to its
underdeveloped infrastructures and poor economic performance (Wang, 2010). Non-
managerial employees count 70.58% of the total hotel employees in Sanya; and 60%-70%
of these many people find their current career through job hopping from other hotels in

the same area (“ [ [E R/ ] ,” 2010). Statistics indicate that many hotels’ employee

turnover rate is between the range of 15% and 20%; and staff turnover mostly happens



among graduates from frontline positions (ibid.). On the other hand, middle managers
and senior managers are normally hired from other hotel chains or promoted and
transferred from other regions from the same hotel group. Thus, it would be a risky
situation for international branded hotels to operate in Hainan with a lack of talents, and

issues of managers and lower-level employees containing multiple hotel backgrounds.

Lacking talents and professionals may result difficulties for local employees to
understand the ethos of those international branded hotels. If many local employees have
working experiences with different hotel brands in the past, it would cost further trouble
to the hotels’ management when they promote their own brand values since the culture

differences may exist between Chinese employees and non-Chinese management.

1.1.4 Context of Study

There are two motives behind the selection of international branded hotels operating in
Hainan for this study. First, the design of a resort hotel is to meet visitors’ needs in
seeking relaxation and leisure. Therefore, different from business hotels, a resort hotel
offers entertaining and leisure activities/services to the largest extent to match tourists’
specific expectations. Consequently, more front-line employees will have a greater
chance to interact with the customers than those who work in business hotels.
Conducting this research on hotels in a resort destination would provide in-depth
information on employees’ perceptions of hotels’ branding process towards delivering

brand promise to customers. Second, with the promotion of Hainan as the international



tourism resort destination, more hotels are developed for capturing the growing
opportunities. An increasing number of domestic hotels have been aligned with
international branded hotel companies for management and operation purposes. In most
of the cases, these international branded hotel companies are managed by the Westerns.
Hence, their management style and operation system would be more westernised. Once
they bring out the westernised style and manner into a Chinese working environment, it
would have enormous culture involvement for both the top level managers and their

employees.

1.2 Proposed Theoretical Framework

1.2.1 Problem Statement

In recent years, the concept of internal branding has attracted popular attentions among
corporate giants such as Southwest Airlines (Miles & Mangold, 2005); and
simultaneously captured the interest of academics. This phenomenon can be explained
within most service related industries, especially the hotel industry. According to
Forgacs (2003), branded hotels tend to outperform non-branded hotels in most markets
in the long run. Successfully branded hotels take brand as their strategic weapon and
apply their resources to reinforce their brand advantages over their competitors
(Damonte, Rompf, Bahl & Domke, 1997). International branded hotels in particular are
highly dependent on their well-established corporate brands which are also seen as the

centrepiece of the overall strategy.



Since inseparability is one of the core characteristics of the hotel industry, each front-
line employee is producing service while the customer consumes (Lewis & Chambers,
2000). One of the impacts of this characteristic noted by Hartline, Maxham and McKee
(2000) is that, in brand-driven industries employees need to be able to adapt and respond
quickly to customers’ needs with respect to the brand values of their companies. In light
of this fact, it is vital to emphasise the role played by employees in developing the brand
during their interactions with customers since they act as brand representatives. It is also
believed that a strong hotel brand image can only be delivered to customers when
employees’ perceived values and actual behaviours are consistent with the brand’s
values (Burmann & Zeplin, 2005; Henkel et al., 2007; Ruekert, Walker & Roering,
1985). Hence, employees’ roles in building the brand and making the brand ‘come alive’

is seen as essential (Kimpakorn & Tocquer, 2009).

Subsequently, based on Miles and Mangold’s (2004) employee branding model; the
obtained strong brand image would have impacts on employees’ job satisfaction and
their performances as well as affecting customers’ satisfaction and customers’
preference for hotels. In order to verify these assumptions, the concept of internal

branding has been specifically examined in this study.

Problems however exist when considering internal branding. Punjaisri, Evanschitzky
and Wilson (2009) argue that internal branding could, to a certain extent, shape

employees’ behaviour due to the fact that employees understand the brand values and



they are committed to the brand promise. Nonetheless, “despite the importance of the
consistent delivery of the brand promise, service brands involving human interactions
pose the problem of unpredictability for the process of service branding” (Punjaisri,
Evanschitzky & Wilson, 2009, p.209). Yet, research interest in the area of internal
branding lies mainly on subjects such as the links between internal branding and
employees’ brand commitment (e.g. Burmann & Zeplin, 2005); employees’ brand
loyalty (e.g. Papasolomou & Vrontis, 2006); corporate culture impact (e.g. de
Chernatony & Segal-Horn, 2001; Hatch & Schultz, 2001; Wilson, 2001); and the
influence of internal branding on employees’ brand-supporting behaviours (e.g. Boone,
2000; de Chernatony & Cottam, 2006; de Chernatony & Segal-Horn, 2001). Limited

studies have explored human interactions associated with internal branding process.

By alluding to the less focused conception of human interaction, this study is
specifically aimed to focus on culture effects as one of the human interactions on
internal branding. Being one of the most influencing parts on people’s behaviour at work,
cultural factors can be produced through “historical processes [that] a society develops
certain attitudes to work and ways of working, and these are passed on to children in the
course of education and other kinds of socialisation” (Argyle, 1989, p.1). These other
kinds of socialisation indeed comprise organisational contexts such as organisational
culture which have been verified by Heaphy and Dutton (2008) for shaping employees’
attitudes and behaviours. Even though several literature examined the joint notions of
branding and culture in the past, most of them emphasised on customers’ perceptions

rather than on employees’ (e.g. Shao, Bao & Gray, 2004; Thompson, 2004). Moreover,
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studies draw much attention on corporate culture impacts (e.g. Flamholtz, 2001;
McDonald et al., 2001; Mosley, 2007) but overlooked the influences brought forth by
organisational culture (the emergent or practiced values and practices of employees at
work) on internal branding. It hence forms the groundwork for this study to carry out

and test the cultural impacts on internal branding process.

A poor fit between organisational culture and internal branding process would affect
employee job satisfaction. Taking the Shangri-La Hotel, Sydney as an example, their
management was shocked about how difficult it was for their service approach and
organisational culture developed within an Asian context to be transported to a new
social and cultural environment prior to the opening of the Sydney hotel (Heffernan &
Droulers, 2008). With a serious investment in training the local staff, senior managers
still experienced a stereotypical Australian way of service which was indicative of what
Heffernan and Droulers (2008) depicted as “the gulf in attitudes between the status quo
and the Shangri-La ideal” (p.301). Knowing what brand they are serving for and what
brand promises they are supposed to deliver to the hotel guests of Shangri-La Sydney
would not adjust the local employees’ attitudes to work and their ways of working based
on Argyle (1989). Heffeman and Droulers argue that the most obvious and important
focal point of such distinct attitudes was what the good service embodied within the
belief system. In other words, can the core values of Shangri-La brand which represent
true Asian hospitality be embedded in an egalitarian country such as Australia?
Schneider and Barsoux (2003) raise the challenge of inappropriate imposed human

resource policies which can direct to low morale if they are misfit to the local culture;
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and simultaneously cause unexpected behaviour when delivering brand messages and
promises. The referred low morale would potentially turn into low job satisfaction which
will result in further managerial problems like high employee turnover rate, poor service

performance, and most likely negative influence on word-of-mouth strategy.

1.2.2 Conceptual Framework
With the connections identified between internal branding, organisational culture and
job satisfaction, this study aims to examine the following proposed model in the context

of Hainan hotel industry (Figurel-1).

Internal Branding

Employees’
Brand
Image

Employees’
Job
Satisfaction

Figure 1-1 The Conceptual Framework.
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1.3 Research Objectives

For the purpose of understanding how internal branding plays an essential role in order
to assist employees delivering the brand, this research initiates its connection with
organisational culture, an element of interaction which may constitute unpredictable
obstacles for the branding process; as well as job satisfaction, an essential consequence
of internal branding implementation. This study fills the research gaps by investigating
the impacts organisational culture would have on internal branding; and assessing the
process from implementing internal branding to achieving employee job satisfaction
from the employees’ perspectives. Most importantly, an understanding of what elements
compose the idea of internal branding is greatly addressed. In particular, this research
necessitates the empirical evidence for some of the assumptions discussed by other

scholars in this field. The objectives of this research are:

e to explore the components and measurements of internal branding applied in the

international branded hotels;

e to explore the measurements of organisational culture applied in the international

branded hotels;

e to examine the relationship between organisational culture and internal branding;

e to examine the relationship between internal branding and employees’ job

satisfaction; and

e to examine if internal branding mediates the relationship between organisational

culture and employees’ job satisfaction.
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1.4 Key Concepts of Study

1.4.1 Internal branding

According to Khan (2009, p. 26), internal branding aims to ensure that “employees
transform espoused brand messages into brand reality for customers and other
stakeholders”. The internal branding process engages three dimensions: promoting the
brand values effectively to the employees (Ahmed & Rafiq, 2003; Bergstrom,
Blumenthal & Crothers, 2002); ensuring the brand messages are consistently
transformed by employees into reality so that brand promise reflect the customers’
expected brand experience (Boone, 2000); and applying the process at all organisational
levels to align management and their subordinates’ behaviour and values (Mahnert &
Torres, 2007). As this study intends to examine employees’ perception on their
recognition of the brands they work for, the second dimension of which the performance
of employees’ brand message delivery is excluded. The exclusion also includes the third

dimension—application of internal branding at all levels—since it concerns managerial

perception as well.

Three individual dimensions are deemed to be closely related to internal branding: brand
knowledge, brand experience, and brand image. Studies have found that internal
branding often fails in organisations for three major reasons which are employees’
insufficient brand knowledge (King & Grace, 2008); employees’ lack of brand

experience (Kimpakorn & Tocquer, 2009); and employees’ inadequate brand image
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(Miles & Mangold, 2004). This study has taken these three concepts into consideration
for understanding to what extent these concepts affect internal branding. After reviewing
the literature, it has been presumed that employees’ brand knowledge, employees’ brand
experience, and employees’ brand image form the foundation of internal branding

concept in this study.

1.4.2 Organisational culture

In Hofstede, Neuijen, Ohayv and Sanders’ (1990, p. 286) work, they confirm that there
is no consensus on how organisational culture is defined; rather, they suggest that most
scholars would agree on the characteristics of organisational culture construct. Based on
their views, organisational culture is “holistic, historically determined, related to
anthropological concepts, socially constructed, soft and difficult to change”. This is
supported by Wilson (2001) after reviewing a collection of different definitions on
organisational culture. He attempts to apply the elements observed to define

organisational culture as

the visible and less visible norms, values and behaviour that are
shared by a group of employees which shape the group’s sense of
what is acceptable and valid; these are generally slow to change
and new group members learn them through both an informal and

formal socialisation (p. 356).
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This study adopts the characteristics of organisational culture that is universally
recognised and hence Hofstede’s definition for the foundation of organisational culture

concept is used in this study.

1.4.3 Employee Job Satisfaction

Job satisfaction has been one of the most frequently studied subjects across disciplines
(Kim, Tavitiyaman & Kim, 2009). The commonly accepted definition refers to the
attitudes held by individuals about their jobs (O’Reilly, Chatman & Caldwell, 1991).
The academic definitions of job satisfaction can be divided into three categories: integral
definition (attitude toward environment), differential definition (attitude toward
differences between the received and the expected reward), and reference structure
theory (attitude toward the satisfaction intension of individual’s job position) (Robbins
& Judge, 2010). In this research, employees’ attitude which is influenced by their
interpretation of job characteristics, personal factors and job content is deemed to be
more relevant to the proposed framework. The reason is that employee job satisfaction
as affected by job positions is closely related to customer satisfaction due to the unique
nature of inseparability in the hospitality industry (Heskett, Jones, Loveman, Sasser Jr.
& Schlesinger, 1994). That means only when employees are satisfied with their jobs first,
and they can then ensure quality service performance and further enhance customers’
satisfaction with the service. Thus, reference structure theory satisfaction is adopted for

this study.
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1.5 Significance of Study

1.5.1 Theoretical Contribution

This study argues that the three dimensions (brand knowledge, brand experience and
brand image) form the concept of internal branding; the concept of internal branding is
empirically redefined. It embraces not only the concept of internal branding but also
culture in a broader perspective including organisational culture linking with internal
branding process. It explicitly addresses the extent to which employees perceive the
relationship between organisational cultural practices and the process of internal
branding, specifically examined in the context of Hainan’s international branded resort
hotels. Furthermore, this study provides empirical proof on verifying internal branding’s
impact on employee job satisfaction. Above all, internal branding concept is thoroughly

investigated.

1.5.2 Practical Contribution

By examining international hotel brands operated in Hainan’s resort hotel market, this
research will provide significant and empirical evidence to support the implementation
of effective internal branding programmes. In practice, the results of this study sheds
light on what can be improved to help international branded hotels reshape human
resources training approaches to be able to help internalise desired brand images into
Chinese local employees’ minds. As a result, it helps these branded hotels effectively
deliver their tailored brand promises to their local Chinese employees. At the same time,
their employees may experience satisfaction at work if positive brand image is obtained.

Moreover, the examined international branded hotels can be pioneer examples in light of
16



their experiences in internal branding strategy for the state-owned hotels operating in
Hainan and/or may be throughout China. This study offers a valuable insight for the
state-owned hotels in respect of their brand development position for competing with
their international counterparts. In addition, they can utilise internal branding in

association with their future expansion strategy.

Both theoretical and practical contributions help to fill in the gaps in the literature which

have not yet been discovered, or explored in depth.

1.6 Structure of Study

Chapter 2 explores the fundamental concepts of internal branding and its interlinked
components — brand knowledge, employer brand as experienced by employees and
brand image. A broad collection of literature is reviewed for determining research gaps
on the three major constructs (internal branding, organisational culture and employee job
satisfaction). Chapter 3 considers a synthesis of the identified key concepts. This chapter
points out the proposed vital connections between individual constructs and develops a
hypothesis for each connection. The conceptual framework is carefully analysed. The
most suitable methodology for this research is chosen and illustrated in Chapter 4 based
on the review and discussion in previous chapters. The process of conducting screen test,
pilot test and the main survey is explained. Chapter 5 interprets the findings produced
from exploratory factor analysis, and structural equation modelling. Discussions of the

results are followed in the same chapter of findings to compare and contrast the
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similarity and difference from previous studies; also to identify potential new

phenomenon. This study is concluded with an overview of the entire study approach and

ended with future research directions in chapter 6. Figure 1-2 illustrates the thesis

organisation of this study.

Introduction

Y

Literature Review

A 4

Conceptual Framework

l

Methodology

h J
Screen Test

Pilot Test

Main Survey

Findings and Discussion

A

Conclusion and Recommendation

Figure 1-2 Organisation of the Study.
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CHAPTER 2 LITERATURE REVIEW

2.1 Introduction

This chapter provides a comprehensive review of the literature for the major research
constructs of this study: internal branding, organisational culture, and job satisfaction.
This chapter identifies the research gaps in each construct and links these constructs

together for an integrated study.

2.2 Service Branding and Corporate Branding

The American Marketing Association (2011) defines brand as a name, term, design,
symbol, or any other feature where goods (tangible) and service (intangible) with unique
characteristics can be distinguished from the products of other sellers. A brand helps
companies stand out with their exclusive trademark. For service organisations,
marketing a brand of a service organisation requires that customers develop a brand
association with the actual service, instead of with any tangible goods (Goldstein,
Johnston, Duffy, & Rao, 2002). Hence, in service organisations, interactions between
customers and employees are critical in determining how customers experience the
brand (Harris, 2007). The delivery of the corporate brand often depends on employees
delivering the core values of the company to customers effectively (Punjaisri & Wilson,

2011).

Service staff is therefore seen as the embodiment of the corporate brand through their

behaviours that support a predetermined and common set of brand values (de
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Chernatony, 2002). Corporate branding is defined as a systematic planned process of
managing behaviour, communication, and symbolism in order to attain a favourable and
positive reputation for all stakeholders of an organisation (Einwiller & Will, 2002).
While trying to build corporate brands, corporations have increasingly emphasised the

issue of eliminating any ‘corporate dissonance’ —meaning alignment between what is

communicated to external and internal parties (Punjaisri & Wilson, 2011). Thus internal
branding activities may be as important as external branding activities in communicating
and delivering the brand promise and image to internal employees and external
customers. Furthermore, employees’ behaviour is seen as having a major influence on
how customers perceive the corporate brand, identity, and image (Hatch & Schultz, 2001;
Mitchell, 2002). Nonetheless, ensuring positive interactions between customers and
employees is rather challenging; it is sometimes difficult for employees to fulfil the
promises of the brand because human nature is variable and hard to control (Punjaisri,
Wilson, & Evanschitzky, 2008). As such, there is a vital need for a close alignment
between the employees and the organisations’ brand promises and values in order to
narrow the perceived communication and behaviour gaps between internal and external

parties (Punjaisri & Wilson, 2011).

Corporate branding requires organisation-wide practices and it has been frequently
investigated along with roles of corporate identity, corporate personality, values and
corporate culture, leadership, and internal branding, among others in the corporate
branding process (Melewar, Gotsi, & Andriopoulos, 2012). Studies have begun to
examine and explore individuals’ and groups’ expectations of corporate brands (e.g.

Aaker, Fournier, & Brasel, 2004; de Chernatony & Segal-Horn, 2003). Since
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understanding  how  individuals’—such as  employees, customers, and
managers —experience, interpret, and influence corporate brands is critical in managing

corporate brands, this study focuses on employees and factors that could motivate them
to ‘live the brand’. In this way, the concept of internal branding management has been
introduced to reduce the negative impacts caused by the sometimes negative and hard-
to-control human interactions and to help fitting employee behaviour into management’s

expectations.

2.3 Internal branding

2.3.1 Definition of Internal Branding

Although internal branding has not been studied for long, it has received much attention
from academia from both theoretical and practical perspectives. Definitions of internal
branding vary between different scholars and the diverse contexts they describe.
Nonetheless, the fundamental content within the developed theories shares a similar

basic understanding.

Punjaisri, Evanschitzky and Wilson (2009, p. 210) describe internal branding as “an
enabler of an organisation’s success in delivering the brand promise to meet customers’
brand expectations set by various communication activities”. Researchers argue that
internal branding is a creation of the internal marketing process; and it functions as a
means to align the internal marketing process with the brand (Punjaisri & Wilson, 2007).
This statement is supported by many scholars who have argued that the objectives of
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internal branding can be successfully achieved by implementing internal marketing as

the major instrument — coordination between human resources and internal

communication disciplines (e.g., Aurand, Gorchels, & Bishop, 2005; Mitchell, 2002).
The internal marketing mentioned here refers to a marketing-like approach to motivate,
satisfy, and integrate employees who are expected to implement corporate strategies to

satisfy customers, as defined by Rafiq and Ahmed (2000).

However, Khan (2009) believes that (1) internal marketing is not the only method
needed to ensure the delivery of brand promise to customers and (2) internal branding is
more than just communicating brand messages inside organisations. Additionally,
Machtiger (2004) has pointed out the pitfalls of internal branding; for example, relying
solely on internal communications can kill branding efforts. Miles and Mangold (2004, p.
68) assert that internal branding “goes beyond attaining customer satisfaction through
internal marketing”. This assertion is supported by Joshi’s (2007) study, which finds that
internal branding is an integration of all the organisational systems and business

processes —while remaining consistent with brand values—to create a distinct brand

image of each point of customer interaction. Thus, it not only requires input from
marketing personnel, but also from those in the human resources (Punjaisri & Wilson,
2011). With many organisations communicating their mission and long-term plans to
employees via effective human resource management, another study refers to internal
branding as the involvement of employees in the brand-building process that
communicates the brand qualities positively to all stakeholders (Ashraf, Khalid,

Magsood, Kaship, Ahmad, & Akber, 2011).
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Despite the argument over whether internal branding belongs to marketing or human
resources, studies have looked at the concept as a corporate strategy (Khan, 2009). For
instance, Ashraf et al. (2011) argue that internal branding is a set of strategic processes
that empowers employees to deliver the appropriate customer experience in a consistent
and reliable manner. Tosti and Stotz (2001) believe that the core aim of internal
branding is to align individual behaviours with the brand’s espoused values. Employees’
affiliation and ownership with the organisation are likely to make them more personally
involved in their routine work activities. This would be an advantage for organisations

over their competitors, particularly in the service industry.

Researchers have argued that internal branding requires a broader integrative framework
across marketing, management, and human resources (Ashraf et al., 2011). Once an
organisation integrates its internal branding framework to include human resource
management, operations, and marketing, the organisation gains a sustainable
competitive advantage (de Chernatony & Cottam, 2006). Although branding success can
be largely impacted through a wide variety of human resource plans, processes, and
actions, the literature has less often recognised the need for human resource management
to be more comprehensive in its role to support branding efforts (Ashraf et al., 2011).
Gotsi and Wilson (2001) point out that there has been limited research on the means by
which organisations can use to direct and encourage employees to live the brand.
Therefore, this study chooses to examine internal branding from human resource’s

perspective.
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To narrow the concept down into more specific notions, Khan (2009) notes that internal
branding plays a key role in ensuring that “employees transform espoused brand
messages into brand reality for customers and other stakeholders” (p. 26). Various
authors have also agreed that internal branding is about ensuring that employees
transform the brand promise into reality, which helps meet customers’ expectations
through the reflection of espoused brand values (Boone, 2000; de Chernatony & Cottam,
2006; Mahnert & Torres, 2007). Similarly, Miles and Mangold’s (2004) employee-

branding concept shares more or less similar principles—that is “the process by which

employees internalise the desired brand image and are motivated to project the image to
customers and other organisational constituents” (p. 68). The latter definition derives
from the authors’ concern that there is a need for employees to effectively internalise the
desired brand image before they can reflect it to others. They believe this brand
internalisation process occurs when employees receive messages that are converted from
the desired image from organisations’ internal systems; and when the messages are
consistent and credible, this process can enable employees to effectively deliver brand
promises that are intrinsic to the values of the brand (Miles & Mangold, 2005). In
contrast with Khan’s definition, Miles and Mangold clearly specify what the brand

messages encompass —that is, the desired brand image that the organisation wants its

employees to represent.
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Khan’s (2009) recent study has identified five basic brand principles as essential
components of the companies who possess a strong internal brand (Figure 2-1). Based
on these principles, together with aforementioned definitions, it can be argued that
internal branding is a process through which key brand messages are converted from
desired brand images and executed consistently through all communication channels
and all functions to employees, who then transform the espoused messages into brand
reality for customers. A study by Mahnert and Torres (2007) supports this definition.

Their study suggests that this process has three dimensions —a notion that many scholars

from different research areas endorse:

e promoting the brand values/images effectively to employees (Ahmed & Rafiq,
2003; Bergstrom, Blumenthal, & Crothers, 2002; Punjaisri, Evanschitzky, &

Wilson, 2009);

e ensuring the brand messages are consistently transformed by employees into
reality so that the brand promise reflects the customers’ expected brand

experience (Boone, 2000; Miles & Mangold, 2004); and

e applying the process at all organisational levels to align management and

employee behaviour and values (Khan, 2009; Mahnert & Torres, 2007).

25



e All communication channels reflect and deliver the brand messages.

e Consistent, prioritised internal branding messages reflect the company’s
brand image and promise to its customers and its employees.

e Key messages are planned and executed with as much attention to
frequency as company’s external communications.

e Internal branding approaches are carried across all functions and all
functions speak to employees with a unified voice.

e All vehicles have a strong internal brand identity and image — compelling
and easily identifiable to employees.

Figure 2-1 Principles of companies with a strong internal brand (adopted from Khan 2009).

By extracting similar notions from various definitions, this study develops an integrated
definition of internal branding, which helps establish a foundation of the concept of
internal branding. This study uses this incorporated definition as the basis for
understanding internal branding. The main focus is on the first dimension (promoting
brand values to employees) for the reason that little research has evidently demonstrated
the components of internal branding that are needed for delivering brand values to
employees. It is essential to understand what helps internal branding promoting brand
values to employees before examining the second stage of ensuring the brand values if
employees consistently transformed to the reality. Furthermore, as this study intends to
examine employees’ perception on their recognition of the brands they work for, the
second dimension of which the performance of employees’ brand message delivery is

excluded. The exclusion also includes the third dimension—application of internal
branding at all levels—since it concerns managerial perception as well. Therefore, this

study attempts to answer the question of how should hotels promote brand

values/images to their employees effectively.
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2.3.2 Research on Internal Branding

Prior studies on internal branding have focused on issues from the perspectives of both
managers/consultants and employees. From the perspective of managers/consultants,
some studies have investigated the influence of internal branding on employees’
attitudes and behaviours towards supporting the brand. For example, Boone (2002)
examines a case study of Ernst & Young to pioneer the argument of how important
internal branding is for having employees transform brand messages into reality. In
another industry setting, de Chernatony and Segal-Horn (2001) address employees’
crucial role in understanding the brand’s unique characteristics and also managers’ role
in aligning organisational culture with brand values. At a later stage, de Chernatony and
Cottam (2006) discern a need for managers to build synergy between the brand and
organisational culture to guide employees’ behaviour at point of service. Burmann and
Zeplin (2005) empirically demonstrate that employees’ brand commitment can be
evoked through an effective internal branding campaign because the campaign can
generate a shared understanding of the brand. Internal branding is not just related to
brand commitment; Papasolomou and Vrontis (2006) find that internal branding using
internal communications and training can motivate employees to deliver high-quality
customer service. More recently, King and Grace (2006) explore internal branding’s
impact on employees’ realisation of the desired brand-driven behaviours for achieving

organisational performance from a management perspective.
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Some researchers have looked at internal branding’s impact on organisations’ operations
and future success. For example, Aurand et al. (2005) have studied American firms and
stress that it is important to increase human resource involvement in internal branding
and marketing activities. Vallaster (2004) investigates the role of leadership in
facilitating internal brand building in a multicultural environment. Leadership has also
been studied as a catalyst for building internal branding leadership that has the power to
change the structural properties of an organisation (Vallaster & de Chernatony, 2005,

2006).

There are not many internal branding studies from the perspective of employees. Most
of the studies that have been studied from employees’ perspective have only been
conducted recently. For instance, Kimpakorn and Tocquer (2009) examine the factors
influencing employees’ commitment to a company’s brand by measuring the connection
between employees’ perceptions of the brand and their ability to support the brand. King
and Grace (2008) investigate the different effects internal branding initiatives have on an
organisation’s employees and on the organisation’s brand. One study finds that internal
branding positively influences employees’ brand loyalty (Papasolomou & Vrontis, 2006),

and another study finds that employees’ perceptions of work environment—their

relationships with peers and leaders, the level of perceived autonomy, and perceptions

towards payment and reward schemes—can limit the effectiveness of internal branding

(Punjaisri & Wilson, 2011).
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In one particular study, Punjaisri and Wilson (2007) point out that employees understand
their role in bringing the brand alive by delivering the brand promise to customers. They
confirm that internal branding should be carried out with collaboration among the
corporate functions of marketing, management, and human resource management. In
that way “if management can understand and orchestrate marketing and HR theories, it
is argued that employees will better accept and internalise the brand values and align
their attitudes and behaviour, accordingly” (Punjaisri & Wilson, 2007, p. 60). Based on
this assumption, they have developed a new measurement scale specifically for
employees’ perceptions of internal branding. Punjaisri, Evanschitzky, and Wilson (2009)
have measured internal branding through employees’ perceptions of orientations,
training, group meetings, and daily briefings using the newly developed measurement.
Their results have shown that internal branding has a positive impact on employees’

brand identification, brand commitment, brand loyalty, and brand performance.

This measurement of internal branding is more execution-oriented in that it taps into the
communications and meetings between managers, human resources, marketing, and
employees. It seems to be suitable to measure the execution of internal branding through
communication channels to employees across various organisation functions. However,
according to the understanding of internal branding set forth earlier in this current study,
Punjaisri and Wilson’s measurement matches the needs of third dimension of the
internal branding concept that is applying the process at all organisational levels to align
employees’ behaviour and values. It means that this measurement may be more

appropriate for examining the internal branding implementation via various
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communication means across the organisation; which is in contrast with the focus of this
study. For this reason, this study chooses not to adopt Punjaisri and Wilson’s

measurement scale.

In contrast to Punjaisri et al. (2009), Khan (2009) perceives internal branding as a
corporate strategy rather than a communication instrument. Since the interaction
between employees and customers determines the success of internal branding, it is vital
that employees not only understand the particular role they play in delivering the brand
promise, but also understand the overall brand’s promise of service. In order to make
this happens, “successful internal branding cannot be forced on employees because such
an exercise would render them powerless and organisationally peripheral in ‘forwarding
the message’ to the public” (Khan, 2009, p. 30). Furthermore, the brand values must be
authentic rather than superficial, and they should be driven towards a vision of the brand
that employees can believe in. Employees should not ‘pay lip service’ to internal
branding; instead they should advocate the brand vision (ibid.). In this sense, some
researchers argue that internal branding is a strategic weapon, helping employees to self-
actualise the brand values, rather than just a means for the organisation to communicate
internally. This argument implies that execution-oriented internal branding may not
guarantee successful results. Rather, the brand messages and images in employees’
minds must fit with the branding that management is pushing. How to actualise that
consonance is the question. This study attempts to move one step further from studying
an execution-oriented internal branding to studying a conception-oriented internal

branding. It strives to understand the concept of internal branding from ‘behind scenes’:
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its fundamental constituent elements, the connection between those elements, and their

level of impact on internal branding.

Although several scholars have attempted to design a conceptual model of the internal
branding process, it appears that these studies lack empirical evidence. For instance,
Miles and Mangold’s (2004) comprehensive model for understanding the internal
branding process encompasses received messages, influential factors on employees’
perceptions, development of brand image, and likely accrued consequences. More
examples can be found in Bergstrom et al.’s (2002) ‘5 Cs approach’ (clarity,
commitment, communications, culture, and compensation) and Mahnert and Torres’
(2007) consolidated internal branding framework (CIBF), which consists of three stages:
planning, executing, and evaluating. In addition to lacking empirical support, some of
the models try to use concepts that were too broad. Particular models such as Tosti and
Stotz’s (2001) blend of marketing expertise and performance technology generate a
seven-phase internal branding process. Other researchers create a holistic model of
internal branding involving three central levers for generating brand commitment and
four contextual factors for the evolution of brand commitment and brand citizenship
behaviour (Burmann & Zeplin, 2005). These models cover internal branding to a large
extent, and tackle issues from many different angles such as Tosti and Stotz’s (2001)
study involving brand values and practices, perceptions of leaders, middle managers,
and employees all together in one model. It would be difficult for these models to

thoroughly investigate the underlying concept of internal branding.
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Once the key dimensions of internal branding are fixed, it is best to examine each
dimension one by one, instead of including them all in a single study. Since this study
focuses on the first dimension (how to promote brand images to employees from the

perspective of employees), problems in this one sphere are examined.

2.3.3 Identified Problems of Internal Branding

A review of the existing literature on internal branding raises a few critical issues. First,
frontline employees can say that they know their essential role in brand delivery, but it
does not necessarily prove that they will fulfil their role in reality. Even if management
puts a lot of efforts into marketing the brand values inside organisation, it is not

guaranteed that employees will truly understand what is expected of them.

Second, some authors argue that employees’ understanding of the brand will be
“constantly reinforced and in harmony with their colleagues” once they are in an
environment with consistent brand messages (Punjaisri & Wilson, 2007, p. 67).
However, there is the possibility that employees do not always perceive brand messages
in the same way as management. Uncertainty exists when employees disagree with the
brand messages, when they do not correctly apprehend the underlying meaning of those

messages, or even when messages are badly mismatched (Mitchell, 2002).

Third, many studies have focused merely on the implementation of how to communicate

the brand messages to employees, such as conducting brand training and internal
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communication. Those studies have neglected the fundamental facets of what should be
included within the brand messages and how employees internalise those messages

without physically experiencing them.

Fourth, Punjaisri and Wilson (2007) suggest organisations use probation periods to
identify whether the employees’ values fit with the organisations’. They propose training
as a component of internal branding. This claim can be criticised for the possibility that
employees can fake their values in order to keep their job. In the case of this study, most
people in China choose to work in international branded hotels because those hotels
offer relatively high salaries and pensions (China Hotel, 2008). Therefore, in some
situations, it is unrealistic to consider only recruiting those employees who possess
values similar to the organisation. Training should not be seen as the only means of

ensuring employees’ factual understanding of the brand messages.

There are three main reasons that could cause internal branding programmes to fail:
employees’ brand knowledge (King & Grace, 2008), their experience with the brand
(Kimpakorn & Tocquer, 2009), and their internalised brand image (Miles & Mangold,

2004). These elements will be discussed separately in the following sections.

2.3.4 Employees’ Brand knowledge
One of the reasons for the failure of internal branding is that employees lack brand

knowledge. Brand knowledge from consumers’ perspective can be defined as “all the
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attributes, benefits, images, thoughts, feelings, attitudes, and experiences that become
associated to or evoked by the brand” (Keller, 2012, p. 187). Keller (1993, 2012) argues
that any descriptive and evaluative brand-related information can become meaningful
brand knowledge to consumers, and may directly or indirectly influence consumer-brand
relationship. Once the brand knowledge is stored in consumers’ memory, it may
influence how brand information is recalled and ultimately influence one’s behaviour
and brand related decisions. King (2010) believes that Keller’s notion of consumer brand
knowledge is equally relevant to the employee. That is, brand knowledge can influence
employees’ behaviour in the manner desired by the organisation. Thus, brand knowledge

becomes the key to employees when delivering the brand promise.

Research shows that brand knowledge plays a vital role in transforming brand image
into brand reality (e.g., Berry, 2000; Khan, 2009; Miles & Mangold, 2004). Yet, some
organisations still provide insufficient and inconsistent brand information to employees
(King & Grace, 2008). King and Grace’s (2008) argument emphasises employees’ need
for advanced knowledge to enable them to go beyond mere technical competency and
become motivated to deliver brand promise. The results from their study illustrate that
employees with low brand knowledge have lower job satisfaction and less ability to
successfully deliver service up to management’s expectations. Understanding brand
meaning and its value to consumers is seen as a prerequisite for brand messages to be
developed and delivered accordingly. In other words, “without such brand knowledge,

employees are unable to transform the brand vision into the brand reality” (King &
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Grace, 2008, p. 360). Hence, employees’ brand knowledge forms a major part of internal

branding.

Many studies in the past focused on customer-based brand equity. Brand knowledge was
only mentioned as a part of Keller’s (1993, 2003) theory that brand equity originates
from and is affected by brand knowledge (e.g., Cai, 2002; Hyun, 2009; Kim & Kim,
2005; Lee & Back, 2010; Thomas & Kohli, 2009). This type of brand equity theory (and
its conception of brand knowledge) has also received attention in the business-to-
business sector (e.g., Baumgarth & Schmidt, 2010; Mudambi, 2002). Yet, the majority
of scholars in this field overlooked the idea that shaping employees’ perceptions about

the organisation’s brand is just as important (Berry, 2000).

Few studies have included the concept of employees’ brand knowledge. Kimpakorn and
Tocquer (2009) have studied whether employees’ brand knowledge is a factor that
influences commitment to the brand. They suggest that the brand knowledge may be
comprised of three facets: “brand meaning; knowledge of customer needs and
expectations; and employee understanding of their responsibility to deliver the brand
promise” (p. 536). Others believe that brand values offer a framework for employees to
share a common understanding of the brand to ensure a smooth flow of internal
communication (de Chernatony, Cottam, & Segal-Horn, 2006; Thomson, de Chernatony,
Arganbright, & Khan, 1999). Khan (2009) argues that it is rather important for

employees to know the brand meaning, its provenance, the values associated with it, and
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the visual symbols representing it. The more brand-related information they learn, the
stronger devotion employees will have towards their companies. This is one of the many
significant benefits derived from using effective internal branding processes (King &

Grace, 2008, 2010).

As discussed, organisations cannot simply rely on their employees understanding their
role of delivering brand promise. “Whether they actually do it hinges on how well they
understand why they should” (Khan, 2009, p. 32). Nevertheless, Kimpakorn and
Tocquer’s (2009) empirical findings suggest that employees’ brand knowledge may not
necessarily affect employees’ brand commitment. As they concluded, understanding
brand values and meanings is not enough to make employees committing to the brand.
This argument acknowledges the idea that knowledge cannot be easily transferred into
action without employees experiencing the actual process. Therefore, employees’

experience with their employer’s brand should be just as crucial as brand knowledge.

2.3.5 Employees’ Brand Experience

Some organisations may sometimes find it difficult to get internal branding to meet their
expected goals, even with abundant information and support. This circumstance could be
explained with the argument that employees need substantial contact with the brand
values in their daily working environment. Kimpakorn and Tocquer (2009) agree with
this notion, arguing that only an integration of the brand knowledge and practicing that

knowledge at the points of service can guarantee the ‘true brand’.
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Brand experience concept has been studied from consumers’ perspective for years.
Brakus, Schmitt, and Zarantonello (2009, p. 53) define brand experience as “subjective,
internal consumer responses (sensations, feelings, and cognitions) and behavioural
responses evoked by brand related stimuli that are part of a brand’s design and identity,
packaging, communications, and environments”. In short terms, brand experiences are
sensations, feelings, cognitions, and behavioural responses evoked by brand-related
stimuli. Iglesias, Singh, and Batista-Foguet (2011) argue brand experience to be the
result of the encounter with the holistic brand formed in the mind of consumers. Since
brand experiences occur whenever there is a direct or indirect interaction with the brand

(Brakus et al., 2009), its definitions may also be applied to employees.

Employees’ brand experiences are essential in the internal branding process. King and
Grace (2008) emphasise that customers’ brand perceptions all come from their actual
experience with the brand, especially in service industries. Hence, service employees’
role to present the brand well when interacting with customers cannot be underestimated.
For that reason, it is necessary for organisations to create an environment in which
employees can truly embed the brand knowledge in their service behaviour. If these
employees do not appreciate or believe in the brand knowledge within their own work, it
is highly unlikely that they will transfer such knowledge into real actions at the point of
service (Miles & Mangold, 2004). When employees do not experience the brand in same
way it is promoted, they would not show as much respect to the brand as the
organisation expects. On the other hand, the more employees perceive that the brand

knowledge is realistic and consistent with human resource practices, the more honoured

37



employees would be to show their trust in the organisation by delivering promises to

customers.

Nonetheless, most studies have focused on brand experience from the perception of
customers (e.g., Berry, 2000; Mitchell, 2002), such as casino hotels in Macau (Zhang,
Dewald, & Neirynck, 2009); resort-hotel brands in Egypt (Ismail, Melewar, & Woodside,
2010); resort-hotel brands experienced by British guests (Ismail & Melewar, 2008).
Research has also looked at the brand experience of destination brands and experience-
centric strategies (Boo, Busser, & Baloglu, 2009; Voss, Roth, & Chase, 2008), and the
impact of brand experience on consumer satisfaction and loyalty (Brakus, Schmitt, &
Zarantonello, 2009). In contrast to much of the previous research, Vallaster and de
Chernatony (2005) remark on how important it is for managers to facilitate social
interaction (including verbal communication, showing commitment, living the brand,
and trusting employees) in the internal brand-building process. Zhang, Cai, and
Kavanaugh (2008) look into hotel manager’s understanding of the dimensions of

creating and building a customer’s hotel brand experience.

Very few prior studies have investigated the way that employees experience brands.
Mosley (2007) emphasises that internal branding should not be exaggerated with
marketing and communicating the brand promise; instead, the organisation should
reinforce a mechanism for translating that into employees’ everyday working experience.

Miles and Mangold (2004) manage to come up with a concept that is very similar to how
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the current study understands employees’ brand experience. They have proposed it as
the psychological contract that keeps the organisation and its employees making
promises to each other. “The expectations are based on messages employees receive
about the organisation beginning with the recruitment process and lasting throughout
their tenure with the firm” (Miles & Mangold, 2004, p. 79). This statement is
corroborated by Moroko and Uncles’s (2008) finding that employees monitor the
perceived promise and their brand experience at all times, looking for a tight alignment
between the two. At any point in the entire employment process, if the organisation does
not live up to what they have promised to their employees, the organisation has broken
this so-called psychological contract. Consequently, employees will be less enthusiastic
about communicating the desired brand messages to customers. At this point in their
discussion, Miles and Mangold (2004) argue that the psychological contract is

equivalent to employees’ brand experience.

Although consumer brand experience can be categorised into four dimensions: sensory,
affective, behavioural, and intellectual (Brakus et al., 2009), employees’ brand
experience is thought to be influenced by other elements which are the company
management style, human resource management practices, and cross-functional
coordination (King & Grace, 2008). This experience helps shape employees’ perception
of the brand, behaviour towards the brand, and brand commitment. With a consistent
brand knowledge and employees’ experience, employees should exhibit the desired

brand image, according to Miles and Mangold (2004).
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2.3.6 Employees’ Brand image

Generally speaking, brand image has been attracting much attention in the service
business world, including the study of destination image in the tourism industry
(Kneesel, Baloglu, & Millar, 2010; Prebensen, 2007; Qu, Kim, & Im, 2010; Tasci,
Gartner, & Cavusgil, 2007); airline service (Brodie, Whittome, & Brush, 2009); lodging
(Back, 2005; Han & Back, 2008; Kayaman & Arasli, 2007; Kwun & Oh, 2007; ), and e-

tourism (Chiang & Jang, 2007; Huang & Cai, 2009).

The majority of these studies emphasise consumers’ perception of the brand associations.
That perception, which is held in consumer memory, is described as brand image. Brand
image is thus the overall impression made on the minds of consumer about a brand (Xu,
Zhang, & Tang, 2011). Brand associations are categorised into three major groups:
attributes, benefits, and attitudes. Keller (1993) describes attributes to be descriptive
features of a product or service; benefits are the personal values that consumers attach to
the product or service attributes; and attitudes are referred to as consumers’ overall
evaluations of a brand. These types of brand associations make up the brand image and

can be used as the measurement instrument.

Most prior research in tourism and hospitality has focused on customers’ brand image of
a destination, a hotel brand, an airline company, etc. Not many of these studies
considered the notion that customers can obtain the brand image directly from

employees when employees reflect that desired image in their service behaviour. Miles
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and Mangold (2004) suggest that internal branding should consider creating and
instilling the desired brand images in employees’ minds in order to project them onto
customers. By combining Hsieh, Pan, and Setiono’s (2004) definition of brand image
with Low and Lamb’s (2000), it can be argued that employees who have a holistic brand
image are able to integrate what they have perceived mentally (knowledge) and
physically (experience) into one picture. This assumption has also been illustrated in de
Chernatony and Segal-Horn’s (2003) service branding model. As a foundation for Knox
and Freeman’s (2006) understanding of brand image, Ind (1990, p. 21) describes it as
“simply the picture that an audience has of an organisation through the accumulation of
all received messages”. Based on these definitions of brand image, this study considers
the concept of employees’ brand image as the picture that employees have of their
organisations through the accumulation of all mental and physical messages. Kimpakorn
and Tocquer (2009) have found evidence that this acquired brand image has a significant

influence on employees’ behaviour.

2.3.7 Summary of the Internal Branding Literature

Considering the fact that the concept of internal branding has only existed for less than
10 years, the theory around it has not yet been fully developed. This study focuses on the
literature on hotel industry employees’ perceptions. It is, however, not surprising to see
that there are few hospitality/hotel studies on employees’ perception of internal branding.
In fact, the few studies that did meet the prerequisite conditions have been published

recently and are not able to provide an adequate knowledge base for this study.

41



As an alternative option, internal branding can be understood from a wider range of

disciplines, yielding fundamental knowledge on internal branding. Table 2-1 illustrates a

list of reviewed literature on internal branding, brand knowledge, brand experience, and

brand image. Studies of each of the identified construct have been divided into different

categories for simple examination. By reviewing these pieces of work, it is evident to

conclude that very few studies have attempted to link brand knowledge, brand

experience, and brand image all together with internal branding. This is the research gap

that this study addresses, testing whether these three elements are, as hypothesised, the

chief constituents of the internal branding process.

Table 2-1 List of reviewed literature on internal branding and related concepts between 1999-

2011.

Concepts  Categories

Authors (Years)

Manager/Consultant’s

Aurand, Gorchels & Bishop (2005); Boone
(2002); Burmann & Zeplin (2005); de Chernatony
& Segal-Horn (2001); de Chernatony & Cottam
(2006); King & Grace (2006); Miles & Mangold
(2007); Papasolomou & Vrontis (2006); Vallaster
& de Chernatony (2005, 2006);

Kimpakorn & Tocquer (2009); King & Grace
(2008); Punjaisri, Evanschitzky, & Wilson (2009);
Punjaisri & Wilson (2007, 2011);

Bergstrom, Blumenthal, & Crothers (2002);
Burmann & Zeplin (2005); Mahnert & Torres
(2007); Miles & Mangold (2004); Punjaisri &
Wilson (2007); Tosti & Stotz (2001);

Cai (2002); Hyun (2009); Kim & Kim (2005); Lee
& Back (2010); Thomas & Kohli (2009);

Baumgarth & Schmidt (2010); Mudambi (2002);

Berry (2000); de Chernatony, Cottam, & Segal-
Horn (2006); Kimpakorn & Tocquer (2009);
Thomson, de Chernatony, Arganbright, & Khan
(1999);

Perspective
Internal
Branding  Employees’
Perspective
Internal Branding
Process
Customer-based Brand
Equity
Brand B2B sector
Knowledge
Employees’ Perception
Brand. Customers’ Perspective
Experience

Berry (2000); Boo, Busser, & Baloglu (2009);
Ismail & Melewar (2008); Ismail, Melewar, &
Woodside (2010); Mitchell (2002); Nralis,
Schmitt, & Zarantonello (2009); Voss, Roth, &
Chase (2008); Zhang, Dewald, & Neirynck
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(2009);

Managers’ Perspective Vallaster & de Chernatony (2005); Zhang, Cai, &

Kavanaugh (2008);
Employees’ Miles & Mangold (2004); Moroko & Uncles
Perspective (2008); Mosley (2007);

Back (2005); Brodie, Whittome, & Brush (2009);
Chiang & Jang (2007); Han & Back (2005);
Brand Tourism Sector Huang & Cai (2009); Kayaman & Arasli (2007);
Image Kneesel, Baloglu, & Millar (2010); Kwun & Oh
(2007); Prebensen (2007); Qu, Kim, & Im (2010);

Tasci, Gartner, & Cavusgil (2007);

2.4 Review of Studies on Culture

Culture is a highly complex term. It has long been a popular concept in academic
research, and it has been studied across many different fields. Kroeber and Kluckhohn
find a total of 164 definitions that had been developed by 1952 (Chen, Cheung, & Law,
2012). However, the lack of clarity among researchers on the different terms used to
describe culture has led some to focus their attention on how it is defined by different
disciplines. Definitions refer to various forms of culture, such as ideologies (beliefs,
basic assumptions, and shared core values) and observable cultural artefacts (norms and
practices). According to Groschl and Doherty (2000), not only has culture been
perceived in different forms, but the term itself has also been used with different
meanings in different disciplines. Pizam (1993) offers a hierarchy that describes existing
cultures from various levels of society. He believes that “culture exists everywhere and
everyone belongs to at least one” (Pizam, 1993, p. 206). For instance, culture can exist at
the national level (e.g. Chinese, Australian, or British), industrial level (e.g. banking, IT,

or hospitality and tourism), occupational level (e.g. lawyers, accountants, or researchers),
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corporate level (e.g. IBM, Disney, or Hilton), and organizational level (e.g.
organizational structure, managerial practices, or work attitudes). According to Groschl
and Doherty (2000), Pizam’s approach combines culture with levels of society to define
cultural boundaries. They perceive national culture as differentiated and based on the
physical boundaries of the nation state, whereas they see industrial, occupational,
corporate, and organizational cultures as the distinct patterns of behaviour of a social

unit.

The hospitality industry is particularly diverse and complex (Jones, 1999), because it is a
service industry that incorporates global business practices in a multicultural
environment (Sledge, Miles, & Coppage, 2008). In light of the growing mobility of the
global labour market and the internationalisation of business, organisations are
increasingly managing a workforce that has different values, attitudes, and behaviours
(Groschl & Doherty, 2000). These culturally diverse groups have a strong influence on
the way things are done in organisations such as hotels. Various studies have looked at
cultural effects in hotels from different disciplinary perspectives. Hui, Au, and Fock
(2004) examine the major moderating role of cross-cultural variations in management
practices from the perspective of hotel employees. Saunders, Altinay, and Riordan (2009)
test employees’ reactions towards the management of post-merger cultural integration at
the corporate level, and they emphasise the importance of human factors in a merger.
Teare (1993) explores the importance of revolutionizing hotel service culture to develop

services that meet different cultural needs.
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Cultural issues can be identified at various levels of this unique industry. At the
organizational level, people’s behaviour has become more vital to success because of the
continuous shift from delivering services to creating experiences for customers (Pizam,
1993). Thus, issues of cultural understanding inside organizations should be considered
whenever there are human interactions. At the national level, there are significant
structural differences (e.g. legal, financial, and economic) between the hospitality
industries of different countries (Jones, 1999). A country’s laws may determine the
ownership structure, size, and means of operation of its hotel businesses; its financial
systems may affect the availability of capital for investment; and the economic structure
affects the scope of different types of hotel firms. As a result, problems such as local
hotel owners’ lack of knowledge of hotel operations or a country’s restrained capability
to invest in hotels may arise when individual hotel groups apply managerial practices to
their operations in different countries. In an attempt to manage these emerging problems,

the concept of culture has increasingly become the subject of research in recent decades.

2.5 Organisational culture

2.5.1 Differences between National Culture and Organisational Culture

Culture is a difficult concept to understand and measure, especially since it can be
divided into many different types and presented at various levels. This study focuses on
organisational culture—rather than national culture—as the human interaction is
important for internal branding for three specific reasons. The first reason relates to the
limitation of studies on organisational culture and its impact on cross cultural alliances.

Research has shown that differences in national culture can disrupt collaboration and
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learning between partners (Sirmon & Lane, 2004). Since globalisation and rapid change
in global/social structure have spread across the world, there is no single unit that can
avoid facing this phenomenon in any shape or form. Nevertheless, cultural differences
are not limited to differences between nationalities, as Pothukuchi et al. suggested (2002,
cited in Avny & Anderson 2008). Most studies have failed to consider or specify the
influence of organisational cultural differences on the performance of international
alliances, perhaps overstating national cultural differences. Avny and Anderson (2008)
claim that significant differences in the organisations’ own internal culture exist among
organisations, even in the same country. Since less research has focused on
organisational culture in the perspective of cross cultural alliance, this study emphasises

it.

The second reason why this study does not include national culture is due to its
ambiguous values and sometimes misleading outward practices. This conclusion is made
by comparing the core components of national and organisational culture. Avny and
Anderson (2008) believe that “national culture relates primarily to deep-seated values”
(p. 134); whereas “organisational culture relates primarily to the shared beliefs in
organisational practices and processes” (Sirmon & Lane, 2004). Interestingly, Hofstede
(2001) believes that the two concepts are complementary, representing two different
levels of aggregation. “Organisational cultures distinguish organisations while holding
their national environments constant, whilst national cultures distinguish nations while
holding organisational contexts constant or at least as constant as possible” (p. 391). In

his study on the case of IBM, there exist great differences in national cultural values
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among IBM’s different national subsidiaries, even though all respondents were
employees in similar jobs. This implies that cultural differences at the national level are
big, but small in practices. From this study, it raises the concern that people sometimes
mistakenly refer to the superficial manifestations of practices (e.g., people dress the
same way, watch the same TV shows, and have the same leisure activities) as national
cultures, rather than “the deeper/underlying levels of values which determines the
meaning to people of their practices” (p. 393). That means the national cultural practices
(superficial manifestations) do not fully stand for the national cultural values (underlying

values).

Alternatively, the Institute for Research on Intercultural Cooperation (IRIC) project
compared values and practices at the organisational level, showing considerable
differences in practices but much smaller differences in values (comparing similar
people in different organisations; Hofstede, 2001). As Hofstede illustrated (Figure 2-2),
cultural differences reside mostly in values and less in practices when comparing
otherwise similar people at the national level, and this pattern is exactly reversed at the
organisational level. Hofstede argues that this can be explained by the different places of
socialisation (e.g. learning) of values and practices, which are listed on the right side of
Figure 2-2. According to this schema, people acquire values early in youth (e.g. from
family, neighbourhood, and school), and these basic values are programmed into
people’s minds by age of 10. That means that the older people grow, the less their values

will change.
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In contrast, organisational practices are learned through socialisation at the workplace at
a time when most people have “the bulk of their values firmly in place” (Hofstede, 2001,
p- 394). What make organisations different are their cultural practices. This is the third
reason why this study focuses on organisational culture instead of national culture:
because it compares different organisational cultures in a particular nation, rather than

comparing the differences for one organisation across various countries.

Level Differences Place of socialisation
Nation Family

Values
Social Class
Occupation School
Industry Practices

Figure 2-2 The balance of values versus practices at the national, occupational and
organisational levels (adopted from Hofstede, 2001).

2.5.2 Differences between Corporate Culture and Organisational Culture

In theory, both organisational and corporate culture share similar principles and overlap
in the literature most of the time (e.g., de Chernatony & Drury, 2008). However,
differences still exist because researchers interpret culture within organisations

differently in three ways.
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First, the majority of authors follow Schein’s (1984) theory on the three levels of
organisational culture in an organisation. Schein believes that, at the visible level, there
exist artefacts (i.e., the visible behaviour patterns, physical and social environment,
written literature, and spoken language; Barley, 1983; Manning, 1979) and at the deeper
(less visible) level there exist the espoused values and the further level of basic
assumptions (Schein, 2004). Corporate culture most likely exists at the visible and less
visible level, which would automatically encourage new employees to follow their
fellow employees (Kotter & Heskett, 1992) by seeing, hearing, and feeling what is
happening around them (Schein, 2004). At the deepest level in an organisation,
organisational culture signifies the shared assumption that relates to a group’s sense of
what ‘ought’ to be (Wilson, 2001), and it does not necessarily have to be applied to the

whole organisation (Kotter & Heskett, 1992).

Second, corporate culture is formed by management (founders and leaders) promoting
certain beliefs and values and urging employees to learn and assimilate these beliefs and
values at a less visible level in the organisation (Schein, 2004). These values are also
considered espoused values because they “may be out of line with what employees will
actually do in circumstances where those values should be operating” (Wilson, 2001, p.
356). Alternatively, the basic assumptions of organisational culture are formed from the
solutions to problems that organisation face over and over again. McGregor (cited in
Schein, 2004, p. 33) claims that “if people are treated consistently in terms of certain
basic assumptions, they come eventually to behave according to those assumptions in

order to make their world stable and predictable”.
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Third, corporate culture is amenable to change because it is driven in part by
management (Redman & Wilkinson, 2009). However, “organisational culture tends to
refer to a naturally occurring phenomenon which all organisations possess” (ibid., p.
243). To Pizam (1993), this basic assumption is the essence of organisational culture
because organisational cultures are taken for granted and operate unconsciously,
reflecting human nature and reality (Schein, 2004), persisting over time even when
group membership changes (Wilson, 2001). Therefore the underlying assumptions of
organisational culture are more than simply strategic priorities and goals, as corporate

culture envisions them.

Previous research has suggested that corporate culture may affect the internal branding
process (e.g., Flamholtz, 2001; McDonald et al., 2001; Mosley, 2007). In addition,
because it would be inappropriate to simply look at the manifest level of culture in an
organisation (corporate culture), this study tests whether organisational culture as a

human factor affects the internal branding process.

2.5.3 Definition of Organisational Culture
Organisational culture became a fad cross the globe in the 1980s and early 1990s
(Ogbonna & Harris, 2002). It has taken some decades for researchers to approach a

universal and congruent definition. Even though academia has shifted its focus to more
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incremental questions—such as how organisational culture affects other functions within

an organisation—there is still no agreement on what organisational culture really is.

Among all attempted definitions, Deal and Kennedy (1982) describe organisational
culture as the way things are done in an organisation. Peters and Waterman (1982)
believe that organisational culture is made up of symbolic means such as stories, myths,
and legends that are displayed as a dominant and coherent set of shared values. In

Schein’s (1983, p. 2) view, organisational culture is

a pattern of basic assumptions which a given group has invented,
discovered, or developed in learning to cope with its problems of
external adaptation and internal integration, which have worked
well enough to be considered valid, and therefore, to be taught to
new members as the correct way to perceive, think, and feel in

relation to those problems.

Although Schein (1985) proposes different levels of organisational culture (visible, less
visible, and invisible; Figure 2-3) and argues that culture should only relate to the
invisible level (Dwyer, Teal, & Kemp, 1998), he only uses visible evidence to describe
different cultures (as pointed out in Wilson, 2001). Organisational culture according to
Wilson (2001, p. 356) is “the visible and less visible norms, values and behaviour that
are shared by a group of employees which shape the group’s sense of what is acceptable

and valid”.
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Basic Assumptions

The deepest level of culture

Figure 2-3 Levels of culture and their interaction (adopted from Schein, 2004).

Hofstede (2001) defines organisational culture as the “collective programming of the
mind that distinguishes the members of one organisation from another” (p. 393). He
points out that while there is no consensus on the definition of organisational culture,
there are some commonly mentioned characteristics that most scholars would agree with
(e.g., Guldenmund, 2000). Those features are: holistic, historically influenced, related to
anthropological concepts, socially constructed, soft, and relatively stable (difficult to

change).

2.5.4 Dimensions of Organisational Culture
With such a broad definition of organisational culture, researchers have come up with

many varieties of dimensions to portray what organisational culture really is. For the

52



three levels of culture in an organisation, the ‘artefacts’ and ‘basic assumptions’ have

been typically studied using qualitative methods, while the ‘values and norms’ (the

intermediate level of organisational culture according to Schein’s culture levels) have

usually been measured using quantitative approaches (Delobbe, Haccoun, &

Vandenberghe, 2002). Table 2-2 exhibits some dimensions and instruments that can be

used to identify organisational culture quantitatively. Among different authors, these

dimensions and instruments can be put into two categories: ‘value’ and ‘practice’.

Table 2-2 Identified Dimensions and Instruments for Measuring Organisational Culture.

Publication*

Dimensions and Instruments

Allen & Dyer
(1980)

The Norms Diagnostic Index:

Example —

It’s a norm around here:

1. to maintain the progress that is made

2. for people to regularly plan their work goals and review progress

3. for new people to be properly oriented and trained to the job

4. for leader to take time to follow up on the job they’ve assigned to
people

5. for organizational policies and procedures to be helpful, well
understood, and up-to-date

Ashkanasy,
Broadfoot, &
Falkus (2000)

The Organizational Culture Profile Dimensions (with total 47 items):
. Leadership

. Structure

. Innovation

. Job performance

. Planning

. Communication

. Environment

. Humanistic workplace

. Development of the individual
10. Socialization and entry

O 0 1N DN K W —

Cooke &
Lafferty (1987)

Organisational Culture Inventory (OCI; total of 96 items):
- Constructive Cultural Styles

Achievement

Self-actualizing

Humanistic-Encouraging

Affiliative

- Aggressive/Defensive Cultural Styles

Oppositional

Power
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Competitive

Perfectionistic

- Passive/Defensive Cultural Styles
Approval

Conventional

Dependent

Avoidance

Dorfman &
Howell (1988)

Harrison &
Stokes (1992)

Individualism (IND)

e.g., Group welfare is more important than individual rewards;
Masculinity (MAS)

e.g., Meetings are usually run more effectively when they are chaired by
a man;

Power Distance (PD)

e.g., Managers should make most decisions without consulting
subordinates;

Uncertainty Avoidance (UA)

e.g., It is important to have job requirements and instructions spelled out
in detail so that employees always know what they are expected to do;
Organizational Culture Scale

Example —

1. Members of the organization are expected to give first priority to

a. meeting the needs and demands of their supervisors and other high-
level people in the organization

b. carrying out the duties of their own jobs; staying within the policies
and procedures related to their jobs

c. meeting the challenges of the task, finding a better way to do things

d. cooperating with the people with whom they work, to solve work and
personal problems

Hofstede (2001)

Individualism (IND)

Masculinity (MAS)

Power Distance (PD)

Uncertainty Avoidance

Long-Short Term Orientation — namely Confucian Work Dynamism

Hofstede,
Neuijen,
Ohayv et al.
(1990)

Organizational Cultural Value Scale
Need for Security

Work Centrality

Need for Authority

Organizational Practices Scale
Process-Oriented vs. Results-Oriented
Employee-Oriented vs. Job-Oriented
Parochial vs. Professional

Open System vs. Closed System
Loose Control vs. Tight Control
Normative vs. Pragmatic

O'Reilly,
Chatman, &

Organizational Culture Profile
1. Innovation: stability, innovation, experimenting, risk taking, careful,
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Caldwell (1991)

rule orientated, security, highly organized

2. Attention to detail: analytical, attention to detail, precise

3. Outcome orientation: calm, achievement oriented, demanding, high
expectations, results oriented

4. Aggressiveness: opportunities, aggressive, socially responsible,

competitive

5. Supportiveness: shares information, supportive, praises performance,
long hours

6. Emphasis on rewards: professional growth, high pay for performance,
fitting in

7. Team orientation: autonomy, team oriented, collaboration
8. Decisiveness: predictability, decisiveness, low conflict

Robert & Wasti  Organizational Culture Scale
(2002) Org. Individualism

Org. Collectivism
Sarros, Gray, Organizational Culture Profile
Densten, & Performance Orientation
Cooper (2005)  Social Responsibility

Supportiveness

Emphasis on Rewards

Stability

Competitiveness

Innovation
Srite & Masculinity/Femininity
Karahanna Individualism/Collectivism
(2006) Power Distance

Uncertainty Avoidance
Vitell, Paolillo, Individualism
& Thomas Confucian Work Dynamic
(2003) Masculinity

Power Distance
Uncertainty Avoidance

Note: i) * In alphabetical order; ii) Source: Taras (2009).

Researchers who emphasise the importance of values argue that shared beliefs, values,

and attitudes guide how group members interact and how they approach work in their

organisations (Allen & Dyer, 1980; Hofstede, Neuijen, Ohayv, & Sanders, 1990;

O'Reilly, Chatman, & Caldwell, 1991; Sarros, Gray, Densten, & Cooper, 2005). Some

other researchers who concentrate on values as the core elements of organisational
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culture have used the dimensions of culture with national influences, which are
individualism vs. collectivism, masculinity vs. femininity, power distance, uncertainty
avoidance, and long-short term orientation (Confucian work dynamism; Dorfman &
Howell, 1988; Hofstede, 2001; Robert & Wasti, 2002; Srite & Karahanna, 2006; Vitell,

Paolillo, & Thomas, 2003).

In contrast, Ashkanasy, Broadfoot, and Falkus (2000) derive 10 new dimensions to
represent the major dimensions of patterns of behaviour and practices identified in the
organisational culture literature. Others focus on the structure of behavioural norms,
which are also known as day-to-day practices (Hofstede et al., 1990) using all sorts of
scales (e.g., Cooke & Lafferty, 1987; Harrison & Stokes, 1992; Hofstede, Neuijen,

Ohayv & Sanders,1990).

Comparing beliefs and values, organisations have more differences in practices than in
values. They could mean that values are not directly exposed to employees; rather they
are expressed partially through organisational practices (Delobbe, Haccoun, &
Vandenberghe, 2002; Hofstede, 2001; van den Berg & Wilderom, 2004). What Hofstede
(2001) observes as the core feature of organisational culture (‘the practice’) is believed
as ‘basic assumptions’ by Schein (2004). The difference lies in that Schein views ‘the
practice’ as the artefact and espoused value, and are less acknowledged. Hofstede (op.
cit., p. 394) argues that “the values of founders and key leaders undoubtedly shape

organisational cultures, but the way these cultures affect ordinary members is through
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shared practices”. On the other hand, Schein (op. cit.) hesitates to count patterns of
behaviour (practices) as expressions of culture because seen artefacts, heard artefacts,
and espoused values are not always true expressions of culture. As a result, scholars
have been engaged in major debates around these two significant ideas. This study takes
Hofstede’s research as its basis that the employees’ shared perceptions of daily practices

are the core of an organisation’s organisational culture.

2.5.5 Organisational Culture and Branding
Since little research has taken the initiative to explore the interaction between
organisational culture and internal branding, it is best to start by understanding current

scholarly opinion on how organisational culture is connected with branding.

Kotter and Heskett (1992) stress that an appropriate organisational culture that changes
when customers change greatly supports a service brand’s success. This refers to the
importance of an alignment between the organisational cultural values and the values of
the service brand. In de Chernatony and Cottam’s (2008) study, respondents
acknowledge the fact that value inconsistency does exist inside organisations and has
consequently caused some conflicts—for example, inappropriate brand behaviour. In
other words, it would be a fantasy for employees to live the brand unless they have a

supportive organisational culture that runs across the organisation (Schultz, 2003).

There has been little evidence of a direct connection between organisational culture and
corporate brand performance. The link is discussed by de Chernatony and Cottam (2006),
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Papasolomou and Vrontis (2006), and Hankinson and Hankinson (1999). de Chernatony
and Cottam (2006) argue that organisational culture can only positively affect brand
performance when employees’ values are aligned with the brand’s. Otherwise, if there is
a discrepancy between the two, employees may experience confusion and tension. This

scenario would result in inconsistent employee behaviour when delivering the brand.

It appears that most of the attention on the role of organisational culture in corporate
brand management has been on cultural alignment. In particular, Gotsi, Andriopoulos,
and Wilson (2008) investigate cultural alignment issues in the case of corporate re-
branding. Along with others (e.g., Hatch & Schultz, 2003; Muzellec & Lambkin, 2006),
they confirm that the organisational culture—more specifically the values and practices
embedded in employees’ conscious and behaviour—does not often echo the espoused
values of the brand. They claim that this is an essential cause of re-branding failure. If
consensus cannot be established between organisational culture and new brand values
within an organisation, it can be assumed that similar issues would occur when
organisations operate well-established brands in a foreign country. In this scenario, it is
the employees who must change in order to bring about a different organisational culture.
It may be necessary for employees to accept and embed the brand values into their

attitudes and behaviour norms.
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2.5.6 Organisational Culture Studies in the Hotel Industry

The hotel industry is very diverse and complex (Jones, 1999) because it is a service
business in a multicultural environment that incorporates global business practices
(Sledge, Miles, & Coppage, 2008). As a consequence, there can be cultural issues at
various levels. At the organisational level, the continual shift from delivering services
towards creating experiences for customers has made people’s behaviour in
organisations more vital to success (Pizam, 1993). Thus, the matters of cultural
understanding inside organisations should be strongly considered whenever human

interaction occurs.

There have not been many studies on organisational culture in the hotel industry. It
seems that only in the mid-90s did organisational culture begin to attract the attention of
scholars. Table 2-3 lists some of the reviewed work, which is grouped into five subject
areas for easy reference. Quite a few studies may not appear to be about organisational
culture, but they were retained in the table because they, to some extent, aligned cultural
elements with the broad dimensions of organisational culture. Under these dimensions,
there were papers addressing marketing culture (e.g., Karatepe, Avci, & Tekinkus, 2005),
yield culture (e.g., Jones & Hamilton, 1992), team culture (e.g., Hu, Horng, & Sun,
2009), quality culture (e.g., Heymann, 1992), learning and knowledge-sharing culture
(e.g., Kumar, Kumar, & de Grosbois, 2008; Yang, 2010), and macro-culture (e.g.,

O’Neill, Beauvais, & Scholl, 2004).
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Table 2-3 Summary of literature on organisational culture in the hotel industry.

Subject Area  Author/Year Major Concepts/Variables
Administration Brownell and Communication, service quality, and organisational
and Strategy Jameson (1996) culture;

Hemmington and Outsourcing relationships, organisational culture,

King (2000) brand compatibility, operational tension, and
evaluation and control;

Cameron (2001) Occupational culture, grid-group analysis, and
chefs;

Kemp and Dwyer Organisational culture, strategy, organisational

(2001) performance, and hotels;

Brownell (2003) Managerial communication, applied research,
organisational culture, and organisational
performance;

O'Neill et al. (2004)  Organisational culture, macro-culture, strategic
issues, and lodging industry;

Yang (2007) Collaboration, knowledge sharing, leadership roles,
and organisational culture;

Bellou and Organisational culture, employee behaviour, and

Andronikidis (2009)  customer services quality;

Sinclair and Sinslair ~ Project management, hotel operations,

(2009) organisational change, and service orientation;

Yang (2010) Knowledge sharing, leadership, and organisational
learning.

HRM Watson and Cultural change and human resource management;

D’ Annunzio-Green

(1996)

Deery and Shaw Organisational culture, employee turnover, and

(1997) hotel industry;

Deery and Shaw Organisational culture, employee turnover, and

(1999) turnover culture;

Maxwell and Steele ~ Organisational culture, commitment, hotel

(2003) managers;

Chiang and Jang Psychological empowerment, trust, leadership,

(2008) organisational culture, job satisfaction, and
organisational commitment;

Moncarz et al. (2009) Employee turnover and retention.

Marketing Davidson (2003) Organisational climate, culture and service quality

Karatepe et al. Marketing culture and frontline employees.

(2005)

Operation Heymann (1992) Quality management model and hospitality
enterprises;

Partlow (1996) Total quality management and human resources

practices;
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Lee-Ross and Johns  Yield management and SMEs;
(1997)
Pallet et al. (2003) Quality management and hotel corporate culture.

Research and Jones and Hamilton  Yield management and yield culture;
Development (1992)
Kumar et al. (2008)  Technological capability, innovation, and tourism;
Hu et al. (2009) Knowledge sharing, team culture, and service
innovation performance.

In the strategy and administration field, Hemmington and King (2000) have noted the
importance of matching organisational cultures to the cultures in close operational
proximity of the hotel. In addition, Sinclair and Sinclair (2009) believe that
incorporating a mix of service and project management cultures into a service-oriented
hotel operation would improve hotel efficiency. Particularly, Yang (2007) explores
organisational culture and its effect on knowledge sharing from the perspective of
employees. Organisational culture also plays a significant role in employees’
understanding of service concepts (Brownell & Jameson, 1996) through verbal
communication (Brownell, 2003). Kemp and Dwyer (2001) use the example of The
Regent Hotel (Sydney) to demonstrate that organisational culture is a driver of strategy
that influenced employees’ behaviour and eventually increased organisational

performance.

The connection between human resources management and organisational culture in
hotels has received less attention. The research areas fall into employee turnover (Deery
& Shaw, 1997, 1999; Moncarz, Zhao, & Kay, 2009), commitment (Chiang & Jang, 2008;

Maxwell & Steele, 2003), and HRM operation (Watson & D’Annunzio-Green, 1996).
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Similarly, few studies have been done on the impact organisational culture may have on
hotel operations; instead, most studies have focused on quality management (Heymann,
1992; Parllet, Taylor, & Jayawardena, 2003; Partlow, 1996). Surprisingly, Davidson
(2003) and Karatepe et al. (2005) have been the only researchers to make significant

statements about organisational culture on marketing concept in this specific industry.

The strong coverage of organisational culture in the field of strategy implies how
important it is to organisations’ success. The review suggests that organisational culture
is seen as a significant factor affecting organisations’ strategy formation. Moreover, it
also plays a crucial role in terms of ensuring that an organisation’s culture is consistent

and compatible with its strategy which will allow it to achieve its goals.

2.5.7 Existing Problems in Organisational Culture in Hotels
By reviewing previous work on organisational culture and its connection to internal
branding in hotels, there appear to be several issues that have only been sparsely

investigated by researchers.

“At the organisational level, differentiated subcultures may co-exist in harmony, conflict
or indifference to each other”, as Wilson (2001, p. 357) argued. From the prior research,
subcultures can be related to different levels of organisational status, and inconsistencies
can be covered from management’s rhetorical declarations of harmony. A mixture of

sub-cultural differences within an organisation can create conflicts, ambiguities, and
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inconsistencies in many different ways and these results would eventually lead to
dysfunction in the organisation. This is a universal problem for most companies, and yet
little research has considered it (Wilson, 2001). In this sense, the hotel industry would

have to take this matter seriously because of the unique nature of its business.

The human factor—the fact that people are heterogeneous—is one of the crucial
problems that service organisations face (Khan, 2009). At any service point, customers
are interacting with different service providers who may have very different attitudes
and behaviours. These service providers are responsible for fulfilling the brand promise
consistently to keep the desired image in the customer’s mind (Vallaster & de
Chernatony, 2005). The situation could get worse when the organisation’s culture is not
the only influencing factor on employees’ beliefs, values, and patterns of behaviour.
Subconscious subcultures may intimately affect employees’ consciousness and
behaviour. Therefore, internal branding should be addressed at ensuring that employees

behave as they are expected—to deliver the brand promise (Punjaisri & Wilson, 2007).

There is another potential type of problem with organisational culture: communication
channels. Since espoused values can be sent via formal and informal channels, it is
difficult to maintain consistency between messages sent from informal channel and
those stated from formal channel (Miles & Mangold, 2004). Discrepancy between
messages confuses employees’ understanding of the values and patterns of behaviours.

Furthermore, the discrepancy may make them feel that the organisation lacks integrity.
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As a consequence, they may act in a way that is inconsistent with the stated expectations.
This implies the possibility that organisational culture can affect employees’ delivery of

the brand promise, whether directly or not.

2.6 Job Satisfaction

2.6.1 Definition of Job Satisfaction

Job satisfaction has been an important concept in the study of organisation and
organisational behaviour since the 1930s, and it continues to be one of the most studied
topics in this field (Agho, Mueller, & Price, 1993). The definition of job satisfaction

varies among researchers from various viewpoints (Table 2-4).

Table 2-4 A list of selected definitions of job satisfaction.

Author and Year Definition of Job Satisfaction | Type
Arnett, Laverie, & Mclane (2002); An employees’ general Integral
Bai, Brewer, Sammons, & Swerdlow | affective response toward his Definition
(2006); O’Reilly, Chatman, & or her job.

Caldwell (1991).

Karatepe, Uludag, Menevis, A pleasurable or positive Differential

Hadzimehmedagic, & Baddar (2006); | emotional state resulting from | Definition

Kim, Tavitiyaman, & Kim (2009); the appraisal of one’s job or

Silva (2006); Yang (2010). job experience.

Chang & Lee (2007); Tsai (2008). Employees’ working attitude Reference
and behaviour are referred to Structure
as the objective characteristics | Theory
of their jobs and organisations
instead of their subjective
sensibility.

Chang and Lee (2007) summarise the mix of definitions and categorise them into three
types: integral definition, differential definition, and reference structure theory. They are

also known as overall satisfaction, expectation discrepancy, and frame of reference
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respectively (Tsai, 2008). The integral definition focuses on employees’ job attitude
toward their work environment with a particular attention on the mental changes. For
example, employees who receive a productive result after working hard will feel more
joy, which may lead to higher satisfaction (Robbins & Judge, 2006). The differential
definition emphasises job satisfaction based on “the difference between the actually
deserved reward and the expected reward from employees” (Change & Lee, 2007, p.
159). In other words, employees will have low satisfaction when the discrepancy is high.
Nonetheless, some researchers have pointed out that it is difficult to measure the
discrepancy between employees’ received and expected reward because that discrepancy
is always subjective. Reference structure theory describes a phenomenon where
employee job satisfaction is generated from interpreting and comparing job
characteristics depending on factors like job content, personal factors, and job-related

facets.

Job satisfaction seems to have an essential influence on employee behaviour (Arnett et
al., 2002). Especially in the service industry, customer satisfaction largely depends on
employee job satisfaction because their attitude directly affects the quality of services
they provide (Gu & Siu, 2009). Many industry practitioners support this argument. For
example, Rush (2007, p. 31) points out that “it’s nearly impossible to forge emotional
connections with customers if your own employees don’t feel emotionally engaged with
you, their employer”. Therefore, the current study examines job satisfaction from
employees’ general attitude towards their job and from different areas of the job. These

areas may include managerial style, career advancement, job content, direct supervisor,
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salary, job environment, and colleague (Tsai, 2008). Many past studies have used
reference structure theory as the definition of job satisfaction (e.g., Back, Lee, & Abbott,

2011; Chang & Lee, 2007; Tsai, 2008).

2.6.2 Overview of Studies on Job Satisfaction

Previous studies on job satisfaction can be generally divided into three perspectives:
antecedents of job satisfaction, consequences of job satisfaction, and the effect of
employees’ ‘temperament’ on job satisfaction (Yang, 2010). Temperament offers a

better explanation of why the impacts that job satisfaction differ among people.

As an outcome of organisational conditions, job satisfaction is positively affected by
internal service quality (i.e., training, communication, and benefits; Bai et al., 2006; Lam
& Zhang, 2003; Lee, Nam, Park, & Lee, 2006). On the negative side, job stress may lead
to job dissatisfaction, which in turn lowers customer service quality (Gu & Siu, 2009).
Other drivers that can be used to predict job satisfaction are pre-employment
expectations, perceived job characteristics, leadership considerations, and age
(demonstrated by Williams & Hazer, 1986; cited in Yang, 2010). In particular, salary
has received a lot of attention over many years of studies of job satisfaction. Ghiselli,
LaLopa, and Bai (2001) notice that employees’ satisfaction intent to increase when their

salary increases.
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Subsequently, job satisfaction has been found to be an antecedent of organisational
commitment, and the two are significantly related to one another (Back et al., 2010; Lo
& Lam, 2002; Silva, 2006; Yang, 2010). At the same time, job satisfaction impacts
employee absenteeism and turnover, as discovered by early empirical studies (e.g.,
Ghiselli et al., 2001). Many studies conclude that highly satisfied employees are less
likely to seek new employment (e.g., Yang, 2010). Furthermore, research has also
identified job satisfaction as a source of employee organisational citizenship behaviour
(Gonzalez & Garazo, 2006). These relationships between job satisfaction and other
concepts have received constant attention over the years, and its relation with job
performance has initiated some controversial debates. While some researchers have
found a strong relationship between job performance and job satisfaction (Hoffman &
Ingram, 1992; Karl & Peluchette, 2006), others have found a weak relationship

(Iaffaldano & Muchinsky, 1985).

The third perspective of job satisfaction deals with the effect of employees’ individual
traits. Examples include self-efficacy (Back et al., 2010; Karatepe et al., 2006) and self-

esteem (Arnett et al., 2002; Back et al., 2010).

Based on the literature reviewed, it is argued that no previous research has discussed the
link between job satisfaction and internal branding from any perspective. Therefore, in

order to fill this research gap, this study focuses on job satisfaction as an outcome of the
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internal branding. If employees have positive internal branding or associated brand

image, they are likely to be satisfied with their jobs.

2.6.3 Job Satisfaction in the Hotel Industry

Job satisfaction is fundamental in the hotel industry because it is closely related to
customer satisfaction and loyalty. This is because of the hotel industry’s unique
inseparability of customers and employees (Back et al., 2010). Since hotel employees
play an important role in developing relationships with customers, employee job
satisfaction has become a main concern for hotels (Arnett et al., 2002). Empirical
research across various sectors of the hospitality industry has demonstrated how poor
job satisfaction can result in managerial problems, such as turnover, absenteeism, poor

work, and poor performance.

Sparrowe (1994) finds that turnover intention decreased when hospitality employee job
satisfaction increased. This phenomenon has been confirmed by many other studies from
the perspective of managers (e.g., Li & Tse, 1998) and employees (e.g., Lam, Zhang, &
Baum, 2001). In their casino hotel case study, Arnett et al. (2002) suggest that both job
satisfaction and pride significantly influence employee behaviour. Karatepe et al. (2006)
test the relationship between individual characteristics, employee performance, and job
satisfaction. Their results suggest that competitiveness, self-efficacy, and effort were
positively related to hotel front-line employees’ performance and job satisfaction.

Similarly, Spinelli and Canavos (2000) look at the relation between employee job
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satisfaction and customer satisfaction from a chain hotel, and Kim et al. (2009) examine
the effect of management service initiatives (i.e. organisational support, rewards,
empowerment, and training) on job satisfaction in Thai hotels. Frye and Mont (2007)
investigate the impact of hotel size and service type on both employee and general
manager job satisfaction. Yang (2010) has chosen to explore the effects of four
antecedents (i.e., role conflict, burnout, socialisation, and work autonomy) on job
satisfaction, as well as the relationship between job satisfaction, affective commitment,
and employee turnover intentions in international hotels in Taiwan. The results show
significant contribution of job satisfaction to organisational effectiveness such as lower
employee turnover intentions. Despite the fact that very few studies have probed the
impact internal branding may have on job satisfaction, it is worthwhile to examine this
research gap in the hotel industry—an industry characterised by competitiveness and

diversity.

2.6.4 Measurements of Job Satisfaction

Most studies of job satisfaction use the Minnesota Satisfaction Questionnaire (MSQ),
the Job Descriptive Index (JDI), the Jobs Satisfaction Survey (JSS), or the Faces Scale.
Each can work for diverse purposes and can be used in various circumstances. For
example, Chang and Lee (2007) use the MSQ to identify their job satisfaction
dimensions, and they further separate employee job satisfaction into the external and
internal satisfaction scales proposed by Chen (2002) for follow-up investigation. Liao,
Hu, and Chung (2009) use a revised version of the JDI and only have used three

dimensions (i.e. work, salary, and promotion). These three dimensions appeare to be
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reasonably reliable, with Cronbach’s alphas above .70 for all three dimensions. There

are also other measurement scales that have been tested many times in previous studies.

Back et al. (2010) use the three items below to measure job satisfaction and claimed that

this measurement is reliable because it is consistent with previous studies (e.g., Arnett et

al, 2002).

- [ am satisfied with my job;

- I am satisfied with the career path within the company;

- I am happy with what I am doing with the current job.

Gonzalez and Garazo (2006) use the scale developed by Hackam and Oldham (1975),

which is an overall measure of employee job satisfaction. Example items include:

- Generally speaking, I am satisfied with this job;

- [ frequently think of quitting this job;

- I am generally satisfied with the kind of work I do.

Many studies (e.g., Gounaris, 2008; Karatepe et al., 2006) have used the measurement
scale developed by Hartline and Ferrell (1996). It considers eight facets of the overall

job, and all measures are shown to be valid and reliable.
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- Your overall job

- Your fellow workers

- Your supervisor(s)

- Your organisation’s policies

- The support provided by your organisation

- Your salaries or wages

- Your opportunities for advancement with this organisation

- Your organisation’s customers

Gu and Siu (2009) have asked the following questions in their survey to investigate

casino employees’ job satisfaction.

- How satisfied are you with your casino?

- How satisfied are you with your salary and benefits?

- How often do you receive support, encouragement, guidance and help from your

superiors and co-workers?

- How sufficient is the job training provided by your casino?

- How do you feel about job-related stress?

- How do you intend to transfer to another casino?
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- How do you intend to quit working in the casino industry?

The job satisfaction scale used by Kim et al. (2009) has been developed by Lucas,
Babakus, and Ingram (1990, cited in Kim et al., 2009). The scale considers both intrinsic

(e.g., sense of pride) and extrinsic (e.g., benefits) factors.

- Given the work I do, I feel that I am paid fairly;

- The benefits provided by the hotel are not satisfactory;

- [ feel a sense of pride and accomplishment as a result of the work I do;

- I like the type of work I am doing very much.

Zhou, Li, Zhou, and Su (2008) measure job satisfaction based on the scale developed by
Wood, Chonko, and Hunt (1986, cited in Zhou et al., 2008) because it is consistent with

the focus of their study.

- Salary level;

- The level of importance that my supervisor places on me;

- Opportunity for promotion;

- The degree of fairness with which my supervisor treats me;

- Sense of job accomplishment.
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Based on the review of existing scales of job satisfaction, this study uses Hartline and
Ferrell’s (1996) items for measuring employee job satisfaction. The reason is that this
instrument has been commonly used in the hotel industry with a relatively high

reliability and validity demonstrated in empirical studies.

2.6.5 Job Satisfaction and Internal Branding

According to Back et al. (2010, p. 1), “unlike most service industries, the manner in
which the hospitality employee provides the service is as important as the service itself
in determining the customer’s overall enjoyment of the product or ‘experience’ being
purchased”. Importantly, this manner can be significantly influenced by internal
marketing (Gounaris, 2008). Hartline and Ferrell (1996) find that empowerment within
the internal marketing framework can increase employee job satisfaction. This supports

the argument that internal marketing affects employee job satisfaction.

Based on the discussion on the connection between internal marketing and internal
branding, it can be argued that internal branding has an equivalent impact on employee
job satisfaction. In addition, Khan (2009) states that employee satisfaction is as
important as other possible consequences that internal branding may lead to. Miles and
Mangold (2004) also count job satisfaction as a consequence of the internal branding
process. Nevertheless, no study has empirically tested their relationship. In this sense,

this study will be the first attempt to assess their connection with statistical evidence.
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2.7 Chapter Summary

This chapter thoroughly reviewed the components of internal branding, organisational
culture, and job satisfaction, which help provide a solid theoretical foundation for the
conceptual model and hypothesised relationships among these key constructs. The
findings of the literature review are beneficial in that they revealed three research gaps

for this study.

e Brand knowledge, brand experience, and brand image are the principal

dimensions forming the internal branding process;

e Organisational culture has an effect on the internal branding process;

e Employees can be more satisfied with their job when they are working with a

positive brand image.

These research gaps enabled the author to design a specific model that fit the research

purposes of this study.
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CHAPTER 3 CONCEPTUAL FRAMEWORK

3.1 Introduction

This chapter consists of two sections. The first discusses the hypotheses deduced from a
thorough study of previous literature. Further explanation of how major constructs are
linked is provided. The second discusses the theoretical framework designed on these
hypotheses. The theoretical framework is developed to reveal the connections that link

those hypotheses.

3.2 Hypotheses

3.2.1 Elements within Internal Branding

As described in the literature review, theory holds that when brand knowledge and brand
experience are coherent with brand image, the fundamental conditions have been met to
build a strong brand. From this point onward, it is assumed that brand knowledge, brand
experience, and brand image form the basic concept of internal branding. In other words,
they are the principal elements that enable internal branding to accomplish its goals of
having employees deliver the brand promise to customers. This idea is argued to be true
based on some authors’ existing work, which has separately studied these three

constructs. Their work is discussed as follows.

Brand knowledge is crucial before employees dealing with customers so that they can

transform the exact desired messages to real life situations (Kimpakorn & Tocquer, 2009;
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King & Grace, 2008). Khan’s (2009) theory has pointed out the importance of brand
knowledge in light of its overall contribution to employees’ understanding of desired
message delivery; and further to the entire internal branding strategy. This highlights a
crucial role that comprehensive brand knowledge plays in the internal branding strategy.
It 1s not enough for employees to just understand what brand values are; they need to
fully embody them in their daily work environment (Khan, 2009; Miles & Mangold,
2004). This implies that employees’ experience of the brand promise is as important as
their brand knowledge, which has implications for organisations to considering internal
branding. In this process, brand knowledge and brand experience help employees form
their perceptions of their employer’s brand; however, there is doubt as to whether they
will bring what they know and experience into reality. The final behaviour depends on
the brand image in their minds from the reflection of their received knowledge and
experiences (Miles & Mangold, 2004). Without such an image inside employee’s minds,
they will not perform as desired, even if they completely accept the brand knowledge
and they are well experienced with that knowledge in their day-to-day work life. As
discussed in Chapter 2 section 2.2.6, there is evidence that employees’ brand image is
formed through the accumulation of all received mental (brand knowledge) and physical
(brand experience) messages (Hsieh et al., 2004; Ind, 1990; Lamb, 2000). Since the core
objective of internal branding in this study’s focus is to promote brand images
effectively to employees, it is clear that brand knowledge, brand experience, and brand

image are prerequisite elements for achieving internal branding. As such, hypothesis 1:

HI: Internal branding’s measurements are related to brand knowledge, brand

experience, and brand image.
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The hospitality and management literature has very few studies connecting brand
knowledge, experience, and image with the concept of internal branding. Between brand
knowledge and brand experience, Cobb-Walgren, Ruble, and Donthu (1995) suggest that
consumers often get their brand knowledge from personal experience with the brand.
From employees’ perspective, one study emphasises the integration of a firm’s brand
message and employees’ general work activities (Ashraf et al., 2011). With limited
research found, this study attempts to explore the relationship between brand knowledge

and brand experience.

The marketing field has extensive studies exploring brand knowledge and brand image.
Most of those studies emphasise the relationships among the three constructs based on
customers’ perceptions. Keller (1993, 2001, 2003) believes that brand knowledge and
image are two important factors in building customers’ memories of the brand. Both
brand knowledge and brand image are established via brand associations in customers’
minds, and these brand associations can be developed directly from a customer’s own
experiences with the brand (Keller, 2001). Moreover, Yoo, Donthu, and Lee (2000)
adopt Keller’s (1993) brand knowledge theory and argue that brand knowledge forms a
specific brand image with strong associations. It is evident that brand knowledge and

brand image are related.
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Brakus et al. (2009) argue that brand experience is distinct from brand image, which
imply heterogeneous between the two constructs. Malik, Naeem, and Nasir’s (2011)
study indicate a positive relationship between consumers’ service experience and the
brand image developed. Padgett and Allen (1997) propose a study on customers’ service
brand experience and its role in understanding the service brand image. Furthermore, Xu
et al. (2011) test the relationship between the four dimensions of brand experience
(sensory experience, affective experience, behavioural experience, and intellectual
experience) and brand image, with a positive result. Hence, marketing research supports
the idea that consumers perceive relationships between brand experience and brand

image. This study tests this relationship from employees’ perspective.

Although a couple of the authors have noted the significant role internal branding plays
in the hotel industry (Kimpakorn & Tocquer, 2009; Punjaisri & Wilson, 2007; Punjaisri
et al., 2009), none has considered internal branding as a strategic matter and thus little
has asked about what strategies organisations should take towards internal branding.
Since previous work has highlighted the concept of internal branding in the practical
sense, it focuses more on the cognitive level and has not developed the underlying
theoretical foundation. To clarify what components the internal branding should evaluate
and to confirm its theoretical foundation using data from employees, this study

developed the following hypotheses:

HI-1: Employees’ brand knowledge has a positive relationship with their brand

experience.

78



HI-2: Employees’ brand knowledge has a positive relationship with their brand image.

HI-3: Employees’ brand experience has a positive relationship with their brand image.

3.2.2 Organisational Culture and Internal Branding

Hofstede’s (2001) dimensions are considered as the measurement of organisational
cultural practices. They are commonly adopted as process-oriented (Process), employee-
oriented (Employee), professional, close system (Close), and internal in the service
industry. Although they have been used in many management studies, the research
contexts are mostly developed in the Western countries. For instance, one study
evaluates American employees’ perceptions of the actual practices at the organisational
level (Chow, Harrison, McKinnon, & Wu, 2002); another study looks at organisational
practices effects on role stress processes in the U.S. (Singh, Verbeke, & Rhoads, 1996);
@gaard (2006) uses revised Hofstede’s dimensions in Norwegian hotels testing the
application of organisational cultural practices in the hotel industry and also its
relationship with job outcomes. However, would Chinese employees perceive
organisational cultural practices the same way as Western employees remains the
question. Therefore, this study attempts to verify the components of organisational

cultural practices in the context of China’ hotel industry. Hypothesis 5 is developed as:

H2: Organisational cultural practices’ measurements are related to Process,

Professional, Employee, Close, and Internal.
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If organisational culture can have a powerful impact on organisation’s management,
operation system, and ability to enact strategies (Pizam, 1993), it is reasonable to think
that organisational culture would affect the internal branding. Despite limited research is
found to directly link the concepts of organisational culture and internal branding,
Kimpakorn and Tocquer (2009) mention the impact that organisational culture has on
employees’ perception of employer brand. In their study, employer brand is explained
through the practice of internal marketing together with other elements. Since internal
branding is derived from the concept of internal marketing, it can be argued that
organisational culture also has an impact on internal branding according to the indirect
relations interpreted. Furthermore, Wilson (2001) finds that organisational culture is
indeed one of the key factors influencing corporate marketing activities in service
organisations. This has been demonstrated in many other fields: if corporate branding
strategies or practices are incongruent with organisational culture (espoused values or
practices), these strategies will quite often fail (de Chernatony & Cottam, 2006; de
Chernatony & Segal-Horn, 2001; Harris & de Chernatony, 2001; Pizam, 1993). These
studies all demonstrate a relationship between organisational culture and corporate
branding which could indirectly link organisational culture to internal branding. The
reasons are twofold: 1) internal branding is deemed as one of the practices of corporate
branding; 2) “without an appropriate and supportive organisational culture, there is little
chance of employees ‘living the brand’” (de Chernatony & Cottam, 2008, p. 15). In
another word, for reason one if organisational culture influences corporate branding, it
also affects internal branding. For the second reason, if organisational culture can impact
employees from living the brand for which internal branding strives, it is evident to

argue that organisational culture also affect internal branding.
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Failure is particularly likely if the organisational culture does not often reflect brand
knowledge, specifically the espoused brand values (Gotsi, Andriopoulos, & Wilson,
2008). Their argument lies in the alignment of organisational culture and brand values
indicating a strong connection between the two notions. Because brand values together
with brand messages and promises represent brand knowledge in this study. It can be
inferred that organisational culture and brand knowledge are also connected. From
knowledge perspective, brand knowledge is transferred through organisational assets
and resources; and organisational culture can influence the behaviours of employees on
how they disseminate and share the knowledge (Yang, 2007). Hence, organisational
culture is likely to affect employees’ brand knowledge. Likewise, if employees
experience a discrepancy between the messages the organisation is sending formally and
informally, they would question the integrity of the organisational culture and may not
live up to the organisation’s expectations (Miles & Mangold, 2004). The relation
between organisational culture and brand image has been derived from the relation
between corporate branding, organisational culture and corporate image (Hatch &
Schultz, 2003). Hatch and Schultz (2003) argue that by understanding an organisation’s
own culture would help employees to better communicate the intangibles of the
company and provide the foundation for a corporate image. In this sense, organisational
culture and image are deemed to be related. Because corporate image forms the
foundation of corporate branding (ibid.), it implies that organisational culture is also
related to brand image. Since academia has only recently addressed internal branding in

the hotel industry, this study starts with the framework tested in other industries.
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Western organisational culture is likely to be different from what Chinese employees are
used to, especially in international branded hotels in Hainan, China. This generates a
concern: how can the management of these international branded hotels expect their
employees to deliver the desired brand promise and maintain the hotel’s worldwide
brand image when there is a mismatch between the organisational culture and the
internal branding? In order to test the potential link between organisational culture and

internal branding, the following hypotheses are developed:

H3: Employees’ perceived organisational cultural practice has a positive relationship

with internal branding.

H3-1: Employees’ perceived organisational cultural practice has a positive relationship

with their brand knowledge.

H3-2: Employees’ perceived organisational cultural practice has a positive relationship

with their brand experience.

H3-3: Employees’ perceived organisational cultural practice has a positive relationship

with their brand image.

3.2.3 Internal Branding and Job Satisfaction
When organisations are implementing internal branding, they probably have benefits in
mind other than just ensuring that employees consistently deliver the desired brand

promise. For example, employee satisfaction is considered a priority in internal branding
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since it is important for work outcomes (Khan, 2009). Moreover, Miles and Mangold
(2004) have pointed out that organisations are likely to benefit from higher levels of
employee satisfaction and performance once they achieve strong internal branding
strategy. That is, if employees assimilate the brand knowledge given to them and feel
congruence between the knowledge and what they experience, they will form a positive
brand image. Working with a positive brand image will help make these employees feel
satisfied with their job. Nonetheless, this assumption has not yet been substantiated with
empirical evidence. Hence, this study will take the initiative to test this theory. The

hypotheses are:

HA4: Internal branding has a positive relationship with employee job satisfaction.

H4-1: Employees’ brand image has a positive relationship with their job satisfaction.

3.3 Conceptual Model

Based on the literature, Figure 3-1 presents a conceptual model that displays all the
hypotheses between constructs. Model 2 is an extension of Model 1 that presents the
relations between brand knowledge, brand experience, and brand image underneath
internal branding, as well as their relations with the antecedent (organisational culture)

and the consequence (employee job satisfaction).
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Figure 3-1 The conceptual model for this study.

Table 3-1 summarises the study, including the research objectives, research questions,

and research hypothesis.
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Table 3-1 Synthesis of research objective, research questions, and research hypotheses.

Research
Objectives (RO)

Research Questions (RQ)

Research Hypotheses (H)

RO1. To explore
the components and
measurements of
internal branding.

RQ1. Are brand knowledge,
brand experience, and brand
image the elements that make up
internal branding?

Hl. Employees’ perceived internal
branding’s measurements are related to
brand knowledge, brand experience, and
brand image.

RQ2. Does employees’ brand
knowledge affect their brand
experience?

HI1-1. Employees’ brand knowledge has a
positive relationship with their brand
experience.

RQ3. Do employees associate
their brand knowledge with their
brand image?

H1-2. Employees’ brand knowledge has a
positive relationship with their brand image.

RQ4. Do employees associate
their brand experience with their
brand image?

H1-3. Employees’ brand experience has a
positive relationship with their brand image.

RO2. To examine
the relationship
between
organisational
cultural practices
and internal
branding.

RQ5.  Which  organisational
cultural  practices can be
identified in this research
context?

H2. Employees’ perceived organisational
cultural practices’ measurements are related
to professional, process, internal, employee,
and close.

RQ6. Does organisational culture
affect internal branding?

H3. Employees’ perceived organisational
culture has a positive relationship with their
perceived internal branding.

RQ7. Does organisational culture
affect employees’ brand
knowledge?

H3-1. Employees’ perceived organisational
culture has a positive relationship with their
brand knowledge.

RQ8. Does organisational culture
affect employees’ brand
experience?

H3-2. Employees’ perceived organisational
culture has a positive relationship with their
brand experience.

RQ9. Does organisational culture
affect employees’ brand image?

H3-3. Employees’ perceived organisational
culture has a positive relationship with their
brand image.

RO3. To examine
the relationship
between internal
branding and
employee job
satisfaction.

RQ10. Does employees’
perceived internal branding have

H4. Employees’ perceived internal branding
has a positive relationship with their job

an impact on their job | satisfaction.
satisfaction?
RQI11. Does employees’ | H4-1. Employees’ perceived brand image

perceived brand image have an
impact on their job satisfaction?

has a positive relationship with their job
satisfaction.
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CHAPTER 4 METHODOLOGY

4.1 Introduction

This chapter aims to explain the research method which was used for this study. First,
research design is elaborated including the purpose, the nature of this study, and research
methods applied. Second, the development of constructs’ measurement is discussed,
followed by an evaluation of the selected research instruments. Screening test is then
applied to verify the appropriateness of those developed instruments. Pilot study is
designed after screening test and the implementation of main survey data collection is
presented afterwards. At the end of this chapter, data analysis methods are examined

with a discussion of potential ethical issues of this study.

4.2 Research Design

4.2.1 Review of the Research Purpose

The overall aim of this research was to discover the relationships among organisational
culture, internal branding (brand knowledge, brand experience, and brand image) and
job satisfaction from employees’ perspective, in the context of international branded
hotels operating in Hainan province (China). In order to investigate these hypothetical
relationships among the core research constructs, both qualitative and quantitative

methods were applied for fulfilling the purpose of this study.
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4.2.2 Nature of the Research

Research studies could be either exploratory in nature or descriptive, or explanatory. The
distinctions between these three research purposes were that an exploratory study could
assist probing new insights whilst clarifying the understanding of a problem (Saunders,
Lewis and Thornhill, 2009); for a descriptive study the objective was to portray a clear
picture of the phenomena of interests (Zikmund, 2000); and an explanatory study
explained causal relationships between variables (Saunders et al., 2009). From
developing research purpose, it was realised that explanatory nature need to be pursued
in this study for the matter of seeking correlations among international branded resort
hotels’ organisational culture, internal branding process, and employee job satisfaction
in Hainan. Nonetheless, some exploratory work was sought firstly to gather new insights
about how those hotels under study managed their organisational culture, internal

branding, and employee job satisfaction.

As Kraus and Allen (1987, cited in Veal 2006) state, both forms of studies (i.e.
explanatory and exploratory) represented important and valid approaches when carrying
out research into opinions, feelings, experiences or behaviour. Despite “both paths use
some of the same research skills; and deliver useful and informative results when they
are well done” (Davies, 2007, p. 9), each of them tackled various research problems and

serves rather different purposes.
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For example, one of the major differences between qualitative and quantitative studies
was the procedure of data collection. Qualitative research involved gathering a set of
interpretive and naturalistic information rather than discovering answers to questions
through the application of numerical and scientific procedures like quantitative research
(Davies, 2007; Ghauri & Gronhaug, 2005). Instead of collecting rich data about a small
group of people in qualitative approaches, quantitative research tended to study
relatively large number of people in order to ensure the reliability of the results
(Jennings, 2001). As a consequence, it was typical of quantitative studies to gather
restricted information. In general, qualitative study was based on people’s belief in a
particular situation where their experiences and feelings were best described and
explained in their own words (Bryman & Bell, 2003). Comparatively, much quantitative
research tended to impose the researcher’s view on a situation which restrains the quality
of the information collected. In the tourism and hospitality context, researchers were
more likely to use quantitative measures decades ago, because they believed that
“science must rely on actual measurement of scientific data” (Kraus & Allen, 1987 in
Veal 2006, p.194). Since a shift in attitudes towards qualitative methods in tourism
studies took place, Kraus and Allen (1987 in Veal 2006, p.194) modified their
observations as “there ought to be a place for research of a more deeply probing,
intuitive, or philosophical nature in an individualistic and diversified field such as

recreation and leisure”.

For this research, mixed methods were applied to better comprehend the nature of

identified problems. Qualitative study was carried out to verify if what was discovered
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from the literature was in line with the practical circumstances in Hainan’s international
branded hotels. Quantitative study was further conducted to test the hypotheses with

reference to answering the specific research questions.

4.2.3 Research Methods

Saunders et al. (2009) argued that any research strategy was applicable to exploratory,
descriptive and explanatory research; but there was no single strategy which was
superior to others. Semi-structured interview and survey were deemed as appropriate
strategies to be used for this study. The choice of these two instruments was guided by

the research objectives and the existing literature on the topic (Saunders et al., 2009).

Semi-structured face-to-face interviews were eventually applied to conduct the item-
screening test for several reasons. Despite the variety of measurement items identified
from previous literature in association with the five major constructs, they were either
tested in other fields or for different disciplines and therefore were hardly applied to the
hotel industry. For the sake of assuring those items were applicable to the hotel context,
semi-structured interviews were conducted with the top level managers to clarify which
of them fit in with the hotel management and operation phenomenon. Another reason
was that because these items were barely implemented in the hotel industry, the author
believed that it was necessary to attest with the industry practitioners and academia

regarding any latent variables that were particularly relevant to the hotel realm.

89



The advantage of using semi-structured face-to-face interviews was its emphasis on how
the interviewee understands the importance of explaining and understanding the
questions (Bryman & Bell, 2003). This fited well with the purpose of carrying out the
item-screening test since it aimed to find out how agreeable the adopted measurement
items were implementing in the hotel context as perceived by industrial practitioners and
academics. Additionally, face-to-face interview was flexible in terms of asking
interviewees for further clarification without negatively affecting the quality of the data
collected (Jennings, 2001). Moreover, when the item-screening test required
interviewees to evaluate a questionnaire, their queries could be explained and statements

could be clarified by the interviewer right away.

The idea of using focus groups was initially but rejected eventually due to its critical
disadvantages. By revealing how people really think about different issues would be a
useful method, in the way of observing what top managers from varied hotels
understand about their internal branding process, organisational culture and employees’
job satisfaction (Ghauri & Gronhaug, 2005). Nonetheless, the key drawback of a focus
group method for this study was to arrange a meeting with all the busy hotel managers in
a certain location at a certain time. This method was therefore abandoned due to the

availability of time and budget.

Telephone interview might be a more convenient method than a semi-structured face-to-

face interview, in terms of its potential advantages associated with access, speed and
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lower cost (Saunders et al., 2009). Though it had a significant non-response problem; it
would reach samples spreading over a wide geographic area in a relatively short period
of time with less expenses. Nevertheless, constraints existed which terminates the idea
of conducting telephone interviews with the managers. This interview process would
involve a stage of re-examining the developed survey questionnaire for the selected
managers and experts to eliminate irrelevant measurement items; and at the same time
added on what they think is important as measurements, therefore it would not be
practical to complete over phone conversation. Moreover, when explanation was needed
for definitions of each key constructs, it would take up much amount of valuable time
from the managers and they would easily lose focus and interest in the topic. Hence, the

method of telephone interview was excluded.

Finally, self-administered questionnaire was chosen for the main survey collection. It
was simply because the targeted front-line employees in this study were mostly guest
contact staff and located dispersedly. These employees could be working at any
positions that involved interaction with consumers. Allocating the questionnaires to a
liaison person in the hotels and relying on this person to distribute to relevant
department seemed more feasible than any other methods. Targeted employees could
choose to complete questionnaires at their convenient time without sacrificing their work
time. It would be improper to use either mail questionnaire or Internet questionnaire as
the low level of response rate they might invariably generate. Internet questionnaire was
associated with low response rate, it was true as not many front-line employees would

work with a computer nor were they required to have computer skills for some positions
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in a resort hotel such as lifeguard or spa therapist. For the above reasons, delivery and

collection questionnaire method was found the most appropriate option for this study.

4.2.4 Sampling Design

The sample of this research was drawn from international branded hotels operating in
the resort districts of Hainan province (China). Hainan was chosen as the focus of this
study for two main reasons. First, China’s recent promotion of Hainan, as a top world’s
tourism destination by 2020 (CNTA, 2010), had made it an ‘instrumental’ case study for
researching issues related to internal branding in the hotel sector. This meant that with a
large number of international branded hotel groups operating in this area, there was an
advantage to study this subject under a massive coverage of worldwide hotel groups.
Second, Hainan on its own was an essential resort destination in China. Its nature in
resort would require more customer-facing employees who were expected to deliver the
brand messages to customers. This implied a need for tourism related sectors such as
hotel to better understand internal branding for the benefits of better delivering brand

values.

Non-probability sampling was chosen as the most practical method for this study. Due to
the inability to specify a sampling frame from various branded hotels, two non-
probability sampling techniques were adopted in this study — snowball and convenience
sampling (Saunders, Lewis and Thornhill, 2009). Snowball sampling was mainly applied

in the screening test while convenience sampling was used for both pilot study and main
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survey. The target population of both pilot and main studies was front-line hotel
employees for exploring their perceptions of the hypothetical relationships among
internal branding, organisational culture and their job satisfaction. These front-line
employees should be those whose job nature requires interacting with customers face-to-
face, and who were non-managerial staff. Convenience sampling was used to draw the
samples. This method enabled targeting of samples who were most conveniently
available and were easily accessed (Bryman & Bell, 2007; Jennings, 2001). As the
research purpose requested the samples to be front-line employees who work in
international branded resort hotels in Hainan Island, the convenience sample would be
targeted where the liaison officer can obtain a large number of completed questionnaires

quickly and economically (Zikmund, 2000).

Hair, Black, Babin, and Anderson (2010) suggested a 5:1 ratio of respondents to items
which they consider is good enough for different types of multivariate analyses. Stevens
(2009) claimed that a sample size of at least 400 should be collected to avoid
misspecification errors. In order to ensure a large response to be sufficient for the
subsequent statistical analysis, a target sample size of 400 was determined and would be
collected from the existing 25 international branded resort hotels in Hainan. In order to
reach a satisfactory response rate, the researcher was present when field survey was
conducted to make enforcement on the administration of collecting questionnaires such

as making sure questionnaires were completed.
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4.2.5 Outline of Research Procedures
As illustrated in Figure 4-1, this study followed comprehensive research procedures to
inspect survey instruments that should be adequately representative of the constructs

under examination.

Literature Review

9

Measurement Instrument Selection

Item Screening Test

Pilot Test

Refine Measurement and Assess Reliability

Main Data Collection

Results and Data Analysis

Figure 4-1 The outline of research procedures.

4.3 Measurement Items Development

4.3.1 Measurement of Organisational Culture
Based on the literature reviewed, this study adopted Hofstede’s (2001) dimensions of

organisational culture which was based on the descriptions of practice — what an
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employee felt ‘is’. Table 4-1 referred to the six dimensions together with their measuring
items adopted partially from Hofstede (2001, p.397-399). Only one item was discarded
due to its irrelevance to the Chinese hotel phenomenon, i.e. management dislikes union

members, while the rest of the items were rephrased to fit in the overall content.

Table 4-1 Organisational Culture Dimensions and Measurement Instruments.

Dimensions Practice Items
In my current working hotel,

Process-Oriented vs.
Results-Oriented

1. I am told when good job is done.
2. I am a typical fast employee.
(a concern with means 3. I feel comfortable in unfamiliar situations.
vs. a concern with 4.1 feel each day brings new challenges.
goals) 5. I am typically initiative.
6. I use informal style dealing with others.
7.1 am typically warm.
8. I try to be pioneers.
9. I am typically direct.
10. I put in maximal effort.
11. Mistakes are tolerated.
12. I am typically optimistic.
13. I am open to outsiders and new comers.
14. Managers help good staff to advance.

Employee-Oriented 1.1 can make important decisions.

vs. Job-Oriented . The hotel is only interested in work that people do.
(a concern for people 3. Decisions are centralised at top.

vs. a concern for 4. Managers keep good staff in their department.

getting the job done) . Management decree imposes changes.

. Newcomers are left to find their own way.

. There is little concern for employees’ personal problems.
Parochial vs. 1. Employees’ private lives are their own businesses.
Professional . Job competence is the only criterion in hiring people.
(units where 3.1 can think three years ahead or more.

employees  derived
their identity largely
from the organisation
vs. units in which
people identified with
their type of job)

. I am strongly aware of competition.

2

3

4

5

6

7. The hotel has no special ties with local community.
8

1

2

3

4

5. Cooperation and trust between departments are normal.

Open System vs. 1. Only very special people fit in the hotel.
Closed System 2. Our department is the worst of the hotel.
(the communication 3. Management is picky with trivial things.
climate) 4. Little attention is put into physical working environment.
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5. The hotel and employees are closed and secretive.
6. New employees need more than a year to feel at home.

Loose Control vs.
Tight Control
(the amount of

internal structuring in
the organisation)

1. Everybody is cost-conscious.

2. Meeting times are kept punctually.

3. I am typically well-groomed.

4. I always speak seriously of the hotel and my job.

Normative vs. 1. The hotel is pragmatic instead of dogmatic in matters of
Pragmatic ethics.

(the amount of 2. Organisation contributes little to society.

structuring in  the 3. The major emphasis is made on meeting customer needs.
unit’s external 4. Results are more important than procedures.

contacts) 5. I never talk about the history of the hotel.

4.3.2 Measurement of Brand Knowledge

There was limited literature considering brand knowledge as an independent concept.

Since only Kimpakorn and Tocquer’s (2009) study was found with an investigation of

employees’ brand knowledge within the hotel industry, as well as its measurement scale

of brand knowledge obtained a Cronbach’s Alpha of over 0.8, their instrument was

applied in this study. The items were adjusted slightly to fit in the international branded

hotel context as displayed in Table 4-2.

Table 4-2 Measurement items of Employees' Brand Knowledge.

Dimensions Items
In my current working hotel,
Employees’ 1. I know clearly the goals and policies of the hotel.
Brand 2. I know the customers’ expectations when they stay at this hotel.
Knowledge 3. I understand that my work is important to the success of the

hotel.

4. I understand how my behaviour can impact this hotel.
5. I understand my role in delivering the brand promise.
6. I know the meaning of this hotel brand for customers.
7. 1 know this hotel is excellent in its service.

8. I know clearly who the hotel target customers are.
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4.3.3 Measurement of Brand Experience

Similar to employees’ brand knowledge concept, employees’ brand experience was not

yet fully discovered. Kimpakorn and Tocquer (2009) took the initiative to look for ways

of measuring employees’ brand experience and came with a 14-items instrument (Table

4-3). This study used these items as the measurement of employees’ brand experience

since it received a Cronbach’s Alpha over 0.8 according to Kimpakorn and Tocquer’s

result.

Table 4-3 Measurement of Employees' Brand Experience.

Dimensions Items

In my current working hotel,
Employees’ I. T am very satisfied with the manager’s efforts to plan,
Brand coordinate, set goals, and establish routines for giving good
Experience service.

2. I am very satisfied with the hotel’s recruitment and selection of
employees to have the right people for the right job.

3. Management provides excellent incentives and rewards at all
levels for service quality, not just productivity.

4. Management provides freedom and authority to employees to act
independently in order to provide excellent service.

5. Employees receive training that enhances his/her ability to
deliver high quality service.

6. This hotel keeps the employees well informed.

7. There is a supportive, open and approachable management style
among line managers in this hotel.

8. Management provides excellent leadership.

9. This hotel never disappoints me.

10. If this hotel makes a claim or promise to me, it is probably true.

11. This hotel is honest and sincere in addressing my concerns.

12. I rely on this hotel to solve employees’ problems.

13. This hotel is interested in my satisfaction.

14. This hotel would be willing to solve a problem I might have
with the work.
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4.3.4 Measurement of Brand Image

Studies on employees’ brand image were rarely found in the hotel industry. Even in the
management literature, there was no agreeable consensus for the empirical measurement
of brand image (Malik, Naeem, & Nasir, 2011). Because of the multi-dimensionality of
the concept, there was a variety of work on defining its concept but resulted in
ambiguity in selecting the best measurement scale (ibid.). From literature review, it
seemed that Knox and Freeman’s (2006) study context was closely related to the current
study. Their measurement of employees’ brand image was related to recruitment process
for the service industry. Thus, these items were borrowed for this study. Instead of
directly addressing the items which were used in a different circumstance, they were
amended in light of existing hotel employees’ perspective of brand’s image. With such
amendment, it was needed for this study to test the reliability and validity of this

measurement scale. Table 4-4 listed the amended instrument.

Table 4-4 Measurement of Employees' Brand Image.

Dimensions Items
In my current working hotel,

Employees’ 1. This hotel allows freedom to work on your own initiative.
Brand Image 2. This hotel employs people with whom you feel having things in
common.
3. This hotel has a dynamic and forward-looking approach to its
business.
4. This hotel has a friendly and informal culture.
5. This hotel offers the opportunity to move around the
organisation and work in different roles.
6. This hotel invests heavily in employee training and
development.
7. This hotel is a pure meritocracy.
8. This hotel is a small organisation.
9. This hotel is widely regarded as a highly prestigious employer.
10. This hotel offers a lot of scope for creativity in your work.
11. This hotel offers a relatively stress-free working environment.
12. This hotel offers a high starting salary.
13. This hotel offers clear opportunities for long-term career
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progression.

14. This hotel offers the opportunity to work and live abroad.

15. This hotel offers variety in your daily work.

16. This hotel provides you with an internationally diverse mix of
colleagues.

17. This hotel cares about their employees as individuals.

18. This hotel requires you to work standard working hours only.
19. This hotel uses your educational skills.

4.3.5 Measurement of Job Satisfaction

Employee job satisfaction had long been a popular topic in the academia. It possessed a
great variety of measurements designed in various circumstances. Among which,
Hartline and Ferrell’s (1996) measurement items were one of the most adopted
instrument for job satisfaction in the hotel industry. Although it was not this study’s
intention to reassess employee job satisfaction; rather, this concept was included to be
tested as one of the consequences internal branding would cause. In this sense, Hartline
and Ferrell’s (1996) measurement scale was deemed as appropriate and utilised in this

study containing eight statements as shown in Table 4-5.

Table 4-5 Measurement of Employee job satisfaction.

Dimensions Items
In my current working hotel,

Employee job
satisfaction

1. I am satisfied with my overall job.

2. I am satistied with my fellow workers.

3. I am satisfied with my supervisor(s).

4. I am satistied with my hotel’s policies.

5. I am satisfied with the support provided by my hotel.

6. I am satisfied with my salary.

7. I am satisfied with my opportunities for advancement with this
hotel.

8. I am satisfied with my hotel’s customers.
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4.3.6 Measurement of Respondents’ Profile

By encompassing respondents’ profile, it helped identify their attributes for this study to
capture who they really are. In most of the cases, respondents’ profile was included for
in order to classify samples into groups and to test the differences among these groups.
This study thus included questions regarding frontline employees’ gender, age,
education, origin, work department, year of experience in the hotel industry, and year of

experience in the current employment.

4.4 Item Screening Test

4.4.1 Personal Interview

A screening test of the measurement items was carried out using semi-structured
individual interviews to check the adequacy of each adopted item. This method was
applied to serve the purpose of content validity before the actual questionnaire was
developed. In other words, it assisted to ensure that the items were adequate measures of
what they were supposed to measure (Nunnally and Bernstein, 1994). Moreover, these
interviews allowed verifying the conceptual definition of internal branding extracted

from the literature by collecting practical examples.

Interviews were conducted between November and December 2010 in both Hainan and
Hong Kong. Each interview took around 50 minutes on average. Two sets of interview
structures were prepared for industry practitioners and academic scholars respectively

(Appendix I). Interviewees were requested to briefly narrate their background in
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association with a specific hotel and with the hotel industry; followed by interpreting the
concept of the key constructs and illustrating their understandings with real-life
examples in hotels. This first part of the interview was aimed to help participants
familiarise with the concepts studied in this study. In particular, interviewees were asked
to describe their understanding of the concept of internal branding with specific
examples to demonstrate their views. Conceptual definitions were provided to help
participants to better understand the study domain. In the last 20 minutes of each
interview, participants were asked to mark the extent to which they agreed that the
questionnaire ensured a reasonably representative collection of measurement items. This
second part of the interview is crucial for collecting participants’ views on whether the

adopted measurement items could be adequately used in the hotel industry.

The questionnaire was designed with five sections including all measurement variables.
Sections I to V covered variables of organisational culture, brand knowledge, brand
experience, brand image and job satisfaction respectively. All of them were measured by
a seven-point Likert scale ranging from 1 being ‘very unrepresentative’ to 7 being ‘very
representative’. This scale was used to ask participants to examine the representativeness
of each measurement item in the hotel industry context. They were not asked to reflect
their agreement to each item; but to their knowledge whether the individual items could
be used in this study’s context. An item that was rated ‘7° would mean that this item was
deemed as appropriate to be used in this research context according to the participants’
view. An option of ‘Not Sure’ was included to reflect participants’ opinions of the

situation now and this phrase appeared to be less threatening than using ‘Don’t Know’
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(Saunders et al., 2009). An open question was asked at the end of each section in order
for interviewees to suggest other relevant elements that could be considered for studying

each construct.

4.4.2 Sampling

This screening test was conducted with senior managers from different international
branded hotels in Hong Kong and the Mainland China, and also with academic scholars
specialised in researching China hotel industry and human resources management field
from universities in Hong Kong and Hainan. Snowball sampling method was employed
to identify potential participants. Since it was difficult to find managers from the desired
branded hotels, this sampling method was the only suitable means once the initial
contact was reached. Although one of the pitfalls that snowball sampling had was the
bias it results in homogeneous sample, when respondents identify other potential
respondents who were similar to themselves (Saunders et al., 2009), it would not cause
any problem in this study. Because the homogeneous sample it generated was actually
the target sample this screening test aimed to approach. Additionally, Guest, Bunce, and
Johnson (2006) suggested that a sample of 12 would likely be sufficient for interviews
“if the goal is to describe a shared perception, belief, or behaviour among a relatively
homogeneous group” (p.76). Therefore, a total of 14 interviews were managed to
suggest the representativeness of the measurement scale for each construct. Table 4-6

displayed the profile of the interview participants.
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Table 4-6 Profile of Interview Participants.

Hotel Practitioner Academic Scholar
Participant | Job Title Participant | Job Title
A Deputy General Manager, H Assistant Professor
International-based hotel group
B Vice President of Revenue and I Professor
Strategy, Asian-based hotel
group
C Regional Director of Finance, J Research Student
International-based hotel group
D Hotel Senior Partner, Asian- K Lecturer
based hotel group
E Director of Human Resources L Associate Professor
(retired), International-based
hotel group
F Regional Director of Sales, M Associate Professor

Asian-based hotel group

G Human Resources Manager, N Assistant Professor
Asian-based hotel group

4.4.3 Interview Results

Questionnaires that participants were asked to complete were analysed by using
descriptive analysis. A total of 37 items were retained for organizational culture, 8 items
for brand knowledge, 12 items for brand experience, 12 items for brand image, and 8
items for employee job satisfaction. The criteria for retaining these items were set that
the mean score of each item calculated by SPSS must exceed four. Hence, items with a

mean of greater than 4 were kept for further questionnaire revision.

The interview transcripts and notes were analysed by coding. From studying

interviewees’ understanding of the key constructs and the practical examples they used
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to illustrate their points, the findings were found helpful in terms of reassuring the
representativeness of the measurement items. For example, both participant J and K
mentioned that management should demonstrate the brand value for employees to
experience at work. This statement confirmed the first item of brand experience that
employee is satisfied with the manager’s efforts to plan, coordinate, set goals, and
establish routines for giving good service. Participant I talked about brand image as how
customers and employees associate their experience of the brand, e.g. whether the hotel

is caring or personalised, etc.

Together with participants’ comments and suggestions, 21 items were eliminated and 7
items were added eventually (Table 4-7). The additional items were highlighted with “*’
marked before their sequential number. All of the items were rephrased to fit in the
Chinese hotel context. The finalised scale items measuring each construct were

employed for pilot study.

Table 4-7 Revised Measurement Scale for All Constructs.

Constructs Measurement Scale

Organisational Process vs. Result

Culture . I am told when good job is done.

. I am a typical fast employee.

. I feel comfortable in unfamiliar situations.
. I feel each day brings new challenges.

. I am typically initiative.

. I use informal style dealing with others.

. I am typically warm.

. I am typically direct.

9. I put in maximal effort.

10. Mistakes are tolerated.

11. T am typically optimistic.

12. T am open to outsiders and new comers.
13. Managers help good staff to advance.

01N DN B~ WM =
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Employee vs. Job

. I can make important decisions.

. The hotel is only interested in work that people do.

. Decisions are centralised at top.

. Managers keep good staff in their department.

. Management decree imposes changes.

. Newcomers are left to find their own way.

. The hotel has no special ties with local community.

. There is little concern for employees’ personal problems.

0N N KW

Parochial vs. Professional

1. Employees’ private lives are their own businesses.

2. Job competence is the only criterion in hiring people.
3. I am strongly aware of competition.

4. Cooperation and trust between departments are normal.

Open vs. Closed

1. Only very special people fit in the hotel.

2. Management is picky with trivial things.

3. Little attention is put into physical working environment.
4. New employees need more than a year to feel at home.

Loose Control vs. Tight Control

1. Everybody is cost-conscious.

2. Meeting times are kept punctually.

3. I am typically well-groomed.

4. I always speak seriously of the hotel and my job.

Normative vs. Pragmatic

1. The hotel is pragmatic instead of dogmatic in matters of
ethics.

2. The major emphasis is made on meeting customer needs.
3. Results are more important than procedures.

4. I never talk about the history of the hotel.

Internal Branding Brand Knowledge
1. I know clearly the goals and policies of the hotel.
2. I know the customers’ expectations when they stay at this
hotel.
3. I understand that my work is important to the success of
the hotel.
4. I understand how my behaviour can impact this hotel.
5. I understand my role in delivering the brand promise.
6. I know the meaning of this hotel brand for customers.
7. I know this hotel is excellent in its service.
8. I know clearly who the hotel target customers are.

Brand Experience
1. I am very satisfied with the manager’s efforts to plan,
coordinate, set goals, and establish routines for giving good
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service.

2. Employees receive training that enhances his/her ability
to deliver high quality service.

3. Management provides excellent incentives and rewards
at all levels for service quality, not just productivity.

4. Management provides freedom and authority to
employees to act independently in order to provide
excellent service.

5. Management provides excellent leadership.

6. This hotel keeps the employees well informed.

7. 1If this hotel makes a claim or promise to me, it is
probably true.

8. This hotel is interested in my satisfaction.

9. I rely on this hotel to solve employees’ problems.

*10. This hotel offers the opportunity to move around the
organisation and work in different roles.

*11. This hotel offers the opportunity to work and live
abroad.

*12. This hotel provides me with an internationally diverse
mix of colleagues.

Brand Image

1. This hotel has a dynamic and forward-looking approach
to its business.

2. This hotel has a friendly and informal culture.

*3. This hotel provides good service quality to customers.
*4. This hotel brand has significance to the customers.

5. This hotel cares about their employees as individuals.

*6. This hotel would be willing to solve a problem I might
have with the work.

7. This hotel uses my educational skills.

*8. This hotel provides good service programme to
employees.

9. This hotel offers a lot of scope for creativity in my work.
10. This hotel offers a relatively stress-free working
environment.

11. This hotel offers clear opportunities for long-term
career progression.

12. This hotel offers variety in my daily work.

Employee
satisfaction

job

1. I am satisfied with my fellow workers.

2. I am satisfied with my supervisor(s).

3. I am satisfied with my hotel’s policies.

4. I am satisfied with the support provided by my hotel.

5. I am satisfied with my salary.

6. I am satisfied with my opportunities for advancement
with this hotel.

7. 1 am satisfied with my hotel’s customers.
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8. I am satisfied with my overall job.

4.5 Pilot Study

4.5.1 Questionnaire Design

The pilot test was executed to test the initiated items with 200 target sample. The
objective of this pilot study was to affirm the appropriateness of the entire questionnaire;
to ascertain whether this questionnaire was correctly worded and easily understood by
the respondents; and to check the reliability of the items. Reliability test and exploratory

factor analysis (EFA) were implemented to adjust the measurements for the main survey.

In light of the results generated from individual interviews, the questionnaire was further
altered for pilot study. The description of seven-point Likert scale was changed from
examining items’ representativeness to employees’ agreement on each item; in order to
measure participants’ degree of agreement towards each item. It is a widely used scale
for measuring attitudes (Kinnear and Taylor, 1996). The scale hence was changed
ranging from ‘1’ being “strongly disagree” to ‘7’ being “strongly agree”. The main
questionnaire sections representing each construct were reduced from five to three and
demonstrating organisational culture, internal branding, and employee job satisfaction.
Under organisational culture section there were four sub-sections consisting questions
regarding employees’ self-evaluation, employees’ evaluation on work environment,

employees’ understanding of hotel’s management style, and lastly employees’
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understanding of their working hotel. Each sub-section started with a brief description of
what each sub-section was measuring; and the statement began with ‘In my current

b

working hotel, ... and the rest of the sentence was completed with a list of the
measuring statements. Take ‘Self-Evaluation’ sub-section as an example, “Below
statements are about your self-evaluation. Please circle the number that most represent

your opinion based on your actual work, while ‘7’ being ‘Strongly Agree’ and ‘1’ being

‘Strongly Disagree’.” “In my current working hotel, I am a typically efficient employee.”

Questions regarding the profile of respondents were enclosed in the first section, asking
hotel employees’ gender, marital status, age, highest education attained, region of origin,
work department, years of working in the hotel industry, as well as the number of years

the employee had been working in the current hotel.

4.5.2 Questionnaire Translation

This questionnaire was designed in English first, and then translated into Chinese. The
reason was that all of the measurement items of each construct were adopted from
English literature; but the context of this study was in China with Chinese employees.
Despite the convenience of applying the existing measurement items to the design of this
questionnaire, a back-translation process from the Chinese version to the English version
was taken to maintain the accuracy of wordings used. Two experienced interpreters were
chosen to translate this questionnaire. One of them was a lecturer in tourism at Griffith

University, Australia whose MSc major was in English translation. She was asked to

108



translate the questionnaire from Chinese to English. Another interpreter was a
professional translator and interpreter specializing in hospitality at the Hong Kong
Polytechnic University. He had a solid experience in English translation and was asked
to translate the English version back to Chinese. Both interpreters assured that the
language translation of this questionnaire had minimal error which ensured an accurate

representation of what this study wanted to find out from this questionnaire.

4.5.3 Data Collection

Pilot data were collected in two cities i.e. Haikou and Qiongshan in Hainan from March
30 to April 4 2011. Two international branded hotels played a part in this pilot study
with 200 questionnaires distributed via human resources (HR) managers in each hotel.
Prior to the distribution of questionnaires, a meeting was scheduled with the HR
managers individually to discuss the distribution and collection of questionnaires in the
hotel property. An agreement was made that the HR managers would assist delivering
questionnaires to the required target sample. As this study might involve different
departments and the target sample must be front-line employees, it would cause much
inconvenience if the researcher asked staff around at the hotel premise. Further
disturbance might affect hotel guests. Consequently, a questionnaire guide was provided
to HR managers for them to follow the delivery procedures (Appendix II). Incentives
were offered to encourage hotel staff’s participation. For those who completed the
questionnaire, a Hong Kong Polytechnic University recycle bag was presented as an
incentive. Finally, a total of 176 usable questionnaires with 88% response rate were

collected from these two hotels.
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4.5.4 Data Screening

The collected data was screened for further analysis. Firstly, five items including Q2.3,
Q3.8, Q4.2, Q4.3, and Q4.6 were reverse coded since they were negatively worded in
the questionnaire. It was necessary to take this procedure as these items were worded
such that high values of the same construct were reflected by low scores (DeCoster,
2004). Negative wording was used in the questionnaire to attract respondents’ attention
to the questions. This would therefore result in transforming the items when analysing
them in the SPSS software so that their meanings were all oriented in the same direction.
For this analysis, all items were coded in the way that high scores indicated high values

of the construct.

Secondly, missing data was checked since non-random missing data could bias the
statistical results (Hair et al., 2010). Overall there were 28 cases with missing values and
all were found to be missing at random. On the other hand, other than Q6.11 which had
6.3% missing values, all the rest of variables had either less than 5% missing values or
none at all. Cohen, Cohen, West and Aiken (1983) suggested that 5% to 10% of missing
data on a variable may be judged small. This implied that by excluding the cases with
less than 10% of random missing data would not violate the interpretation of the
findings. Listwise deletion method was applied in this pilot study, in which all cases
with random missing values were removed from the dataset for analysis. This method
was believed to be more robust than many other advanced techniques according to

Allison (2002).
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Thirdly, box plot graphs were applied to detect any possible outliers of the data. No
typing mistake was identified but there were some outliers for various variables. Despite
they were extraordinary observations; they might represent a valid element of the
population (Hair et al., 2010). Therefore, they were retained for the rest of the pilot test

analysis.

Descriptive statistics for the major constructs were shown from Table 4-8 to Table 4-10.
Data must be normally distributed to be able to carry out subsequent analysis such as
exploratory factor analysis and structural equation modelling. Skewness and Kurtosis
were considered useful in terms of examining univariate normality. Kline (2005)
suggested that it was appropriate to have the threshold of univariate normality for
skewness and kurtosis to be less than three and eight respectively. Therefore, statistics

shown in the below tables represented a moderate normal distribution.
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Table 4-8 Descriptive Statistics for Organisational Culture.

Item Mean Std. Dev. Skewness Kurtosis
Q1.1 5.57 1.093 -1.000 1.686
Q1.2 5.56 0.988 -0.543 0.909
Q1.3 5.35 1.189 -0.613 0.397
Q14 5.39 1.113 -0.462 0.098
Q1.5 5.57 1.104 -0.600 0.439
Ql.6 5.41 1.138 -0.493 0.113
Q1.7 5.34 1.218 -0.757 0.655
Q1.8 5.51 1.193 -0.903 1.461
Q1.9 5.83 1.103 -0.949 1.098
Q1.10 5.78 1.186 -1.160 1.939
Q2.1 4.85 1.524 -0.781 0.216
Q2.2 4.45 1.449 -0.481 -0.017
Q2.3 3.95 1.481 0.219 -0.466
Q2.4 5.44 1.308 -0.963 0.972
Q2.5 4.81 1.368 -0.871 0.799
Q2.6 4.89 1.397 -0.824 0.534
Q2.7 4.26 1.626 -0.238 -0.712
Q2.8 5.28 1.409 -0.841 0.682
Q2.9 5.00 1.462 -0.666 0.260
Q3.1 5.12 1.411 -0.891 0.817
Q3.2 4.52 1.413 -0.427 -0.183
Q3.3 5.08 1.428 -0.849 0.738
Q3.4 5.28 1.199 -0.873 1.183
Q3. 4.94 1.541 -0.890 0.465
Q3.6 5.26 1.176 -0.904 1.019
Q3.7 5.20 1.309 -0.869 0.907
Q3.8 3.39 1.376 0.460 0.167
Q3.9 5.52 1.228 -0.727 0.519
Q3.10 4.94 1.509 -0.572 -0.297
Q4.1 4.78 1.556 -0.553 -0.298
Q4.2 3.69 1.480 0.297 -0.613
Q4.3 3.64 1.467 0.445 -0.190
Q4.4 4.63 1.444 -0.679 -0.006
Q4.5 3.94 1.590 -0.167 -0.699
Q4.6 3.82 1.348 0.239 -0.184
Q4.7 4.63 1.322 -0.358 0.262
Q4.8 5.40 1.348 -1.067 1.399
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Table 4-9 Descriptive Statistics for Internal Branding.

Item Mean Std. Dev. Skewness Kurtosis

Q5.1 5.51 1.144 -0.851 1.043
Q5.2 5.34 1.190 -0.746 0.568
Q5.3 5.39 1.169 -0.833 1.242
Q5.4 5.49 1.164 -1.063 1.851
Q5.5 5.53 1.146 -0.857 0.819
Q5.6 5.50 1.233 -0.898 0.854
Q5.7 5.40 1.233 -0.908 1.125
Q5.8 541 1.230 -0.917 1.269
Q6.1 5.48 1.190 -0.926 1.326
Q6.2 5.32 1.128 -0.956 1.944
Q6.3 5.06 1.273 -0.848 0.923
Q6.4 4.95 1.234 -0.308 -0.354
Q6.5 5.23 1.241 -0.688 0.497
Q6.6 4.87 1.255 -0.614 0.534
Q6.7 4.78 1.326 -0.753 1.079
Q6.8 4.75 1.350 -0.705 0.781
Q6.9 4.83 1.271 -0.772 1.111
Q6.10  4.83 1.398 -0.517 0.134
Q6.11  4.65 1.509 -0.506 -0.055
Q6.12  4.67 1.579 -0.624 0.107
Q7.1 5.13 1.342 -0.742 0.570
Q7.2 5.04 1.189 -0.621 1.061
Q7.3 5.36 1.262 -0.939 1.453
Q7.4 5.29 1.314 -0.779 0.807
Q7.5 5.09 1.293 -0.540 0.513
Q7.6 5.02 1.228 -0.605 0.736
Q7. 5.04 1.270 -0.603 0.706
Q7.8 5.13 1.212 -0.982 1.948
Q7.9 5.02 1.276 -0.700 1.100
Q7.10  4.65 1.386 -0.506 0.340
Q7.11  4.99 1.255 -0.578 0.750
Q7.12  4.79 1.476 -0.630 0.226
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Table 4-10 Descriptive Statistics for Employees’ Job Satisfaction.

Item Mean Std. Dev. Skewness Kurtosis

Q8.1 5.62 1.208 -0.667 0.136
Q8.2 5.24 1.278 -0.772 0.925
Q8.3 5.01 1.189 -0.334 0.371
Q8.4 4.93 1.278 -0.445 0.484
Q8.5 4.21 1.662 -0.279 -0.596
Q8.6 4.59 1.344 -0.606 0.628
Q8.7 5.06 1.258 -0.827 1.020
Q8.8 5.09 1.280 -0.470 0.547

For multivariate normality shown in Table 4-11, the absolute values of skewness for all
items ranged from 0.218 to 1.15, and the absolute values of kurtosis ranged from 0.033
to 1.856. The assumption of multivariate normality was not violated with the value of

914.946.

Table 4-11 Multivariate Normality Statistics.

Item skew C.I. kurtosis c.r.

Ql.1 -0.997  -5.401 1.657 4.487
Q1.2 -0.542 -2.934 0.893 2.417
Q1.3 -0.609  -3.301 0.37 1.003
Ql4 -0.459  -2.487 0.079 0.214
Q1.5 -0.595 -3.224 0.393 1.064
Ql.6 -0.488  -2.645 0.076 0.205
Q1.7 -0.75  -4.063 0.603 1.633
QL8 -0.898  -4.865 1.41 3.819
Q1.9 -0.941  -5.095 1.033 2.798
QIL.10 -1.15  -6.231 1.851 5.012
Q2.1 -0.776  -4.203 0.194 0.525
Q2.2 -0.479 -2.592  -0.033 -0.09
Q2.3 -0.218  -1.179 -0472 -1.279
Q2.4 -0.955 -5.17 0.911 2.467
Q2.5 -0.866  -4.689 0.764 2.069
Q2.6 -0.817  -4.427 0.485 1.314
Q2.7 -0.237  -1.285 -0.7 -1.896
Q2.8 -0.834 -4.516 0.629 1.702
Q2.9 -0.66 -3.576 0.219 0.592
Q3.1 -0.888 -4.81 0.802 2.173
Q3.2 -0.425  -2.304 -0.18  -0.487
Q3.3 -0.844  -4.571 0.704 1.906
Q3. -0.871 -4.716 1.163 3.148
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Q3.5
Q3.6
Q3.7
Q3.8
Q3.9
Q3.10
Q4.1
Q4.2
Q4.3
Q4.4
Q4.5
Q4.6
Q4.7

Q4.8
Q5.1
Q5.2
Q5.3
Q5.4
Q5.5
Q5.6
Q5.7
Q5.8
Q6.1
Q6.2
Q6.3
Q6.4
Q6.5
Q6.6
Q6.7
Q6.8
Q6.9
Q6.10
Q6.11
Q6.12

Q7.1
Q7.2
Q7.3
Q7.4
Q7.5
Q7.6
Q7.7
Q7.8

Q7.9
Q7.10

Q7.11
Q7.12

Q8.1

-0.882
-0.902
-0.861
-0.465
-0.721
-0.569
-0.556
-0.299
-0.442
-0.673
-0.166
-0.237
-0.357
-1.058
-0.846
-0.744
-0.829
-1.057
-0.849
-0.89
-0.9
-0.909
-0.918
-0.948
-0.841
-0.305
-0.682
-0.61
-0.751
-0.699
-0.765
-0.514
-0.517
-0.631
-0.742
-0.619
-0.931
-0.773
-0.535
-0.6
-0.6
-0.974
-0.694
-0.502
-0.575
-0.628
-0.661

-4.779
-4.884
-4.664
-2.52
-3.905
-3.08
-3.01
-1.62
-2.395
-3.645
-0.9
-1.285
-1.934
-5.732
-4.582
-4.029
-4.487
-5.723
-4.6
-4.82
-4.876
-4.921
-4.97
-5.134
-4.553
-1.653
-3.696
-3.305
-4.068
-3.783
-4.145
-2.784
-2.802
-3.417
-4.017
-3.351
-5.042
-4.185
-2.899
-3.251
-3.249
-5.273
-3.758
-2.717
-3.115
-3.402
-3.58

0.418
1.001
0.847
0.257
0.47
-0.308
-0.246
-0.547
-0.203
-0.04
-0.687
-0.197
0.257
1.326
1.002
0.558
1.196
1.792
0.762
0.796
1.059
1.199
1.255
1.856
0.863
-0.378
0.449
0.505
1.06
0.725
1.045
0.114
0.105
0.196
0.58
1.042
1.379
0.75
0.465
0.681
0.672
1.86
1.035
0.297
0.716
0.222
0.099

1.133
2.712
2.295
0.695
1.274
-0.833
-0.665
-1.481
-0.55
-0.109
-1.859
-0.533
0.696
3.59
2.714
1.51
3.239
4.852
2.064
2.155
2.868
3.247
3.397
5.025
2.337
-1.024
1.216
1.368
2.87
1.963
2.831
0.309
0.284
0.531
1.572
2.822
3.733
2.031
1.259
1.845
1.821
5.036
2.804
0.803
1.939
0.6
0.267
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Q8.2 -0.766  -4.147 0.865 2.343
Q8.3 -0.332  -1.796 0.346 0.936
Q8.4 -0.442  -2.396 0.456 1.235
Q8.5 -0.277 -1.501 -0.599 -1.622
Q8.6 -0.602  -3.263 0.597 1.617
Q8.7 -0.822  -4.452 0.98 2.653
Multivariate 914.946 55.738

4.5.5 Profile of Participants

Participants involved in the pilot study were 55.7% female employees and 44.3% male

employees. Most of the participants were single (70.9%) and at a young age ranging

between 18-34 (87.3%). Around 38% of the participants went to college and universities

for higher education. About 70.4% of these participants were from the southern part of

China, and interestingly 11.2% from East and North of China were working in hotels in

Hainan. Participants were mostly from departments in food & beverage (33.7%), room

service (20.3%), recreation & spa (16.9%), and front office (15.7%). A large group of

participants worked in the hotel industry for less than a year (37.7%); yet over 69% had

more than 6 months of work experience in the hotel the time when the pilot study was

carried out. The detailed statistics for participants’ profile could be found in Table 4-12.
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Table 4-12 Profile of Pilot Study Participants.

Items Categories Frequency (%)
Gender Male 443
Female 55.7
Marital status Single 70.9
Married 26.7
Others 2.4
Age 18-24 56.3
25-34 31.0
35-44 10.3
45-54 1.7
55-64 0.6
Education Middle school 21.1
High school 36.8
College/university 38.0
Masters or above 4.1
Region East China 4.7
South China 70.4
Central China 7.1
North China 7.1
North West 0.6
South West 4.1
North East 5.9
Department Front office 15.7
Room service 20.3
Food & beverage 33.7
Security 6.4
Recreation & spa 16.9
Entertainment 23
Others 4.7
Year of Hotel Industry Experience ~ Less than 1 year 37.7
1-2 years 28.0
3-5 years 17.7
6-10 years 9.1
more than 10 years 7.4
Year of Current Hotel Experience Less than 1 month 6.3
1-3 months 10.2
4-6 months 14.2
7-12 months 16.5
1-2 years 233
3-5 years 18.2
6-10 years 6.3
More than 10 years 5.1
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4.5.6 Data Analysis Results

Exploratory factor analysis (EFA) was applied to purify measurement items after data
screening. Factors were extracted from a list of the measurement items and Cronbach’s
alpha values for each factor were checked for the factor’s reliability. A factor loading of
+(0.4 was considered to meet the minimal level for interpretation as referred by Hair et
al. (2010). Hence, it was used as the cut-off point for determining how the items were
correlated with the identified factor. As it was generally agreed, for the lower limit of

Cronbach’s alpha 0.7 was considered (ibid.).

As Table 4-13 illustrated, five factors were identified with 37 organisational culture (OC)
items. They were labelled in association with Hofstede et al.’s (1990) organisational
cultural practice dimensions: 1) Professional; 2) Internal; 3) Job; 4) Result; and 5) Open.
Q3.1 ‘I am told when good job is done’ was the only item that did not load on any factor
which means it could not be included in the measurement of organisational cultural
practices in this study context. Therefore, this item was removed from the measurement
scale. Factor loadings suggested that all other items were adequate. The Bartlett’s Test
of Sphericity was significant (p < .000) and the Kaiser-Mayer-Olkin (KMO) measure of
sampling adequacy was good as it exceeded 0.8. Cronbach’s alpha values of all factors
were greater than 0.7 which indicated that the factors were all reliable in measuring
organisational cultural practice. Most of the items’ communality values were over 0.5
which showed sufficient explanation by the factors they were accounted for. However,
there were five exceptions under the factors of ‘Job’, ‘Result’, and ‘Open’ of which the

communality values were less than 0.5, i.e. Q3.2, Q3.3, Q3.10, Q2.9, Q2.1. Although
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they may not explain one-half of the variance accounted for by their own factor, they
were kept for the main survey as the measurement scale was rarely used in the Chinese

context, as they may need a further examination with a larger sample size.

Table 4-13 EFA Results for Organisational Culture.

Organisational Cultural Factor Eigen- Var.

Practices Factors Loading value (%) Communalities
Factor 1: Professional 8.463 22.873 906

Q1.4 Typically initiative .803 674
Q1.5 Typically warm 793 .656
Q1.8 Typically optimistic 172 704
Q1.6 Typically direct 744 616
Ql.2 .l?eel ' comfortable - 54 506
unfamiliar situations

Q1.7 Put in maximal effort 734 .667
Q1.3 Feel each day brings 656 543
new challenges

Q1.1 Typical efficient .634 587
Q1.9 Open to new comers .631 18
Ql.10 Typically well- 620 610
groomed

Factor 2: Internal 5.747 15.532  .844

Q3.9 Meeting times are 200 715
punctual

Q2.4 Aware of competition 730 .638
Q3.7 Cooperation and trust

between departments is good 688 78
Q4.8 Meeting customer needs .655 517
Q2.8 Cost-conscious 628 591
employees

Q3.6 Management decree 609 584
imposes changes

Factor 3: Job 3.101 8.382 .800

Q4.6 Little attention to the

physical working .730 .639
environment

Q4.3 L1t'tIe concern for 798 646
employees' personal problems

Q4.4 pr .corr'lpet.epce is the 708 629
only criterion in hiring

Q4.5 Only very special

people fit in the hotel 672 645
Q4.7 Hotel is pragmatic in 639 553

matters of employee ethics
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Q3.2 Mistakes are tolerated .546 428
Q3.3 Managers help good

staff to advance 476 A17
Factor 4: Result 2.070 5.594 .800

Q3.8 Management is picky

with trivial things 682 61
Q4.1 Hotel is only interested 662 661
in work people do

Q3.10 Results are more

important than procedures 393 427
Q3.5 Managers keep good

staff in their departments 545 97
Q34 Decisions are

centralised at top 529 334
Q2.9 Employees .prlvate lives 505 395
are their own businesses

Q4.2 Hotel has no special ties

with the local community 481 925
Q2.6 Newcomers are left to 43 533
find their own way

Factor 5: Open 1.672 4.519 7123

Q2.‘2. I can make important 703 561
decisions

Q2.3 I never talk about hotel 701 625
history

Q2.1 1 ‘use 1nf9rma1 style 506 414
communicating with others

Q2.5 I speak seriously of my

job and the hotel 549 663
Q2.7 New employees need

more than a year to feel .489 S16

comfortable with work

Note: KMO= .815; Bartlett's Test of Sphericity: chi-square= 3265.375, df= 666, p
<.000.

Brand knowledge was grouped into two factors. One was labelled as brand meaning and
the other was named as responsibility (Table 4-14). No item was removed since all
factor loadings surpassed the cut-off point. With a significant Bartlett's Test of
Sphericity and a good enough KMO value, all 8 items were significant to interpret the

two factors. The Cronbach’s alpha values 0.919 for ‘Brand Meaning’ and 0.897 for
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‘Responsibility’ were very good implying a reliable structure for the brand knowledge
construct. The communality values all exceeded 0.5, indicating sufficient explanation of

the items.

Table 4-14 EFA Results for Brand Knowledge.

Factor  Eigen- Var.

Brand Knowledge Factors Loading value (%) a Communalities
Factor 1: Brand Meaning 5.334  66.675 919

Q5.2 I know the target

customers 896 866
Q5.1 I know the content and

meaning of this hotel brand 889 845
Q5.3 I know the meaning of

this hotel brand to customers 861 846
Q5.5 I know the importance

of my work 637 .683
S“Slg I know the service 609 690
Factor 2: Responsibility 1.060  13.245 .897

Q5.8 1 know customers'

expectations 878 804
Q5.7 T know my role in

delivering brand message 875 860
Q5.6 T know my behaviour 208 200

can impact this hotel
Note: KMO= .893; Bartlett's Test of Sphericity: chi-square= 1100.744, df= 28, p
<.000.

All 12 items for brand experience construct were categorised into three factors: 1)
company management style; 2) HR management practices; and 3) cross functional
coordination (Table 4-15). These factors were reliable according to the Cronbach’s alpha
values 0.849, 0.814 and 0.849, respectively and had reasonable number of items to

interpret (factor loading over 0.4).
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Table 4-15 EFA Results for Brand Experience.

. Factor  Eigen- Var. oo
Brand Experience Factors Loading value (%) Communalities
Factor 1: Company
Management Style 5988 49.904 .849
Q6.7 ‘ the hotel delivers 864 214
promise
Q6.6  the hptel keeps 226 736
employees well informed
Q6.8 the hptel is .mteretsted i a2, 733
employee job satisfaction
Q6.5 I experience leadership  .557 .590
Facto'r 2: HR Management 1382 11516 814
Practices
Q6.2 I receive training .889 .808
Q6.1 T experience manager's 759 653
efforts
Q6.3 management provides 690 666
rewards
Q6.4 management provides 651 581
authority
Factor. 3:. Cross Functional 1098 9154 849
Coordination
Q6.12 the hotel provides
opportunity to work with .878 .820
international colleagues
Q6.11 the hotel offers the
opportunity to work abroad. 839 776
Q6.10 the hotel offers
internal opportunity to work .714 .646
in different roles.
Q6.9 the hotel solves
problems that employees .540 .641

may encounter at work.

Note: KMO= .868; Bartlett's Test of Sphericity: chi-square= 1080.419, df= 66, p

<.000.

Table 4-16 showed EFA for brand image. Similarly, all 12 items were retained to

explain the factors of functional and experiential benefits. According to the reviewed

literature, benefits under brand association which reflect brand image are considered in
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this study. Functional benefits refer to intrinsic advantages of service consumption and
are often linked to fairly basic motivations such as physiological and safety needs, and
involve a desire for problem removal, whilst experiential benefits relate to the feelings
after using the service and they satisfy experiential needs such as sensory pleasure,
variety, and cognitive stimulation (Keller, 1993). Since most items under Factor 1 can be
reflected to basic motivations, hence it is labelled as functional benefits. Experiential
benefits can be applied to Factor 2 because of a satisfaction in experiential needs. All
items met acceptable levels of explanation with communality values greater than 0.5.
High reliability of the factors, significant Bartlett's Test of Sphericity, KMO measure of
sampling adequacy of over 0.9, and over 0.5 factor loadings all led to a fit structure of

the brand image construct.

Table 4-16 EFA Results for Brand Image.

Factor  Eigen- Var.

Brand Image Factors Loading value (%) Communalities
Factor ~ 1:  Functional 7092 59.098 .926

Benefits

Q7.9 the hotel. provides full 882 853

scope for creativity

Q7.11 the hotel offers long- 317 717

term career progression

Q7.7 the hotel utilises

employees’ strength to the .811 742
purpose of application

Q7.8 the hotel provides
good service programme
Q7.12 the hotel offers
variety in daily work

Q7.10 the hotel offers a
relatively stress-free  .789 .668
working environment

Q7.6 the hotel proactively
solve problems that

810 127

795 706

759 .693
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employees have with work

Factor  2:  Experiential
Benefits

1.364

11.365

858

Q7.1 management has a
forward-looking approach
Q7.3 the hotel provides
good service quality

Q7.4 the hotel brand has
significance to the
customers

Q7.2 the hotel has an
informal culture

Q7.5 the hotel cares about
each employee

.805

71

758

725

578

.666

738

610

671

.664

Note: KMO= .916; Bartlett's Test of Sphericity: chi-square= 1557.539, df= 66, p

<.000.

Finally, the last construct only had 1 factor containing 7 items for representing employee

job satisfaction (Table 4-17). Q8.8 ‘I am satisfied with my overall job’ was not included

for EFA since the purpose of including it in the questionnaire was to test regressions in

future studies. It was not designed for measuring the construct of employee job

satisfaction. The statistics demonstrated a good representation those items have on the

factor with most of their communality values exceeded 0.5. Except for Q8.7, Q8.1, and

Q8.5 that were low on communality. It indicated that these items had less variance in

common with other items. Nonetheless, these three were kept in the questionnaire for the

main survey eventually, because previous studies proved the common variance shared

by all seven items when measuring employees’ job satisfaction (i.e. Karatepe et al.,

2006). Hence, it was considered to be worth to examine again with a larger sample size.
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Table 4-17 EFA Results for Employees’ job satisfaction.

Employees’ job satisfaction Factor Eigen- Var. Communaliti

Factors Loading value (%) es
4160 59.435 874

Q8.4 Satisfied with the

support provided by the hotel 906 821

Q8.'3' Satisfied with hotel's 277 769

policies

Q8.2 . Satisfied with 23 677

supervisor(s)

Q8.6 Satisfied with

opportunities for .772 596

advancement

Q8.7 Satisfied with customers .703 495

Q8.1 Satisfied with fellow 682 466

workers

Q8.5 Satisfied with salary .580 337

Note: KMO= .857; Bartlett's Test of Sphericity: chi-square= 704.96, df= 21, p <.000.

As all the EFA figures suggest a moderate result, it could be concluded that all items
used in the pilot study were appropriate and applicable to the China’s hotel industry. In
addition, the factors extracted were reasonable and reliable in terms of statistics and
literature. These results supported the study to further carry out the main survey for a

wider population.

4.6 Main Survey Data Collection

4.6.1 Survey Design

After concluding that the measurement items were applicable to the China’s hotel
industry context, the pilot questionnaire was finalised for the main survey. No item was
deleted from the pilot questionnaire except marital status. Marital status was taken out
from the main survey for two reasons. First, an uneven number for each marital category
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was identified in the pilot test. With more than 70% respondents marked as ‘single’ and
less than 30% marked as ‘married’, it would be biased to run further statistics for this
variable. Second, a relatively high percentage of missing data (6.3%) occurred for this
variable. It was thought that many respondents felt uneasy about answering this question.
Although Q3.1 was detected to be non-relevant to measure organisational culture and
removed from the measurement scale in the pilot study, it was carefully thought to be
retained in case a large sample would result in a different outcome. A few items were
reworded to improve participants’ understanding of those items. In addition, a qualifying
question was also included in the first section, for example, “are you a front-line
employee?”. Even though the liaison officers were orally briefed not to include non-
frontline employees in the pilot study, they did not manage to exclude some of them.
Therefore, this question enabled the researcher to identify and remove ineligible

questionnaire which would help keep the quality of the collected data.

4.6.2 Survey Distribution

Main survey was conducted between July 18 and August 2, 2011 in Hainan. 12
international branded hotels were contacted, of which 10 hotels agreed to participate in
this study. These 10 international branded hotels were located in three cities, Yalong
Bay and Haitang Bay in Sanya city; Shenzhou Pennisula in Wanning city; and Boao in

Qiong Hai city. Table 4-18 displayed the distribution of hotels for the main survey.
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Table 4-18 Distribution of Hotels for Main Survey.

Hotel Hotel Location No. of Questionnaires | Data Collection Period
Participant Completed

Hotel 1 Shenzhou 98 27/07/2011 - 02/08/2011

Pennisula Resort

Hotel 2 Yalong Bay 148 25/07/2011 —28/07/2011
Hotel 3 Boao 72 27/07/2011 — 05/08/2011
Hotel 4 Haitang Bay 11 25/07/2011 —27/07/2011
Hotel 5 Haitang Bay 76 25/07/2011 —26/07/2011
Hotel 6 Yalong Bay 37 23/07/2011 —27/07/2011
Hotel 7 Yalong Bay 43 23/07/2011 —27/07/2011
Hotel 8 Yalong Bay 39 23/07/2011 —27/07/2011
Hotel 9 Yalong Bay 34 23/07/2011 —27/07/2011
Hotel 10 Yalong Bay 74 23/07/2011 —27/07/2011
Total 632

Hotel General Managers and/or HR managers were firstly contacted via emails prior to
the field work. Nevertheless, only two hotels showed interests in participating in the
study at the initial stage. Site visits were then conducted when the field work was started.
After meeting with the person in charge face-to-face, eight more hotels were willing to
take part in this study. In the end, with each liaison person’s help the main survey
questionnaire was distributed and collected as requested. The involvement of a liaison
person was needed in the main data collection period for the following two reasons. One
reason was that the hotels did not approve the researcher approaching front line
employees when they were occupied at work. As they had seen it as threat, that might
affect the service delivery. The other reason was that frontline employees were from
various departments. It would cause potential problems to the hotel if the researcher
approached different departments. Meetings were held with each liaison person
individually at their working hotel to cover all the terms and conditions that should be
considered when distributing and collecting the data. The researcher checked all

completed questionnaires at the site when they were received to briefly verify the quality
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of the data. Relying on liaison person’s coordination was the main method applied for

collecting data.

The other approach the researcher used was to distribute the questionnaires at two hotel
receptions, restaurants and bars in the evenings. Being on site collecting data enabled
researcher to ensure the quality of the data collected. Nonetheless, low response rate was
received as either staff refused to respond to an unrecognised party or they were too

busy with their work.

Eventually, overall 632 completed questionnaires were collected with a response rate of
75%, of which 524 were obtained after filtering the ones that had obvious errors such as

incompletion.

4.7 Main Survey Data Analysis

For the main survey data, a number of techniques were applied for analysis. Following
the common procedure, a data screening test was carried out to remove the unsuitable
data. Exploratory Factor Analysis (EFA) was applied to define dimensions for each
construct. Confirmatory Factor Analysis (CFA) was conducted to confirm the identified
dimensions and assures whether dimensions correlate among themselves. Structural
Equation Modelling (SEM) was performed to test the hypothetical relationships among
constructs and to assess the overall model fit of the proposed theoretical model. Each of

these data analysis techniques had criteria to refer to demonstrate if the analysis
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outcomes are good or not. The following sub-sections explained the techniques that were

used for the main survey data analysis as well as the criteria that were employed.

4.7.1 Data Screening

Missing Data. Very often that the data collected would have some missing values on
one or more variables. According to Kline (2005), there were three types of missing data
patterns; missing at random (MAR), missing completely at random (MCAR), and
systematic pattern. For MAR most of the time, the data were missing randomly within
subgroups but missing patterns would differ in levels between subgroups; by remedying
the missing values would affect the whole data set (Hair et al., 2010). MCAR was a
higher level of randomness that the cases with missing data were hard to be identified
from cases with complete data (ibid.). In this missing pattern, any remedies could be
applied without making much impact on any other variables. Systematic pattern would
cause bias and would not be generalised to the whole population since non-random

missing occurred (Kline, 2005).

There were various categories of methods to tackle missing data. Available case
methods such as listwise deletion and pairwise deletion could be used to analyse the data
only available through deletion of cases with missing observations. The pre-assumption
was that the missing pattern was MCAR. Single imputation methods also assumed that
the missing pattern was MCAR and its most basic methods were mean substitution, hot-

deck case substitution, and regression-based imputation. These two ways could replace
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the missing data with either the overall sample average or a predicted score generated by
multiple regression. Model-based imputation methods involved more advanced
techniques that could replace missing data with estimated values “from a predictive

distribution that explicitly models the underlying data loss mechanism” (Kline, 2005,

p.55).

Hair et al.’s (2010) rules of thumb stated that any imputation could be applied if the
percentage of missing data was under 10%. For missing data between 10%-20%, hot-
deck case substitution and regression-based imputation might be preferred for MCAR
data; whereas model-based methods were necessary with MAR data. If the percentage of
missing data was over 20%, regression method would be preferred for MCAR and

model-based methods would be preferred for MAR.

Outliers. Outliers were observations that were identified as distinctly different from the
other observations. Two kinds of outliers could occur; one was a univariate outlier that
could exist as an extreme score on a single variable, and the other being a multivariate
outlier that a case had extreme scores on two or more variables (Kline, 2005). An
approach that could detect the types of outliers was the squared Mahalanobis distance
(D?) statistics. A value of D? with a relatively low p value in the chi-square distribution
might lead to rejection of the null hypothesis. The level of statistical significance for this

test was recommended as p<.001 by Kline (2005).
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Normality. Since SEM applies maximum likelihood estimation which assumed that data
must be normally distributed, multivariate normality was checked to indicate if all the
univariate distributions are normal (Kline, 2005). Since it was not easy to assess all
aspects of multivariate normality through examining all joint frequency distributions,
univariate distributions were detected. Field (2009) referred that the absolute values of
skewness and the kurtosis should be 0 and 3 respectively in a normal distribution. The
greater the absolute value was than zero, the more likely it is that the data were not
normally distributed. However, they have their limitations because with large sample
size it was very easy to get significant results from small deviations from normality, and
so a significant test did not necessarily indicate whether the deviation from normality
was enough to bias any statistical procedures that were applied to the data. This study
adopted Kline’s (2005) threshold of univariate normality that skewness less than 3 and

kurtosis less than 8 should be acceptable.

4.7.2 Exploratory Factor Analysis (EFA)

EFA was tested to explain the underlying factors that each item was representing.
Factors abstracted could be used for searching structure among a set of variables and
were assumed to best represent constructs within the data (Hair et al., 2010). EFA was
conducted without knowing which variables belong to which factors within each
construct in this study. The factors were determined by several established guidelines

which are explained below.
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Overall Measures of Inter-correlation. The Bartlett’s Test of Sphericity tested the
presence of correlations among the variables. A statistically significant Bartlett’s Test of
Sphericity (p < .05) indicated that sufficient correlations exist among the variables. The
Kaiser-Mayer-Olkin (KMO) measure of sampling adequacy measured the degree of
inter-correlations among the variables and the appropriateness for factor analysis (Field,
2009). The KMO index was explained as values of .80 or above was meritorious; values
of .70 or above was middling; values of .60 or above was mediocre; values of .50 or

above was miserable; and values below .50 was unacceptable (Hair et al., 2010).

Variance of Variable. Common variance was accounted for based on a variable’s
correlations with all other variables in the analysis. A variable’s communality was the
estimate of its shared, or common, variance among the variables as represented by the
derived factors. Generally speaking, communality for each variable should exceed .50 to

meet acceptable level of explanation (Hair et al., 2010).

Eigenvalues and Scree Plot Diagram. Eigenvalue was the most commonly used
indicator that indicating how much a single variable was account for in interpreting any
individual factor if it was to be retained. With factor analysis each variable contributed a
value of 1 to the total eigenvalue which led to those factors that had eigenvalues greater
than 1 significant. Factors with eigenvalues less than 1 should be disregarded as they
were considered insignificant. Eigenvalue could be a reliable tool for the cut-off point on

how many factors should be extracted (Field, 2009). When there were over 50 variables,
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more factors might be expected to be extracted. In that case, scree plot diagram could
help to determine the number of factors. Its shape of the resulting curve was used to
evaluate the cut-off point. The point at where the curve starts to straighten out was

considered to indicate the number of factors (ibid.).

Factor Loading. A factor loading was the correlation of the variable and the factor. The
loading must exceed .70 for the factor to account for 50 percent of the variance of a
variable (Hair et al., 2010). A general index showed that loadings in the range of +.30
to t.40 were considered to meet the minimal level for interpretation of structure; while
loadings + .50 or greater were practically significant. Hair et al. (2010) provided
guidelines for identifying significant factor loadings based on sample size. According to
their guidelines, factor loadings exceeding 0.55 were reliable in a sample of 100
respondents, whilst loadings of 0.3 could be considered reliable with a sample size of

350 or greater.

Reliability. Cronbach’s alpha was the most broadly used measure assessing the
consistency of the scale. The generally agreed upon lower limit was .70, with a value

greater than .90 meaning excellent, over .80 was good (Field, 2009).

4.7.3 Structural Equation Modelling (SEM)
Structural Equation Modelling (SEM) was applied to test the hypothesised relationships

between the discussed constructs in order to achieve the purpose of this research. Hair et
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al. (2010) depicted structural equation models by its ability to represent unobserved
concepts in multiple and interrelated dependence relationships. Moreover, it sought the
best solutions for the hypothesised relationships in the model to be assessed by the
empirical data set (Diamantopoulos & Siguaw, 2000). SEM was therefore deemed to be
appropriate for this study in terms of studying the proposed theory-based model and

exploring the causal relationships between the five latent constructs.

To assess the validity of the scales, a confirmatory factor analysis (CFA) for the attitudes
and performance scales was performed. Based on the factors being tested by EFA, CFA
tests if the theoretical specification of the factors would match the actual data. Amos
18.0 software program was run for data analysis since it allowed multiple-group analysis
with different models for different groups (Reisinger & Turner, 1999). Hair et al. (2010,

pp-654-655) outline six stages of SEM presented below:

1. Defining individual constructs;

2. Developing the overall measurement model;

3. Designing a study to produce empirical results;
4. Assessing the measurement model validity;

5. Specifying the structural model;

6. Assessing structural model validity.

This study followed this outline and referred to its standards of validity to investigate if
the measurement model was valid by testing levels of goodness-of-fit and finding

evidence of construct validity.
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The goodness-of-fit indices contained three general groups of measures which were
absolute measures, incremental measures, and parsimony fit measures. Besides the basic
elements of goodness-of-fit measures, this study also adopted multiple fit indices
including two absolute and one incremental measures. According to Hair et al. (2010),
for the Basics of Goodness-of-Fit (GOF), Chi-square (%) examined differences between
the observed and estimated covariance matrices. A relatively small y> value (i.e. p > 0.05)
would indicate no statistical significance between the matrices, which meant that it
supported the proposed theoretical model. Both Goodness-of-Fit Index (GFI) and Root
Mean Square Error of Approximation (RMSEA) were absolute fit indices; among which
GFI produced a fit statistics that was less sensitive to sample size. A GFI value of
greater than .90 was considered good in general. RMSEA attempted to correct for the
tendency of the x> GOF test to reject models with a large sample or a large number of
observed variables. Comparative Fit Index (CFI) was an incremental fit index assessing
how well the estimated model fits some alternative baseline model. Table 4.19

illustrated the cut-off point for each GOF index.
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Table 4-19 Goodness-of Fit Indices for Measurement Model.

No. of N > 250
observed m <12 12<m <30 m = 30
variables (m)

Insignificant p- Significant p- Significant p-values

x2

CF1

RMSEA

values even with
good fit

.95 or better

Values < .07 with
CFI of .97 or higher

values expected

Above .95

Values < .07 with
CFI of .92 or
higher

expected

Above .90

Values < .07 with
CFI of .90 or higher

Source: Hair et al., 2010, pp. 672.

4.8 Ethical Issue

This study applied the Hong Kong Polytechnic University Human Subjects Ethics

approval for ethical appropriateness. This meant no exploiting of the sample or breaking

of any ethical rules agreed with the hotels. The questionnaire was designed without

sensitive issues which might be of concern to hotel’s stakeholders. All information was

collected anonymously so that no data source could be traced. There was an introduction

of the nature of this study on the top of the questionnaire, stating that this research was

carried out by a third party and their information would be kept confidential.

Furthermore, all data was carefully obtained and there should be no misrepresentation in

reporting during the study.
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4.9 Chapter Summary

This chapter explained the research methods which were chosen for this study. It
reviewed the research objectives and justified appropriateness for the selected
measurement items for each construct. The screening test and pilot study were
conducted to reassure validity of the measurements. The main survey was eventually
carried out with 524 complete data collected for analysis. Preliminary data screening and
exploratory factor analysis were implemented testing the reliability of the data and the
structure among constructs. After describing how the data was distributed and collected,
data analysis approaches that were used to test main survey data were discussed. The
ethical issue was addressed to prove that this study was ethically appropriate. Findings

of the main survey are presented in the next Chapter.
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CHAPTER 5 FINDINGS AND DISCUSSION

5.1 Introduction

Based on data analysis methods described in the previous chapter, this chapter analyses
the findings of this study and discusses the core research objectives. The first three
sections describe the data screening process, sample characteristics, and descriptive
statistics. The next two sections present results of the exploratory and confirmatory
factor analysis for each construct and the overall models. The next two sections report
the outcome of the structural models. This chapter concludes with a discussion of the

results of all hypotheses and research questions.

5.2 Data Screening

Missing Data. For the main survey data, the missing value analysis function in SPSS
18.0 was used to identify any missing data. There were 16 cases that had more than 10%
missing values, and these cases were deleted from the main dataset. Most variables had
less than 2% missing values, except for Q6.11, which had 5.2%. Since no specific
pattern to the missing data was identified and because the percentage of the remaining
missing values was low, listwise deletion was used for exploratory factor analysis. The
mean-substitution method was used for confirmatory factor analysis because it could
provide all cases with complete information (Hair et al., 2010). The number of 524 cases
is large enough for using listwise deletion method while not compromising the results of
EFA, however, the very same method would reduce the amount of valid information

when used in CFA with two separated datasets. Hence, mean-substitution method was
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used to replace missing values with the mean value of a specific item. After the deletion,

the total number of valid questionnaires was thus reduced from 524 to 508.

Outliers. Outliers were detected using Mahalanobis D? values in AMOS. Overall, 12
cases were tagged as outliers according to low p value that were less than 0.001.
Therefore, they were removed from the dataset to increase the representativeness of the

sample. That left 496 usable questionnaires for the final data analysis.

Normality. Table 5-1 displays the univariate and multivariate normality test results. The
absolute values of skewness of all 75 variables ranged from 0.462 to 1.278, and the
absolute values of kurtosis ranged from 0.027 to 2.36. All variables meet Kline’s (2005)
cut-off points for skewness (< 3.0) and kurtosis (< 8.0). However, a normal distribution
may not necessarily guarantee a multivariate normal distribution if the sample size is
large enough to inflate chi-square values (Kline, 2005). Additionally, West, Finch, and
Curran (1995) claimed that most data cannot meet the assumption of multivariate
normality in practice. For these reasons, it can be argued that the survey data did not

seriously violate the assumption of multivariate normality.
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Table 5-1 Univariate and Multivariate Normality Test Results (N=496).

Variable (N=75) skew *c.r. Kurtosis  *c.r
Organisational Culture

Q1.1 Efficient -1.041  -9.462 1.801 8.186
Q1.2 Initiative -0.514  -4.67 -0.371 -1.685
Q1.3 Warm -0.501  -4.556 -0.402 -1.828
Q1.4 Direct -0.85 -7.725 0.961 4.368
Q1.5 Optimistic -0.639  -5.814 0.027 0.121
Q1.6 Well-groomed -0.83 -7.548 0.452 2.054
Q1.7 Open to new comers -0.886  -8.052 0.323 1.467
Q1.8 . Feel comfortable in unfamiliar 0.805 7322 0.623 533
situations

Q1.9 Feel challenge everyday -0.881 -8.012 0.92 4.18
Q1.10 Put maximal effort -1.104  -10.034 1.627 7.395
Q2.1 Use informal communication style  -0.836  -7.601 -0.1 -0.453
Q2.2 Make important decisions -0.672  -6.113 0.115 0.522
Q2.3 Aware of competition -0.84 -7.64 0.711 3.233
Q2.4 Keep meeting time punctually -1.069  -9.721 1.219 5.544
Q2.5 Talk about hotel history -0.462  -4.197 -0.194 -0.883
Q2.6 Speak seriously of job and hotel -0.661  -6.008 0.326 1.483
Q2.7 Cost-conscious -1.056  -9.599 1.562 7.1
Q2.8 Private life is my own business -0.787  -7.152 0.05 0.226
Q2.9 New ernployees are left to find own 0726 -6.604 0.32 1 456
ways of working

Q2.10 New employees need more time to

feel comfortable with work 0551 -5.008 -0.723 -3.287
Q3.1 Informed when a good job is done  -1.188  -10.803  1.553 7.059
Q3.2 Help good staff to advance -1.093  -9.933 1.484 6.745
Q3.3 Mistakes are tolerated -0.801 -7.287 0.394 1.789
Q3.4 Keep good staff -0.67 -6.089 0.324 1.472
Q3.5 Departments cooperation and trust  -0.777  -7.064 0.941 4.279
dQe3(;r6€£Aanagement imposes change by 0766 -6.962 0.809 3678
Q3.7 Decisions are centralised at top -0.613  -5.571 0.059 0.267
Q3.8 Results rather than procedures -0.738  -6.708 0.069 0.313
Q4.1 Interest in employees’ work -0.485  -4.411 -0.713 -3.242
Q4.2 Tie with the community -0.778  -7.072 0.628 2.855
Q4.3 Concerned with employees 0712 -6473 0.195 0.888
personal problem

Q4.4 Job competence as hiring criterion  -0.843  -7.663 0.317 1.441
Q4.5 Emphasis on customer needs -0.84 -7.636 0.483 2.197
Q4.6 Physical working environment -0.532  -4.836 -0.185 -0.842
Q4.7 Pragmatic employee ethics -0.748  -6.801 0.541 2.46
Q4.8 Special people can fit in the hotel -0473  -4.304 -0.634 -2.882
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Brand Knowledge

Q5.1 Content and meaning of the hotel
Q5.2 Target customers

Q5.3 Meaning of hotel brand to customer
Q5.4 Service level

Q5.5 Importance of my work

Q5.6 Impact of my behaviour

Q5.7 Role in delivering brand message
Q5.8 Customers’ expectations

Brand Experience

Q6.1 Manager’s efforts

Q6.2 Leadership

Q6.3 Training

Q6.4 Rewards

Q6.5 Authority

Q6.6 Keep employees informed
Q6.7 Deliver promises

Q6.8 Interested in employee job
satisfaction

Q6.9 Solve employees’ problems at work
Q6.10 Offer internal opportunity
Q6.11 Offer work abroad

Q6.12 International colleague

Brand Image

Q7.1 Forward-looking approach
Q7.2 Informal culture

Q7.3 Service quality

Q7.4 Brand significance to customers
Q7.5 Care about employees

Q7.6 Solve employees’ problems
Q7.7 Utilise employees’ strengths
Q7.8 Provide service programme
Q7.9 Allow creativity

Q7.10 Offer stress-free working
environment

Q7.11 Offer long-term career
progression

Q7.12 Offer variety in daily work

Employee Job Satisfaction
Q8.1 Fellow worker

Q8.2 Supervisor

Q8.3 Hotel customers

Q8.4 Hotel policy

Q8.5 Salary

-1.077
-0.962
-0.817
-0.955
-0.597
-0.858
-0.733
-0.991

-0.815
-0.586
-0.865
-0.773
-0.663
-0.742
-0.79

-0.752

-0.839
-0.667
-0.701
-0.854

-1.032
-0.958
-0.789
-0.914
-0.634
-0.714
-0.749
-0.689
-0.548

-0.513

-0.695
-0.674

-1.196
-1.278
-0.887
-0.773
-0.569

-9.791
-8.749
-7.431
-8.68
-5.432
-7.8
-6.666
-9.012

-7.415
-5.326
-7.864
-7.029
-6.028
-6.742
-7.183

-6.841

-7.631
-6.062
-6.376
-7.761

-9.382
-8.706
-7.171
-8.306
-5.762
-6.488
-6.809
-6.268
-4.98

-4.665

-6.322
-6.129

-10.876
-11.615
-8.066
-7.032
-5.171

2.227
1.532
0.918
1.513
-0.118
0.783
0.445
1.237

0.225
-0.271
0.661
0.563
0.131
0.76
0.687

0.704

0.71
0.153
-0.044
0.438

1.137
0.975
0.464
0.823
0.039
0.362
0.418
0.229
-0.171

-0.183

0.333
0.179

1.859
2.36
0.706
0.432
-0.041

10.123
6.963
4.175
6.876
-0.536
3.559
2.024
5.622

1.025
-1.234
3.004
2.557
0.597
3.454
3.125

3.199

3.226
0.697
-0.2

1.991

5.171
4.431
2.112
3.742
0.178
1.647
1.9
1.039
-0.776

-0.831

1.514
0.813

8.452
10.73
3.21
1.962
-0.187
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Q8.6 Opportunity for advancement -0.596  -5.422 0.235 1.07
Q8.7 Hotel support -0.627  -5.7 0.171 0.778
Multivariate 1956.781 202.751

*c.r. (critical ratio) — referred to standard normal distribution; c.r. values > 1.96
indicate two-sided significance at 5% level.

5.3 Sample Characteristics
Table 5-2 displays the profile of the front-line employees who participated in this survey.
Categories include gender, age, level of education, region, department, years of work

experience in the hotel industry, and years of work experience in the current hotel.

Among all respondents from the 10 international branded hotels, the proportion of male
and female employees was relatively equal, with 46.5% male and 53.5% female. It is
rather common to see more female than male employees working in the front line
positions in the hotel industry. This phenomenon has been improved since the gap is
narrowed in comparison with previous numbers. Statistics of 2008 salary survey report
for the hotel industry shows that 67.44% of the overall frontline service employees are
female nationwide while 32.56% are male frontline service employees (Meadin.com,

2008).
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Table 5-2 Profile of Respondents (N=496).

Items Categories Frequency (%)
Gender Male 46.5
Female 53.5
Age 18-24 44.4
25-34 423
35-44 9.3
45-54 2.8
55-64 1.2
Education Primary school or under 1.2
Middle school 20.6
High school/Vocational school 34.9
College/University 41.5
Masters or Ph.D. 1.8
Region East China 8.7
South China 43.6
Central China 10.9
North China 7.7
Northwest China 3.4
Southwest China 11.7
Northeast China 12.1
Taiwan/Hong Kong/Macao 0.8
Overseas 1.0
Department Front office 26.1
Room service 30.6
Food & beverage 21.5
Security 4.7
Recreation & spa 10.3
Entertainment 6.9
Years of Hotel Industry
Experience Less than 1 year 20.0
1-2 years 38.9
3-5 years 27.6
6-10 years 9.3
more than 10 years 4.2
Years with Current Hotel Less than 1 month 7.3
1-3 months 12.1
4-6 months 16.5
7-12 months 24.8
1-2 years 28.0
3-5 years 9.1
6-10 years 1.8
More than 10 years 0.4
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Employees between 18 and 34 years old made up 86.7% of all respondents. This means
that most front-line employees are young which illustrates an universal phenomenon in
the hotel industry in China. The media has revealed that some hotels even require
prospective front-line staff to be between 18 and 30 years old (Hetu, 2012). The same
article pointed out that there is an issue for keeping young employees in this industry
because the employees born in the 1980s- and 1990s frequently hop from jobs in one
hotel to another. With so much employee turnover, participants’ work experience in the

hotel industry and in their current hotel may be important variables to look at.

Around 20% of employees had worked in the hotel industry for less than a year. The
largest group of employees had worked in the hotel industry for 1-2 years (38.9%),
followed by the group with 3-5 years (27.6%). Very few employees (13.5%) had worked
in the hotel industry for more than 6 years, which indicates a lack of skilled and
experienced employees in this industry. This conclusion matches De Han Consulting’s
(2011) conclusion that the hotel industry has many inexperienced personnel and few

experienced experts.

About 28% of employees had worked 1 to 2 years in their current hotels, 24.8% had
worked between 7-12 months, and 16.5% for 4-6 months. Around 19.4% of employees
had worked less than 3 months in their current hotel. This figures again suggest the
inexperience staff and potential frequent job-hop situation. Employees who had worked

in their current hotel for more than 2 years made up 11.3%.
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Over 40% of participants went to college or university for higher education, although
still more than 20% had only middle school qualification or less. These figures differ
from a research report from various hotels in Hainan that found only 9.04% had
university degrees and 13.78% vocational degrees ( [ E Pt ] MAA RIRAEE
HEFE M5 MY, 2010). In contrast, the sample in this current study is quite well educated.

This could be because that this study focuses on international branded hotels, which may

require staff to have certain educational qualifications.

Not surprisingly, most respondents (43.6%) were originally from southern China,
including local residents. A total of 22.8% of respondents were from less economically
developed regions in China’s Western Development Zone. Their moves can be seen as
in search of better pay or development opportunities (China Labour Bulletin, 2008; Zhou,
2012). Still, around 8.7% of participants came from eastern China, which is the most
developed of China’s three major economic and administrative regions. In addition to
mainland Chinese employees, almost 2% were from overseas, Taiwan, Hong Kong, and

Macau.

The questionnaire asked which department respondents worked in to see if there were
any differences between employees from different departments. The department options
were front office, room service, food & beverage, security, recreation and spa, and

entertainment, since these departments have the highest number of customer-contact
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employees. There were more participants from room service department (30.6%) than

front office (26.1%) and food & beverage (21.5%).

5.4 Descriptive Statistics

Respondents were asked to rate their perception of their hotel’s organisational culture,

brand knowledge, brand image, experience of the brand from daily work, and their

satisfaction with their job. Tables 5-3 to 5-5 illustrate the mean ( #) and standard

deviation of all variables after data cleaning.

Table 5-3 Descriptive Statistics for Organisational Culture.

Mean Std. Dev.

Q1.1 Efficient

Q1.2 Initiative

Q1.3 Warm

Q1.4 Direct

Q1.5 Optimistic

Q1.6 Well-groomed

Q1.7 Open to newcomers

Q1.8 Feel comfortable in unfamiliar situations
Q1.9 Feel challenged everyday

Q1.10 Put forth maximal effort

Q2.1 Use informal communication style
Q2.2 Make important decisions

Q2.3 Aware of competition

Q2.4 Keep meeting times punctually
Q2.5 Talk about hotel history

Q2.6 Speak seriously of job and hotel
Q2.7 Cost-conscious

Q2.8 Private life is my own business

Q2.9 New employees are left to find own ways of working
Q2.10 New employees need more time to feel comfortable

with work

Q3.1 Informed when a good job is done
Q3.2 Help good staff to advance

Q3.3 Mistakes are tolerated

Q3.4 Keep good staff

Q3.5 Departments have cooperation and trust

5.78
5.79
5.88
5.66
5.75
5.88
5.96
5.71
5.70
5.80
5.00
5.00
5.68
5.84
5.26
5.64
5.76
5.71
5.68

4.80
5.60
5.68
5.06
5.27
5.61

1.104
1.011
0.946
1.145
1.083
1.069
1.015
1.115
1.139
1.168
1.69

1.451
1.145
1.127
1.305
1.118
1.129
1.236
1.147

1.768
1.32

1.194
1.513
1.365
1.158
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Q3.6 Management imposes change by decree 548 1.211

Q3.7 Decisions are centralised at the top 539  1.265
Q3.8 Results rather than procedures 5.21 1.485
Q4.1 Interest in employees’ work 476  1.773
Q4.2 Ties with the community 544 1.2

Q4.3 Concerned with employees’ personal problems 5.16 1403
Q4.4 Job competence as hiring criterion 5.06 1.529
Q4.5 Emphasis on customer needs 5.84  1.093
Q4.6 Physical working environment 554  1.172
Q4.7 Pragmatic employee ethics 546  1.253
Q4.8 Special people can fit in the hotel 457 1.723

Among all organisational culture variables, ‘I am open to newcomers’ (Q1.7, #= 5.96)
was rated the highest on average, followed by ‘I am a typically warm employee’ (Q1.3,
4= 5.88) and ‘I am a typically well-groomed employee’ (Q1.6, #= 5.88). These

statements more or less represent the hotel industry’s emphasis that employees being
well-groomed and warm to customers. In contrast, the items agreed on the least were

‘only very special people can fit in the hotel’ (Q4.8, x= 4.57); ‘the hotel is only
interested in the work that employees do’ (Q4.1, #=4.76); ‘new employees need more
than a year to feel comfortable with work’ (Q2.10, = 4.8). Although these items

received the lowest values of organisational culture items, participants still tended to
agree with these statements. All three statements imply that hotels have relatively less

concern with whether employees settle into the hotel and fit into the work environment.

Brand items received relatively high ratings compared with organisational culture items.
For brand knowledge in general (Table 5-4), participants reported knowing the service

level of their working hotel (Q5.4, #=5.73); the content and meaning of the hotel (Q5.1,
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#=15.72); and the importance of their work to the success of the hotel (Q5.5, x#=5.72)
better than they knew their customers’ expectations (Q5.8, #= 5.48). Even though ‘I

know customers’ expectations when they stay at this hotel” was rated the lowest among
brand knowledge items, its high mean value still represents high confidence in their

understanding of customer expectations.

For brand experience section in Table 5-4, participants mostly agreed with ‘I experience

managers’ efforts to establish routines for giving good service’ (Q6.1, 2= 5.9); but
agreed least with ‘the hotel offers the opportunity to work abroad’ (Q6.11, z= 5.04).

Though it is rare to send front-line employees abroad to work, if the hotel provides the
opportunity to more senior employees, front-line employees would benefit when their
careers advance. It seems that these 10 international branded hotels have work-abroad

programmes.

Table 5-4 Descriptive Statistics for Brand Knowledge, Brand Experience, and Brand Image
Items.

Mean Std. Dev.

Brand Knowledge

Q5.1 Content and meaning of the hotel 572 1.071
Q5.2 Target customers 5.63  1.11
Q5.3 Meaning of hotel brand to customer 5.70  1.059
Q5.4 Service level 573  1.077
Q5.5 Importance of my work 572 1.086
Q5.6 Impact of my behaviour 564 1.156
Q5.7 Role in delivering brand message 5.56  1.169
Q5.8 Customers’ expectations 548 1.243

Brand Experience
Q6.1 Manager’s efforts 590  1.027
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Q6.2 Leadership 5.71 1.079

Q6.3 Training 5.63  1.203
Q6.4 Rewards 554  1.195
Q6.5 Authority 537  1.298
Q6.6 Keep employees informed 541 1.231
Q6.7 Deliver promise 537 1.291
Q6.8 Interested in employee job satisfaction 537  1.237
Q6.9 Solve employees’ problems at work 542  1.249
Q6.10 Offer internal opportunities 547 123
Q6.11 Offer work abroad 5.04 1.569
Q6.12 International colleagues 526  1.463
Brand Image

Q7.1 Forward-looking approach 5.78  1.199
Q7.2 Informal culture 5.71 1.173
Q7.3 Service quality 5.81 1.075
Q7.4 Brand significance to customers 571  1.188
Q7.5 Care about employees 5.51 1.237
Q7.6 Solve employees’ problem 546  1.248
Q7.7 Utilise employees’ strength 544  1.267
Q7.8 Provide service programme 5.59 1.185
Q7.9 Allow creativity 545 1.236
Q7.10 Offer stress-free working environment 5.14 1403
Q7.11 Offer long-term career progression 547 1253
Q7.12 Offer variety in daily work 529 1.346

In the brand image section, participants rated that customers had been given good
service (Q7.3, #= 5.81) on average. This echoes their experience of service effort in
daily work, as well as their understanding of service. The statistics generally indicate
that all of the hotels have a strong focus on service quality, regardless of whether
employees get that perception from the provided brand knowledge, their experience at
work, or both. ‘The hotel offers employees a relatively stress-free working environment’
(Q7.10, u#=5.14) had the lowest mean value of all the items on brand image. The hotel
industry is known for its long working hours and job burnout. Employee stress is a
significant issue in the industry (O’Neil & Davis, 2011). Therefore, it is surprising to get

an agreement—even slightly—from 496 participants that their companies provide a
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stress-free working environment. This outcome may suggest that hotels in resort areas

may face a different scenario from hotels in cities and suburban areas.

Participants in this study were highly satisfied with their colleagues (Q8.1, #= 5.89)
and supervisors (Q8.2, #= 5.87) (Table 5-5). This implies that the hotels have fairly

good vertical and horizontal relationships. Satisfaction with salary was rated lowest,

with a 4.86 mean value. This seems to be universal in China’s hotel industry. Salary is
the top reason why employees hop to other jobs ( [ E PRt 5] MAA RIEMAEE

R MY, 2010).

Table 5-5 Descriptive Statistics for Employee Job Satisfaction Items.

Mean Std. Dev.

Q8.1 Fellow workers 5.89  1.136
Q8.2 Supervisor 5.87 1.113
Q8.3 Hotel customers 5.65 1.215
Q8.4 Hotel policy 542  1.304
Q8.5 Salary 480 1.534
Q8.6 Opportunity for advancement 5.31 1.331
Q8.7 Hotel support 545 1.262

5.5 Individual Measurement Models
The final main survey dataset was randomly separated into two subsets after data
screening. This was done for the purpose of assessing the generalisability of the results

of the model to the general population. Hair et al. (2010) suggested what is now the most
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commonly used approach to divide the sample into two parts (if the sample is large
enough), with one being a calibration subsample to identify the model and the other
being a validation subsample to test the model. Researchers can use random or
systematic procedures to delineate the two independent samples. This study used the
random approach, resulting in two data sets with approximately equal sample sizes. The
calibration sample set used for the EFA had 244 cases, and the validation sample set

used for the CFA had 252 cases.

The individual measurement model was examined first by EFA and CFA. EFA was used
to reduce the measurement items and identify the underlying dimensions of each
construct (Field, 2009; Vieira, 2011). CFA was then used to assess the dimensionality,
convergent validity, reliability, and discriminant validity. This study used second-order
factor analysis because the proposed model contains a few latent constructs that have

multiple first-order latent dimensions. Latent constructs—such as internal branding,
organisational culture, and brand experience—can be represented explicitly by second-

order factors, where first-order factors become indicators of the second-order factors
(Hair et al., 2010). The decision to use a second-order measurement model for those
constructs was purely grounded in theory. All rules of thumb discussed in the previous

chapter work the same on second-order factors as they do on first-order factors.

One important issue must be addressed before reporting the results of the analysis. The

goodness-of-fit indices that were used to check the validity of the measurement model in
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the CFA did not always meet the optimal values recommended in previous studies. In
that case, “model modification in specification is needed in order to identify a model that
better represents the sample data” (Byrne, 2009, p. 107). This study considered two
diagnostics to test for problems: standardised residuals and modification indices.
Standardised residuals were used to identify paired items for which the specified
measurement model does not accurately predict the observed covariance between the
two items (Hair et al., 2010). Modification indices help find evidence of the
misspecification associated with the pairing of error terms in connection with their items
(Byrne, 2009). The CFA test in this study used these two diagnostics for model

modification.

5.5.1 Measurement Model for Internal Branding

5.5.1.1 Exploratory Factor Analysis of Internal Branding

This study proposes a new measurement theory of internal branding based on the
literature review that includes three dimensions: brand knowledge, brand experience,
and brand image. These three dimensions were included in the EFA to explore their
relationship with internal branding. Table 5-6 illustrates the results of the internal
branding EFA. Three factors were generated that explained 67% of the total variance. In
particular, brand image factor explained 47.74% of the variance followed by brand
knowledge (11.74%) and brand experience (7.46%). The extracted factors resembled the
hypothesis that this study proposed based on the literature development. The KMO of
0.92 was much greater than the 0.6 cutoff suggested by Hair et al. (2010). Bartlett’s Test

of Sphericity was significant with p <.000 and %> (df = 120) = 2182.57 (N = 232). These
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two figures imply that correlation among the variables was not extreme and that reliable
factors could be extracted. Communality values all exceeded 0.5 indicating sufficient

explanation of the factors.

Variables with loadings lower than 0.5 were eliminated for the reasons that either they
had low correlations with the identified factors; or they cross-loaded onto different
factors. In total, 16 variables were retained, and each had loadings over 0.6 on their
respective factors. The reliability coefficients for the factors ranged from 0.83 to 0.92,
exceeding the minimum standard of 0.7. All figures suggest an internal consistency of

the dimensions and thus all remaining variables were kept for CFA validation.

Table 5-6 EFA Results of Internal Branding.

Internal Branding Factors Factor Eigen- Var. Reliability Commu-
(N =232) Loading value (%) Coefficient nalities
Factor 1: Internal Branding Brand

Image (IBBI) 7.638  47.738 915

Q7.7 Utilise employees’ strength .824 172
Q7.9 Allow creativity 784 731
Q7.5 Care about employee 172 .696
Q7.6 Solve employees’ problem 71 724
Q7.11 Offer long-term career 730 660
progression

Q7.8 Provide service programme 702 .661
Factor 2: Internal Branding Brand

Knowledge (IBBK) 1.879  11.743 871

Q5.7 Role in delivering brand message  .800 719
Q5.4 Service level 187 .680
Q5.6 Impact of my behaviour 776 .660
Q5.5 Importance of my work 758 .634
Q5.3 Meaning of hotel brand to 741 649
customer

Factor 3: Internal Branding Brand

Experience (IBBE) 1.193 7456  .826

Q6.9 Solve employees’ problem at 759 715
work
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Q6.10 Offer internal opportunity 743 .632

Q6.11 Offer work abroad .686 .606
Q6..8 Int.erested in employee job 662 619
satisfaction

Q6.6 Keep employees informed .619 553

Note: KMO=.92; Bartlett's Test of Sphericity: xz =2182.57, df= 120, p <.000.

5.5.1.2 Confirmatory Factor Analysis of Internal Branding

First-order CFA

A validation sample of 252 cases was used to verify the 3-factor solution of internal
branding. In order to test whether brand knowledge, brand experience, and brand image
are the key dimensions of internal branding and whether the 16 observed indicators
(variables) represent the hypothesised latent constructs (each dimension in the EFA),
each level of the higher-order construct was examined separately to that the
measurement model was identified carefully (Byrne, 2009). Hence, a first-order CFA
was conducted to test the relationships between the 16 observed indicators and 3 latent

constructs (brand knowledge, brand experience, and brand image).

Table 5-7 illustrates the initial model results, including estimated coefficient values, t-
values (C.R.), standardised factor loadings, and squared multiple correlations (SMC).
All indicators demonstrated a significant factor loading over 0.5; all t scores were
greater than 1.96. Though four items’ SMC values were lower than 0.5 suggesting little
variance explained by the factors, the convergent validity of internal branding was

relatively satisfactory.
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Nevertheless, the goodness-of-fit indices (¥*= 300.04, df = 101, p < .000, y*/df= 2.97,
GFI = .86, CFI= .91, RMSEA= .089) showed a slightly problematic fit between the
model and the sample data based on the goodness-of-fit criterion (explained in Section
4.7.3). Five items had SMC values lower than 0.5 indicating little variance was
explained by their corresponding factors. This model was then modified by identifying
large residuals (> 2.0) that could be causing an unacceptable degree of error. For the
internal branding modified measurement model (Table 5.7), both items Q5.7 (‘I know
my role in delivering the brand message’) and Q5.6 (‘I know how my behaviour can
impact this hotel’) had large residuals when they were removed from the model
individually. Both items were thus dropped. By checking modification indices, three
more items (Q6.6 ‘the hotel keeps employees well informed’, Q7.8 ‘the hotel provides
good service programme to employees’, and Q7.11 ‘the hotel offers clear opportunities
for long-term career progression’) were deleted because of high cross-loadings. Item
Q6.10 (‘the hotel offers employees a relatively stress-free working environment’) was
also dropped since its factor loading was lower than the adequate value of 0.6 cutoff.
Thus, 6 items were eliminated after the first-order CFA, resulting an improvement of the
measurement model fit to x> = 55.704, df = 32, p = .006, y*/df = 1.74, GFI= .96,
CFI= .98, RMSEA= .054. Still, three items’ SMC values were less than the 0.5 cutoff
point and were kept for the next test. In the end, 10 indicators were retained and

subjected to the second-order CFA test.
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Table 5-7 Initial and Respecified Measurement Model of Internal Branding (First-Order).

Respecified

Inital Model (N inte R % oMC [Model(N=  Estimate CR. 0% sMC
=252) FL FL

252)
Factor 1:IBBI Factor 1: IBBI
Q7.5<---1BBI 0.88 13.17 0.76 0.57 |Q7.5<---IBBI 0.94 12.23 0.75 0.56
Q7.6<---1BBI 0.84 13.76 0.78 0.61 |Q7.6<---IBBI 0.89 12.26 0.77 0.59
Q7.7<---1BBI 1.00 0.82 0.67 [Q7.7<---1BBI 1.08 13.92 0.82 0.67
Q7.8<---1BBI 0.80 12.95 0.74 0.55|Q7.9<---IBBI 1.00 0.79 0.62
Q7.9<---1BBI 091 1396 0.77 0.60
Q7.11<---1BBI 0.84 11.97 0.70 048
Factor 2: IBBK Factor 2: IBBK
Q5.3<---IBBK 1.05 13.16 0.80 0.63 [Q5.3<---IBBK 1.12 15.12 091 0.82
Q5.4<---IBBK 1.00 0.76 0.58 |Q5.4<---IBBK 1.00 0.82 0.67

Q5.5<---IBBK 0.96 11.07 0.73 0.53 [Q5.5<---IBBK 0.82 11.00 0.67 0.45
Q5.6<---IBBK 0.98 10.02 0.70 0.49
Q5.7<---IBBK 0.99 943 0.66 0.44

Factor 3: IBBE Factor 3: IBBE

Q6.6<---IBBE 1.30 9.07 0.76 0.57 [{Q6.8<---IBBE 1.18 10.77 0.79 0.62
Q6.8<---IBBE 1.32  9.29 0.79 0.62 [Q6.9<---IBBE 1.00 0.69 048
Q6.9<---IBBE 1.18 877 0.72 0.52 |Q6.11<---IBBE 1.23  9.07 0.66 0.44
Q6.10<---IBBE 1.00 0.59 0.35

Q6.11<---IBBE .32 798 0.63 0.39

Second-order CFA

Compared to the first-order CFA, the second-order model exhibited better construct
validity (Table 5-8). Each of the indicators had a significant factor loading: IBBI had a
loading of 0.97, IBBK of 0.70, and IBBE of 0.92. In addition, all factor loadings were
above 0.6, with t values of each indicator greater than 1.96, suggesting that the
indicators are valid measurements of the constructs. The second-order model showed
good model fit based on the goodness-of-fit indices. Moreover, composite reliability
values were higher than 0.7, and AVE values were all above 0.5. These figures suggest

that the construct has high validity, which further corroborates suggests that the
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measurement of internal branding can involve the components of brand image, brand

knowledge, and brand experience.

Table 5-8 CFA Results of Internal Branding (Second-Order).

Std. Composite

Estimate C.R. FL SMC Reliability AVE
1B 75
B 0 60 97 o4 % 61
PR 60 973 70 49 % 04
R g 19 9 s ° >l

2 = 55.704, df = 32, p = .006, ¥/df = 1.741, GFI= .956, CFI= .981,
RMSEA=.054

5.5.2 Measurement Model for Brand Knowledge

5.5.2.1 Exploratory Factor Analysis of Brand Knowledge

The EFA for brand knowledge obtained one factor solution with seven variables that
explained 60% of variance. Item Q5.8 (‘I know customers’ expectations when they stay
at this hotel’) was deleted because it was not significantly related to the brand
knowledge factor. The rest of the variables had factor loadings ranging from 0.72 to 0.83
(Table 5-9). A high KMO value of 0.89 and significant Bartlett’s Test of Sphericity (p
< .000) suggested a reasonable pattern of correlations between the variables. The
Cronbach’s alpha value (0.89) revealed that the brand knowledge items were internally
consistent. All communality values were greater than 0.5 suggesting adequate variance
explained by the factors. These seven variables were used for the validation CFA of

brand knowledge.

157



Table 5-9 EFA Results of Brand Knowledge.

Brand Knowledge Factors Eigen- Var. Reliability Commu-

(N =240) FL value (%) Coefficient nalities
4.2 59.998 .888

Q5.3 Meaning of hotel brand to 827 634

customer

Q5.7 Role in delivering brand 790 624

message

Q5.5 Importance of my work 785 616

Q5.4 Service level 778 .605

Q5.6 Impact of my behaviour 769 592

Q5.1 Content and meaning of

the hotel .749 562

Q5.2 Target customers 719 517

Note: KMO = .89; Bartlett's Test of Sphericity: = 807.94, df = 21, p <.000.

5.5.2.2 Confirmatory Factor Analysis of Brand Knowledge

The model fit indices of the initial model indicated a relatively poor fit x>= 123.857, df
=14, p < .000, ¥*/df = 8.85, GFI = .87, CFI = .87, RMSEA = .18 (Table 5-10). Factor
loadings of items Q5.6 and Q5.7 were lower than 0.6, even though they had significant t
values (C.R. > 1.96), which suggested that they are viable indicators of brand knowledge.
Four items explained less than half of the variance accounted for by the factors (SMC <
0.5). During model specification, a large residual of 4.46 was discovered between Q5.6
and Q5.7; the modification index suggested a misspecification between Q5.7 and Q5.6
(MI = 55.70). Consequently, Q5.7 (‘I know my role in delivering the brand message”)
and Q5.6 (‘I know how my behaviour can impact this hotel”) were dropped from the
model. The respecified model improved in model fit %> = 15.54, df = 5, p < .000, ¥*/df =
0.01, GF1 = .96, CFI = .98, RMSEA=.09. Although the RMSEA value still seemed poor,

all the other absolute fit indices (x> and GFI) demonstrated a good fit of the data. All
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factor loadings exceeded 0.6 and had significant t values. Except that two items which

are Q5.5 and Q5.1 explained less by the factor. The reliability of the measurements was

quite high and the AVE score was above 0.5, implying adequate convergent validity.

Overall, the brand knowledge measurement model demonstrates adequate fit with the

sample data and in the relationships between the indicators and the construct.

Table 5-10 Initial and Respecified Measurement Model of Brand Knowledge.

Initial Respecifie
Model (N  Estimate C.R. Std. FL. SMC (d Model (N Estimate C.R.  Std. FL. SMC
= 252) = 252)
Q5.5<--- Q5.5<---
BK 0.76 11.95  0.68 0.46 BK 0.67 11.33  0.63 0.40
Q5.4<--- Q5.4<---
BK 0.89 1590 0.80 0.64 BK 0.83 16.12 0.79 0.62
Q5.3<--- Q5.3<---
BK 1.00 0.89 0.79 BK 1.00 0.94 0.88
Q5.2<--- Q5.2<---
BK 0.86 13.37  0.72 0.52 BK 0.79 13.26 0.71 0.50
Q5.1<--- Q5.1<---
BK 0.74 11.31  0.64 0.41 BK 0.71 11.56 0.65 0.42
Q5.6<---
BK 0.70 9.55 0.59 0.35
Q5.7<---
BK 0.72 9.21 0.57 0.33

Composite

Reliability 0.86

AVE 0.57
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5.5.3 Measurement Model for Brand Experience

5.5.3.1 Exploratory Factor Analysis of Brand Experience

Three factors were extracted for the brand experience measurement model, which is
consistent with the theory. As shown in Table 5-11, HR management practices factor
explained 53.06% of variance with four variables. Factor loadings for different variables
ranged from 0.73 and 0.84. The company management style factor also had four
variables, explaining 10.96% of the total variance. The factor loadings of each variable
exceeded 0.6, signifying a high correlation with the factor. Two items, Q6.5
(‘management provides authority to employees to act independently in order to provide
excellent service’) and Q6.10 (‘the hotel offers internal opportunity to work in different
roles’), were removed for the reason that their factor loadings were lower than 0.5. The

last factor, cross-functional coordination explained 8.49% of the variance.

The KMO of sample adequacy was 0.88 and the Bartlett’s Test of Sphericity was
significant p < .000, ¥* (df = 45) = 1237.50, suggesting satisfactory appropriateness for
the factor analysis. The reliability coefficient values were 0.87 for human resource
management practices, 0.87 for company management style, and 0.67 for cross-
functional coordination. Although variable loadings on the last factor seemed to be less
reliable (with reliability coefficients slightly below the cutoff), they were kept for the
CFA test since cross-functional coordination factor appears often in the literature. All

items met acceptable levels of explanation with communality values greater than 0.5.
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Table 5-11 EFA Results of Brand Experience.

Brand Experience Factors Eigen Var. Reliability Commu-

(N =235) FL -value (%) Coefficient nalities
Facto'r l1:  HR  Management 5306 53.064 865

Practices

Q6.2 Leadership .844 .790
Q6.1 Manager's efforts 776 .693
Q6.3 Training 768 709
Q6.4 Rewards 728 .670
Factor 2: Company Management 1096 10955 865

Style

Q6.7 Deliver promises 827 821
Q6.8 .Interes.ted i oy 766
employee job satisfaction

Q6.6 Keep employees 697 624
informed

Q6.9 Solve employees 695 674
problems at work

Factor' ' 3: Cross-Functional 849 8 439 667

Coordination

Q6.12 International 249 775
colleague

Q6.11 Offer work abroad 762 .730

Note: KMO= .88; Bartlett's Test of Sphericity: y*> = 1237.50, df = 45, p < .000.

5.5.3.2 Confirmatory Factor Analysis of Brand Experience

First-order CFA

The initial model of the brand experience construct fit adequately based on the fit
indices (Table 5-12; %> = 99.19, df = 32, p < .000, ¥*/df = 3.1, GFI = .92, CFI = .95,
RMSEA = .09). With significant factor loadings all over 0.6, this model seemed to
achieve an sufficient fit. However, items Q6.4 and Q6.9 had inadequate SMC values that
were lower than 0.5. The modification index suggested a correlated error of
measurement between Q6.1 (‘I experience managers’ efforts to establish routines for
giving good service’) and Q6.2 (‘I experience leadership provided from management”)

(ES and E8, MI = 19.11). A model respecification was conducted by removing each of
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these two indicators to see if it would increase model fit significantly. After comparing it
to both specified models, it was concluded that the model without Q6.1 retained a better
and more significant model fit x> = 43.37, df= 24, p = .009, y*/df = 1.81, GFI = .96, CFI
= .98, RMSEA = .06. SMC values were also improved with almost all items explaining
more than half of the variance of the factors. These figures suggest that the
measurements have a clear relationship with the first layer of the brand experience
construct. The final modified model (Table 5.12) was used for the second-order CFA

test.

Table 5-12 Initial and Respecified Measurement Model of Brand Experience (First-Order).

Initial Respecifie

Model (N Estimate C.R.  Std. FL. SMC |d  Model Estimate C.R.  Std. FL. SMC
= 252) (N = 252)

SIE';’;'" 0.98 1325 0.76  0.58 316{1\34; 119 1276 082 0.71
3[6{'1\‘;" 0.84 1179 070  0.49 Slgf/;" 104 1185 077 0.67
8116{'13;"' 1.00 0.89  0.79 811611\2/1; 1.00 0.79  0.58
?c6151c2<“ 0.89 1203 0.82  0.67 gg'cl%" 0.90 1221 082 049
.Qc6151c1<“ 1.00 0.91  0.83 8§gl<"' 1.00 0.91  0.83
S&'?'" 0.73  11.82 0.70  0.49 8&?'" 074~ 11.82 0.70  0.68
g&?"' 0.84 1355 0.76  0.58 gf/‘[?'" 0.85 1348 076  0.62
g&'?"' 0.88 14.88 0.81  0.66 8&? 0.90 14.89 0.82  0.60
275 Lo 085 072 (2177 1o 0.84  0.67
3[6{'1\;'" 0.84 1543 078 0.6l
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Second-order CFA

The second-order measurement model of brand experience was significant y~ = 43.63, df
= 25, p = .012, y¥/df = 1.75, GFI = .96, CFI = .98, RMSEA = .05. This would be
sufficient evidence of satisfactory model fit, especially if the composite reliability of
each indicator is also significantly high. Average variance extracted ranged from 0.61 to
0.75, signifying a good convergence of variance explained. The results of the second-
order CFA suggest that the measurement model of brand experience is valid and reliable

(Table 5-13).

Table 5-13 CFA Results of Brand Experience (Second-order).

Composite

Estimate C.R. Std. FL SMC Reliability AVE
BE .85 .65
CMS<---BE 1.000 .933 871 .86 61
HRMP<--- 10.07 .83 .63
BE .629 5 765 .585
CFC<---BE .960 é0'34 .709 .503 -86 75

2 =43.63, df =25, p = .012, y*/df = 1.75, GF1 = .96, CFI = .98, RMSEA= .05

5.5.4 Measurement Model for Brand Image

5.5.4.1 Exploratory Factor Analysis of Brand Image

Brand image, as a single layer latent factor generated from the data, contained seven
variables explaining 62.06% of the total variance. Five items were discarded for the
reasons of either not meeting the threshold or having persistent cross-loading. They were
Q7.4 (‘its brand has great significance to the customers’), Q7.5 (‘the hotel cares about

each employee’), Q7.8 (‘the hotel provides good service programme to employees’),
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Q7.10 (‘the hotel offers employees a relatively stress-free working environment’), and
Q7.12 (‘the hotel offers variety in employees’ daily work’). Variables that were left in
the measurement scale all had factor loadings surpassing 0.7 and all of their
communality values were greater than 0.5. Sampling adequacy was verified by a high
KMO value of 0.854 and a significant Bartlett’s Test of Sphericity x> = 1009.16, df = 21.
The Cronbach’s alpha value was 0.90, showing an internally consistent scale for brand

image (Table 5-14).

Table 5-14 EFA Results of Brand Image.

Eigen- Var. Reliability Commu-
value (%) Coefficient nalities
4.34 62.06 .90

Brand Image Factors (N =240) FL

Q7.9 Allow creativity .82 .66
Q7.7 Utilise employees' strengths .81 .65
Q7.6 Solve employees' problems .80 .64
Q7.11 foer long-term career 79 62
progression

Q7.3 Service quality .79 .62
Q7.2 Informal culture .79 .62
Q7.1 Forward-looking approach .73 54

Note: KMO = .85; Bartlett's Test of Sphericity: x> = 1009.16, df = 21, p <.000.

5.5.4.2 Confirmatory Factor Analysis of Brand Image

The initial model of brand image fit poorly x° = 62.27, df = 14, p <.000, GFI = .93, CFI
= .94, with RMSEA = .12 and y%*/df = 4.45 (Table 5-15). Three items’ SMC values were
lower than 0.5 which were not sufficiently explained by the factor. Both standardised
residual and modification indices pointed to sources of the poor fit. Item Q7.1
(‘management has a forward-looking approach to its business’) was paired with item
Q7.2 (‘the hotel has an informal culture’) with a standardised residual value of 2.45. At
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the same time, Q7.1 also had correlated error with Q7.11 (‘the hotel offers clear
opportunities for long-term career progression’) (E6 and E7, MI= 10.27). In this
situation, a model respecification was used to locate the most appropriate measurement
model that is supported by both theory and data. Item Q7.1 was eventually dropped,
which improved the model fit indices x> = 21.71, df =9, p = .01, ¥*/df = 2.41, GFI1 = .97,
CFI = .98, RMSEA = .075. It also improved the SMC values to a certain extent that two
of the remaining items (Q7.3 and Q7.11) were inadequate in representing brand image.
Since no further modification index suggested to remove these two items, they were kept

for further tests.

Table 5-15 Initial and Respecified Measurement Model of Brand Image.

Initial Respecifie

Model (N Estimate C.R. Std. FL. SMC |d Model (N Estimate C.R.  Std. FL. SMC
= 252) =252)

Q7.7<---BI 1.00 0.82 0.68 |Q7.7<---BI 1.00 0.84 0.70

Q7.9<---BlI 0.93 14.13  0.79 0.63 [Q7.9<---BI 0.92 14.41 0.80 0.64
Q7.6<---BL 0.78 12.53  0.73 0.53 |Q7.6<---BlI 0.76 12.56 0.73 0.53
Q7.2<---Bl 0.84 12.72 0.76 0.58 |[Q7.2<---BI 0.79 12.31 0.73 0.53
Q7.3<---BI 0.62 9.65 0.60 0.36 |Q7.3<---BI 0.60 9.53  0.60 0.36

L
Q7.1<---BI 0.67 932 059 035 ]217'11 0.82 11.75 0.69  0.48
<em-
CB217'11 0.81 11.35 0.67 0.45
Composite
Reliability 0.87
AVE 0.54

The composite reliability of 0.87 was sufficient to indicate an internally consistent
measurement for brand image. The AVE value of 0.54 surpassed the threshold

suggesting an adequate amount of variance explained. Significant t values with factor
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loadings over 0.6 all pointed to a reasonable model modification fit. In summary, a total
of six indicators were retained to measure the construct of brand image in the overall

measurement model.

5.5.5 Measurement Model for Organisational Culture

5.5.5.1 Exploratory Factor Analysis of Organisational Culture

The factor analysis resulted the construct of organisational culture in five factors , which
explained 68.43% of the overall variance. Twenty items were removed from the EFA.
Fifteen were deleted because of cross-loadings with another factor; two items had factor
loadings less than 0.5 threshold; and three items had communality values smaller than
the cut-off point of 0.5, as suggested by Hair et al. (2010). Sixteen variables were kept
after the EFA, with factor loadings over 0.6 on average. The results of KMO and
Bartlett’s Test of Sphericity (Table 5-16) revealed that the dataset is appropriate for
factor analysis. Reliability coefficient scores of the factors ranged from 0.66 to 0.84,
implying adequate internal consistency. Communality values indicated good explanation

of the variances.
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Table 5-16 EFA Results of Organisational Culture.

Organisational Culture Factors Factor  Eigen- Var. Reliability Commu-
(N =235) Loading value (%) Coefficient nalities
Factor 1: Professional 5.096 31.851 .82

Q2.4 Keep meeting time punctually 770 .667
Q2.7 Cost-conscious 745 .642
Q1.7 Open to newcomers .689 573
Q2.3 Aware of competition .685 .619
Q2.6 Speak seriously of job and hotel .661 .628
Factor 2: Process 2.081 13.006 .82

Q1.2 Initiative .823 756
Q1.1 Efficient .819 735
Q1.3 Warm .740 .677
Q1.4 Direct .619 519
Factor 3: Closed 1.435 8971 .66

Q2.10 New employees need more time to 772 645
feel comfortable with work

Q2.1 Use informal communication style ~ .755 .613
Q4.8 Special people can fit in the hotel 718 .634
Factor 4: Individual Development 1.196 7476 .84

Q3.1 Informed when a good job is done .900 .861
Q3.2 Help good staff to advance .868 .845
Factor 5: Employee 1.141 7.129 .74

Q4.2 Ties with the community .836 791
Q4.3 Employees' personal problem 813 745

Note: KMO = .793; Bartlett's Test of Sphericity: Xz =1477.65, df = 120, p <.000.

5.5.5.2 Confirmatory Factor Analysis of Organisational Culture

First-order CFA

The results of the initial first-order CFA model did not illustrate a good fit for

organisational culture construct because the GFI was below the cut-off point, and more

than three indicators had factor loadings lower than the expected value of 0.6. A number

of items’ SMC values were lower than 0.5 suggesting a poor explanation of the

variances accounted for by the factors (Table 5-17).
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Table 5-17 Initial Measurement Model of Organisational Culture (First-Order).
Initial Model (N = 252) Estimate C.R. Std. FL. SMC

Q2.6<---Professional .92 9.30 .68 46
Q2.3<---Professional .87 8.80 .63 .39
Q1.7<---Professional 71 8.58 .60 .36
Q2.7<---Professional 93 9.41 .68 47
Q2.4<---Professional 1.00 72 .52
Q1.4<---Process .99 9.27 .67 45
Q1.3<---Process .90 10.64 .76 58
Q1.2<---Process 1.00 75 .56
QI1.1<---Process 1.03 10.70 .72 Sl
Q2.1<---Close .61 5.94 .56 31
Q4.8<---Close .58 5.22 Sl 26
Q2.10<---Close 1.00 .89 .80
Q4.3<---Employee 1.11 7.19 .67 44
Q4.2<---Employee 1.00 74 .54
Q3.2<---Individual 1.00 76 53
Development

Q3.1<---Individual 127 853 85 7
Development

v = 223.74, df = 94, p = .000, y*/df = 2.38, GFI = .90, CFI= .90,
RMSEA=.074

By examining model diagnostics, item Q1.7 (‘I am open to newcomers’) was found to
have large residuals with more than three paired items in the standardised residual output,
which suggests problems. Hence, item Q1.7 was removed first to check if it would
improve model fit. That increased the GFI from 0.897 to 0.91, which is a good sign;
however, that made the factor loading of item Q4.8 (“all decisions are centralised at top’)
fall to 0.498. With this unacceptable factor loading, item Q4.8 was deleted. That led to a
negative variance estimate of -1.439 in the model fit indices, which suggests a
reasonable fit to the data. Hair et al. (2010) termed negative error variance as a
‘Heywood case’, which could be caused by either small samples or a violation of the

three-indicator rule in CFA models. The occurance of a Heywood case in this specific
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measurement model implied that AMOS produced an improper solution. Therefore the

solution may not be reliable.

One solution is to eliminate an offending item so that the model does not violate the
three-indicator rule (Hair et al., 2010). However, removing the offending item Q2.10
(‘new employees need more than a year to feel comfortable with work’) would leave
only one indicator (Q2.1 ‘I use informal style communicating with other employees’)
representing the Close construct. This change would obviously violate the three-
indicator rule, particularly when the sample size is less than the suggested 300. From
another perspective, the entire Close construct appears unreliable with Q2.10 causing a
high error variance estimate and Q2.1 carrying an insignificant factor loading of 0.42
(C.R. = 1.91, p = 0.056). Overall, the data suggests that the Close construct should be

omitted from the measurement model.

After removing the factor of ‘Close’ and its indicators from the model, the respecified
measurement model (Table 5-18) had better goodness-of-fit > = 107.17, df = 48, p
<.000, y*/df = 2.23, GFI = .93, CFI = .94, RMSEA = .07. No factor loading was below
0.6 and all were significant. It was interesting to observe that half of the items had SMC
values less than 0.5. That means many of these items were less explained by their
corresponding factors. Due to that this scale has been tested in many different research
contexts (e.g. Hofstede, 2011; @gaard, 2006), the items with problematic SMC values

were kept in this study for future tests. Based on the results, the organisational culture
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second-order measurement model in this study contains only four constructs:

Professional, Process, Employee, and Individual Development.

Table 5-18 Respecified Measurement Model of Organisational Culture (First-Order).
Respecified Model (N =252) Estimate C.R. Std. FL SMC

Q2.3<---Professional .97 8.79 .66 44
Q2.6<---Professional .96 8.86 .68 46
Q2.7<---Professional .96 8.87 .67 45
Q2.4<---Professional 1.00 .69 47
Q1.4<---Process .99 9.24 .67 45
Q1.3<---Process .90 10.61 .75 .57
Q1.2<---Process 1.00 75 .56
Q1.1<---Process 1.03 10.73 .72 52
Q4.3<---Employee 1.06 7.32 .65 43
Q4.2<---Employee 1.00 75 .56
Q3.2<---Individual 1.00 34 70
Development

Q3.1<---Individual 1.06 831 .77 60
Development

¥ = 107.17, df = 48, p < .000, ¥*/df = 2.23, GFI = .93, CFI = .94,
RMSEA = .07

Second-order CFA

In the second-order CFA test, first-order latent constructs became the indicators of the
underlying latent construct at the second layer. Four indicators were tested with a
rational level of composite reliability and significant factor loadings (Table 5-19).
However, the AVE value for Professional was lower than 0.5, indicating that more
errors remained in the items than variance was explained by the latent construct. Since
both the factor loadings and reliability of Professional estimated the amount of
convergent validity among item measures, it can be concluded that the convergent
validity of this indicator was adequate. Most importantly, the goodness-of-fit thresholds

were met.
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Table 5-19 CFA Results of Organisational Culture (Second-Order).

Estimate C.R. Std. FLL SMC Composite ,yp

Reliability
OoC .84 57
Professional<---OC .62 9.01 .83 .69 77 46
Process<---OC .61 943 .79 .63 .81 52
Employee<---OC .67 871 .77 .59 .66 .50
Individual 67 710 61 3779 65

Development<---OC
v* =119.87, df = 50, p <.000, ¥*/df = 2.40, GFI = .93, CFI = .93, RMSEA = .075

5.5.6 Measurement Model for Employee job satisfaction

5.5.6.1 Exploratory Factor Analysis of Employee job satisfaction

Table 5-20 summarises the results of EFA test for the construct of employee job
satisfaction. All seven variables were kept, explaining 52.17% of the variance. KMO
and Bartlett’s Test of Sphericity indicated the analysis was robust. The reliability value
of 0.84 suggested good internal consistency. Nonetheless, items Q8.1 (‘I am satisfied
with my fellow workers’), Q8.2 (‘I am satisfied with my supervisor[s]’), and Q8.5 (‘I am
satisfied with my salary’) had low communality values of 0.48, 0.47, and 0.34
respectively, all lower than the 0.5 threshold. The guidelines recommend that these items
should be deleted, but they were kept for further CFA validation because previous
studies strongly recommended that they have roles in measuring employee job

satisfaction. Therefore, all seven variables were retained for the CFA test.
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Table 5-20 EFA of Employee Job Satisfaction.

g:tlll; lfg)c,fieon Faciﬁ’l; FL Eigen- Var. Reliabi!ity COI-Il.nlll-
(N = 241) value (%) Coefficient nalities
3.65 52.17 .84
Q8.4 Hotel policy .79 .62
Q8.7 Hotel support 78 .61
Q8.3 Hotel customer .76 57
Q8.6 Opportunity for 75 56
advancement
Q8.1 Fellow worker .69 48
Q8.2 Supervisor .69 47
Q8.5 Salary .58 34

Note: KMO=.80; Bartlett's Test of Sphericity: y~ = 714.78, df = 21, p <.000.

5.5.6.2 Confirmatory Factor Analysis of Employee job satisfaction

The employee job satisfaction measurement model retained all variables from the EFA
test. The model fit the data poorly y*> = 180.22, df = 14, p < .000, ¥*/df = 12.87, GFI
= .81, CFI = .79, RMSEA = .217 (Table 5-21). Item Q8.5 (‘I am satisfied with my
salary’) loaded the lowest among of all indicators, with a value of 0.423, which did not

meet the cutoff.
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Table 5-21 Initial and Respecified Measurement Model of Employee Job Satisfaction.

Initial Respecifie
Model (N Estimate C.R. Std. FL SMC [d  Model Estimate C.R.  Std. FL. SMC
= 252) (N =252)
Q8.7<--- Q8.4<---
EJS 1.06 8.86  0.67 0.45 BJS 1.23 8.71  0.69 0.47
Q8.6<--- Q8.3<---
EIS 1.02 7.74  0.59 0.35 EJS 1.69 8.87 0.92 0.85
Q8.5<--- Q8.2<---
BJS 0.82 586  0.42 0.18 IS 1.11 12.60 0.69 0.48
Q8.4<--- Q8.1<-—
EJS 1.13 9.42 0.73 0.53 BJS 1.00 0.61 0.37
Q8.3<---
BJS 1.25 10.84 0.79 0.62
Q8.2<---
BJS 1.06 11.33 0.76 0.58
Q8.1<---
BJS 1.00 0.70 0.49
Composite
Reliability 0.82
AVE 0.54

The model was therefore respecified according to standardised residuals and
modification indices. Item Q8.6 (‘I am satisfied with my opportunities for advancement
with this hotel’) appeared to be a misspecification because it had more than two large
residuals with two other paired items (e.g., Q8.7 ‘I am satisfied with the support
provided by my hotel’). Furthermore, the modification index also revealed a correlation
between Q8.6 and Q8.7 (E6 and E7, MI = 56.17). These results suggested the removal of
Q8.6, Q8.7, or both. The decision was made to drop both items because that improved
the model fit closer to the cutoff points for all standard criteria. Still, the modification
index showed that the error variance of Q8.1 and Q8.2 correlated 0.51. Because Q8.1 (‘I
am satisfied with my fellow workers’) and Q8.2 (‘I am satisfied with my supervisor[s]’)

both referred to internal colleagues, it is reasonable that they would correlate. Hence a
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double-headed arrow was drawn between Error 1 and Error 2 to demonstrate the

correlation.

The final model had a fair fit to the data %> = 11.02, df = 4, p = .026, ¢*/df = 2.76, GFI
= .94, CFI1= .99, RMSEA = .084). It was noticed that item Q8.5 (‘I am satisfied with my
salary’) again had the lowest factor loading, even lower than its loading in the initial
model. Q8.5 was then deleted and resulted in an insignificant chi-square value of 0.44
(df = 1, p = .506). Thus, the model fit was improved to ¥*/df = .44, GFI = .99, CFI =
1.00, RMSEA = .00. Although SMC values of items Q8.1, Q8.2, and Q8.4 reduced from
the initial model, they were evident to explain sufficient levels of variance of employees’
job satisfaction construct according to previous research (e.g. Karatepe, 2006). Both
composite reliability value and AVE value met the adequate level of acceptance. Four
indicators were retained to represent the underlying latent construct of employee job

satisfaction.

5.6 Overall Measurement Model

5.6.1 Model 1 — OC, 1B, and EJS

An overall measurement model is needed as a pre-requisite before evaluating the
structural model. The first overall measurement model was comprised of all three latent
variables, including the first layers of each construct. In this model, organisational
culture was defined as a second-order construct containing four dimensions: process,

professional, employee, and individual development. Internal branding was another
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second-order construct composed of three dimensions: IBBI, IBBK, and IBBE.

Employee job satisfaction was a single layer construct with four indicators.

Table 5-22 displays the results of the first overall measurement model. All factor

loadings exceeded 0.6, which gave evidence that the model achieved convergent validity

at the construct level. The squared multiple correlation values of the three internal

branding dimensions exceeded 0.5, showing that the latent construct internal branding

explained an adequate proportion of the construct variance. Although the rest of the

SMC values ranged from 0.37 to 0.63, they still explained a moderate amount of the

construct variance. The C.R. t values in the overall measurement model were generally

higher than the corresponding values calculated in the individual measurement models.

The fit indices of this model showed a relatively poor fit of the data (y~ = 888.59, df =

288, p <.000, ¥*/df = 3.09, GFI = .87, CFI = .91, RMSEA = .06).

Table 5-22 Overall Measurement Model (Model 1).

OC, IB, and EJS (N = 496) Estimate C.R. oo Factor qyic
Loading
Process<---OC 1.00 1 .50
Professional<---OC 1.08 10.56 79 .63
Employee<---OC 1.19 10.20 74 55
Individual Development<---OC 1.12 9.62 .63 .39
IBBI<---IB 1.000 .87 .76
IBBK<---IB .79 1290 .78 .61
IBBE<---IB .98 14.17 .87 75
Q8.4<---EJS 1.42 11.58 .76 57
Q8.3<---EJS 1.36 13.20 .78 .61
Q8.2<---EJS 1.09 16.10 .68 46
Q8.1<---EJS 1.000 .61 37

v = 888.59, df = 288, p <.000, x*/df = 3.09, GFI = .87, CFI = .91, RMSEA = .06
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The initial model was modified according to the modification indices (Table 5-23).
Q6.11 (‘the hotel offers the opportunity to work abroad’) was removed because it had
large residuals with four paired items in the standardised residual output. The goodness-
of-fit indices were improved especially the chi-square value (y*> = 787.77, df = 264, p
<.000, ¢*/df = 2.98). After examining the stadardised residual covariance, Q8.4 (‘I am
satisfied with my hotel’s policies’) and Q2.4 (‘I need to keep meeting time punctually’)
were further removed for the reason that both items had large residuals with more than
three paired items. The modification indices indicated that Q1.2 (‘I am typically
initiative’) and Q1.4 (‘I am a typically direct employee’) were correlated (E1-E4,
MI=26.81). A double-headed arrow was drawn between Error 1 and Error 4 to
demonstrate the correlation. The outputs of the modification indices also suggested that
Q4.2 (° the hotel has close ties with the local community’) (E9 - RES 3, MI = 4.982) and
Q4.3 (‘the hotel concerns for my personal problems’) (E10 - RES 3, MI = 31.987) were
candidates for deletion due to their high modification indices. This indicated a cross-
loading that exists between the error covariance of Q4.2 and IBBE as well as a cross-
loading existing between the error of covariance of Q4.3 and IBBE. After the deletion of
Q4.2 and Q4.3, model fit has been improved that all indices met the threshold values as
the table shows. All SMC values of the items showed a reasonable level of measurement
on corresponding constructs, even though three of them had relatively low SMC values

(e.g. process, individual development, and Q8.1).
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Table 5-23 Overall Measurement Model (Respecified Model 1).

OC, IB, and EJS (N = 496) Estimate C.R. > Factor qyic
Loading
Process<---OC 1.00 .68 46
Professional<---OC 1.00 10.11 .85 72
Individual Development<---OC 1.11 9.80 .64 41
IBBI<---IB 1.000 .86 74
IBBK<---IB 81 12.55 .79 .63
IBBE<---IB 1.00 13.71 81 1
Q8.3<---EJS 1.25 12.91 .81 .65
Q8.2<---EJS 1.05 17.06 .74 54
Q8.1<---EJS 1.000 69 47

v =405.61, df = 178, p <.000, x*/df = 2.28, GFI = .93, CFI = .96, RMSEA = .05

Table 5-24 demonstrates the correlations between the three constructs. Both exogenous
constructs organisational culture and internal branding are correlated with the
endogenous construct employee job satisfaction with estimated coefficient of 0.76 and
0.75 respectively. Organisational culture and internal branding were highly correlated
with a value of 0.95, which brings caution that this result is too close to 1.0. Hair et al.
(2010) suggested that values of 1.0 are illogical standardised parameters. This might
suggest that there was a high degree of multicollinearity in the data, implying what were
thought to be separate variables might actually be measuring a similar thing. By
examing the indicators of brand experience, the items were very similar to individual
development dimension of organisational cultural practices. Despite the fact that it was
less logical to include both concepts in the structural model, they were kept because they
were perceived as different constructs in this study. It was necessary to retain
organisational culture as an antecedent of internal branding. This largely illuminates the
cultural dimensions that Chinese employees perceive in international branded hotels,
which can enrich the organisational culture theory. Brand experience was proposed to be

one of the essential measurements of internal branding. It was explicitly reflected in
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employees’ physical contact with the brand stimuli that formed impressions of the brand
in their mind. The two concepts were interpreted differently and were thereby retained in
this study. Nonetheless, the results helped meet the need to redevelop a scale for both
organisational cultural practices and brand experience in the hotel industry. More details

are discussed in the Conclusion.

All constructs showed sufficient reliability values and high AVE. These AVEs indicated
a good convergent validity but poor discriminant validity when compared to the squared
correlation values in parentheses. Discriminant validity measures the extent to which a
construct is truly distinct from other constructs (Hair et al., 2010). Therefore, the figures
suggested that employees’ job satisfaction cannot be clearly distinct from both internal
branding and organisational culture. Moreover, internal branding also cannot be
differentiated from organisational culture. This means that items of these three

constructs may overlap with items from the other two constructs.

Table 5-24 Correlations (Squared Correlations), AVEs and Composite Reliability of the
Overall Measurement Model (Model 1).

EJS 1B OC
EJS 1.00

75
1B 05 100

76 95
oC ©058) 090y 90
Composite
Reliability 79 87 77
AVE 56 69 53
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5.6.2 Model 2 — OC, BK, BE, BI, EJS

The second overall measurement model consists of five underlying latent constructs:
organisational culture, brand knowledge, brand experience, brand image, and employees’
job satisfaction. Internal branding was broken down into individual dimensions
representing the first layer of the construct (Table 5-25). Model fit indices suggested a
poor model fit (3> = 1687.25, df = 611, p < .000, y*/df = 2.76, GFI = .83, CFI = .89,
RMSEA = .06). Similar to model 1, organisational culture and brand-related constructs
had high factor loadings over 0.6, while employees’ job satisfaction had one indicator
with factor loadings lower than the cutoff value of 0.5. Most SMC values of items are

lower than 0.5 showing less representativeness of the factors.

Table 5-25 Overall Measurement Model (Model 2).

OC, BK, BE, B, EJS . Std. Factor

(N = 496) Estimate C.R. Loading SMC
Process<---OC 1.00 .70 49
Professional<---OC 1.12 10.80 81 .66
Employee<---OC 1.20 10.41 72 52
Individual Development<---OC  1.14 9.89 .62 .39
Q7.9<---BI 1.00 .79 .63
Q7.7<---BI 1.06 20.17 .82 .67
Q7.6<---BI 97 18.14 .76 .58
Q7.2<---BI .85 16.52 71 .50
Q7.3<---BI 73 15.27 .66 44
Q7.11<---BI 93 17.26 .73 53
Q5.4<---BK 1.00 75 .56
Q5.3<---BK 1.11 18.92 .85 72
Q5.5<---BK 95 15.51 .70 49
Q5.1<---BK 91 14.76 .69 47
Q5.2<---BK .98 15.40 72 Sl
CMS<---BE 1.00 .83 .69
HRMP<---BE .84 15.41 .90 81
CFC<---BE .84 11.41 .70 49
Q8.5<---EJS .99 7.93 43 .19
Q8.4<---EJS 1.53 11.68 78 .62
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Q8.3<---EJS 1.38 12.61 .76 57
Q8.2<---EJS 1.09 15.63 .65 42
Q8.1<---EJS 1.00 .59 34

¥ = 1687.25, df = 611, p < .000, ¢*/df = 2.76, GFI = .83, CFI = .89, RMSEA
=.06

The model fit was improved to x> = 560.246, df = 257, p < .000, y*/df = 2.18, GFI = .91,
CFI = .95, RMSEA = .05 after the modification. CFC dimension of brand experience
was removed because both items Q6.11 (‘the hotel offers the opportunity to work
abroad’) and Q6.12 (‘the hotel provides opportunity to work with an internationally
diverse mix of colleagues’) had large residuals that were greater than 2.5. Items that
were also removed based on large residuals were Q7.3 (‘the hotel provides good service
quality to customers’); Q2.4 (‘I need to keep meeting time punctually’); and Q6.7 (‘the
hotel delivers promise to me’). Items that cross-loaded on other constructs were also
removed from the model (e.g. Q7.9; Q7.6; Q1.1; and Q5.5). One of organisational
cultural practices’ dimension ‘employee’ was removed because both items under that
dimension had cross-loadings on other constructs (Q4.3 ‘the hotel concerns for my
personal problems’ and Q4.2 ‘the hotel has close ties with the local community’).
Moreover, Q8.5 (‘I am satisfied with my salary’) was deleted since the factor loading
did not meet the acceptable level of 0.5. Similar to the results from Model 1, the error
covariance of Q1.2 and Q1.4 indicated a correlation between these two items (E1 and E3,
MI = 26.65). In addition, Q5.1 (‘I know the content and meaning of this hotel brand”)
and Q5.2 (‘I know the target customers of this hotel’) are correlated suggested by the
modification index (E28 and E29, MI = 17.45). Double-headed arrows were added

between Error 1 and Error 3, and Error 28 and Error 29 in the model.
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Table 5-26 Overall Measurement Model (Respecified Model 2).
OC, BK, BE, BIL, EJS Std. Factor

(N = 496) Estimate C.R. Loading SMC
Process<---OC 1.00 1 S
Professional<---OC 1.05 10.07 .87 .76
Individual Development<---OC  1.14 9.77 .63 40
Q7.7<---BI 1.00 .79 .63
Q7.2<---BI .82 15.45 .70 49
Q7.11<---BI .90 16.46 72 51
Q5.3<---BK 1.00 .87 76
Q5.4<---BK .88 18.74 75 .56
Q5.1<---BK 79 16.10 .68 46
Q5.2<---BK .85 16.90 .70 49
CMS<---BE 1.00 .84 .70
HRMP<---BE .99 13.80 91 .82
Q8.4<---EJS 1.49 11.82 77 .60
Q8.3<---EJS 1.37 12.85 .76 .58
Q8.2<---EJS 1.09 15.86 .66 44
Q8.1<---EJS 1.00 .60 36

2 = 560.246, df = 257, p < .000, x2/df = 2.18, GFI = .91, CFI = .95, RMSEA
= .05

There were high correlations between exogenous and endogenous constructs (Table 5-
27). The highest correlation was between organisational culture and brand experience
(0.92), and the lowest correlation was between brand knowledge and employee job
satisfaction (0.59). The composite reliability scores for all constructs met the cutoffs
value. The AVEs for all variables ranged from 0.50 to 0.76, surpassing the 0.5 cutoff.
This suggests an adequate convergence. Comparing the AVE with the squared
correlation, it appears that items measuring employee job satisfaction and brand
knowledge were rather different. The same conclusion could be applied to (1) brand
knowledge and brand experience, (2) brand knowledge and brand image, and (3) brand
experience and employees’ job satisfaction because their AVEs were greater than their

squared correlations.
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Table 5-27 Correlation (Squared Correlation), AVE, and Composite Reliability of the Overall
Measurement Model (Model 2).

BE EJS  BK BI oC

BE 1.00

EJS '(%.16 6 10

BK (%.674) (?)?35) 1.00

Bl o8 06 @y L0

o '(?)?85) (2)?62) (%?69) .(%(3).776) 1.00

Egﬁ%‘l’f;:ye 86 80 84 78 79

AVE 76 50 57 55 56
5.7 Structural Model

5.7.1 Model 1 — OC, IB, and EJS

With a satisfactory measurement model, the structural model can be assessed based on
the proposed hypotheses. The purpose of evaluating the structural model for model 1
was to determine whether the specified theoretical relationships are supported by the
empirical data. In this model, the proposed paths were from organisational culture to
internal branding, and from internal branding to employee job satisfaction (Table 5-28).
Model fit indices suggested that the hypothesised model fit the data reasonably well with
¥? = 407.08, df = 179, p < .000, y*/df = 2.27, GFI = .93, CFI = .96, RMSEA = .05.
Compared to the overall CFA model fit for Model 1, the fit indices of both CFA and
structural models were very similar, which corroborated the validity of the structural
theory. That means that this structural model adequately explains inter-construct
relationships. All first-order constructs were reflective indicators of second-order

constructs.
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Along with the goodness-of-fit assessment, the proposed structural theory may also be
examined by comparing the individual structural parameter estimates against the
corresponding hypotheses. Hair et al. (2010, p. 736) pointed out that the factor loading
estimates from CFA can be used to test “if the measurement estimates for one construct
are being significantly affected by the pattern of relationships in the structural model”.
The loadings estimates were almost remained unchanged comparing with the CFA
results. The maximum change among all loading estimates was 0.1. Such little change in

the loadings suggested that the construct reliabilities were identical.

Table 5-28 Path Coefficient in the Structural Model (Model 1).

Standardised
OC, IB, EJS (N =496) Coefficient t value
IB <--- oC .97 10.99 ***
EJS <-m- IB 76 11.00 ***
Process <-m- oC .68
Professional  <--- oC .85 10.17] ***
Individual - oC 64 0,80 ***
Development
IBBI <--- IB .85
IBBK <-m- IB .79 12.70 ***
IBBE <em IB .83 13.58 ***
Q8.3 <em EJS .81 12.89 ***
Q8.2 <--- EJS 74 17.06 ***
Q8.1 <--- EJS .69

Note: *** significant at p <0.01; ** significant at p < 0.05.

Standardised structural path estimates were inspected to further validate the model. Both
proposed paths were significant and in the expected direction. The results suggested that

organisational culture is a powerful factor affecting internal branding with a value as
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high as 0.97; meanwhile, internal branding also strongly influences employees’ job
satisfaction with the coefficient value of 0.76. Overall, the estimates are consistent with
the hypotheses, supporting the theoretical model. A visual diagram portraying the
structural model is shown in Figure 5-1. This model presents two second-order

constructs, six first-order latent constructs, and a total of 21 measured indicators.
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5.7.2 Model 2 - OC, BK, BE, BI, and EJS

The goal of testing the structural model for Model 2 was to study the relationships
between the proposed constructs. The proposed paths for model 2 were: (1) from
organisational culture to brand knowledge; (2) from organisational culture to brand
experience; (3) from brand knowledge to brand experience; (4) from brand knowledge to
brand image; (5) from brand experience to brand image; and (6) from brand image to
employee job satisfaction. In total, there were six paths designed. Table 5-29 shows the
path coefficients of the structural model. The model fit indices suggested that the model
fit the data well y*> = 564.60, df = 260, p < .001, y*/df = 2.17, GFI = 91, CFI = .95,
RMSEA = .05. The fact that the loadings estimates were comparable to the CFA fit
estimates, suggested that there was an adequate construct fit with a change of pattern for

the relationships in a structural model.

Table 5-29 Path Coefficients in the Structural Model (Model 2).
0C, BK, BE, BI, EJS Standardised

(N = 496) Coefficient  (¥2"¢ P
BK <~ OC 8 11.14%

BE <-— OC 67 4.84%%

BI < 0OC 37 1.50 13
BE  <-  BK 3l 2624 01
BI < BK  -46 3 400

BI <~ BE 98 3318

EJS <  BI 86 11.92%%

Note: ***Significant at p <0.01; **Significant at p <0.05

All except two structural path estimates were significant at p < 0.01. The exceptions
were the estimates between (1) organisational culture and brand image and (2) brand
knowledge and brand experience. The first exception’s estimate was insignificant at p <
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0.05 indicating a rejection of the hypothesis. On the other hand, the estimate between
brand knowledge and brand experience was significant at p < 0.05. The estimate of all
relationships were positive except the one between brand knowledge and brand image
which was negative. Although the estimate was significant, the hypothesised direction
was not supported. On the whole, the theoretical model was supported, given that five of
seven estimates were compatible with the hypotheses. Figure 5-2 graphically illustrates

the structural relationships between the exogenous and endogenous constructs.

The outputs also showed the indirect effect of brand knowledge and brand experience on
three relationships. As Table 5-30 illustrates, the estimate of total effect of
organisational culture on brand experience was 0.92 with a direct estimate value of 0.67.
The inclusion of brand knowledge resulted an increment of the estimate value by 0.26.
This result suggests the mediating effect of brand knowledge on the relationship
between organisational culture and brand experience. Similarly, brand experience has a
positive indirect effect on the relationship between brand knowledge and brand image (f
= 0.30), representing a mediating effect of brand experience. Despite the direct effect of
organisational culture on brand image was insignificant, the results demonstrated that its
indirect effect on brand image through brand knowledge and brand experience was

significant (f = 0.53, p <0.05).
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Table 5-30 - Direct/Indirect Effect, and Total Effect of the Structural Model (Model 2).
Standardised Coefficient (/)

Path Direct Indirect Total
BK <em oC B3 FEE

BE <--- oC O7F** 26%** .92
BI <em oC 37 S3FEE .89
BE <L BK 31F*

BI <eme BK - 46%F** 0%* -.15
BI <L BE 98 F**

EJS <emn BI BOFE®

¥ = 564.60, df = 260, p < .001, ¥*/df = 2.17, GFI = .91, CFI
= .95, RMSEA = .05
Note: ***Significant at p < 0.01; **Significant at p <0.05

5.8 Discussion
Table 5-31 summarises the findings of this study together with the respective research
questions and hypotheses. This table shows the groundwork for the following discussion

of the results.
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Table 5-31 A Summary of Research Questions, Hypotheses, and Findings.

Research Questions Research Hypotheses Findings Hypothesis
Test

RQ1. Are brand knowledge, H1. Employees’ perceived Employees' perceived internal branding in | Supported
brand experience, and brand internal branding’s the hotel context is a second-order construct
image the elements that make measurements are related to consisting of brand knowledge, brand
up internal branding? brand knowledge, brand experience, and brand image.

experience, and brand image.
RQ2. Does employees’ H1-1. Employees’ brand The impact of employees' brand knowledge | Supported
perceived brand knowledge knowledge has a positive on their brand experience was positive
affect their brand experience? relationship with their brand though quite weak.

experience.
RQ3. Do employees associate H1-2. Employees’ brand There was a negative influence on Partially
their brand knowledge with their | knowledge has a positive employees' brand image caused by their Supported
brand image? relationship with their brand brand knowledge.

image.
RQ4. Do employees associate H1-3. Employees’ brand Employees' brand image is positively Supported
their brand experience with their | experience has a positive affected by their brand experience.
brand image? relationship with their brand

image.
RQS5. Which organisational H2. Employees’ perceived Organisational culture is a second-order Partially
cultural practices can be organisational cultural practices’ | construct consisting three factors in this Supported
identified in this research measurements are related to research context: process, professional, and
context? professional, process, internal, individual development.

employee, and close.
RQ6. Does organisational H3. Employees’ perceived Organisational culture is a powerful factor | Supported

culture have an impact on
internal branding?

organisational culture has a
positive relationship with their
perceived internal branding.

in influencing internal branding.
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Table 5-32 A Summary of Research Questions, Hypotheses, and Findings (continue).

image have an impact on their
job satisfaction?

has a positive relationship with
their job satisfaction.

influence their job satisfaction positively.

Research Questions Research Hypotheses Findings Hypothesis
Test

RQ7. Does organisational H3-1. Employees’ perceived Organisational culture has a positive effect on | Supported
culture have an impact on organisational culture has a employees' brand knowledge.
employees’ brand knowledge? | positive relationship with their

brand knowledge.
RQ8. Does organisational H3-2. Employees’ perceived There is a positive effect of organisational Supported
culture have an impact on organisational culture has a culture on brand experience.
employees’ brand experience? positive relationship with their

brand experience.
RQ9. Does organisational H3-3. Employees’ perceived Organisational culture has insignificant Not
culture have an impact on organisational culture has a direct | impact on brand image; however, brand Supported
employees’ brand image? positive relationship with their knowledge and brand experience act as

brand image. mediators and indirectly explain the

relationship between organisational culture
and brand image.

RQ10. Does employees’ H4. Employees’ perceived The impact on employee job satisfaction from | Supported
perceived internal branding internal branding has a positive internal branding is positive.
have an impact on their job relationship with their job
satisfaction? satisfaction.
RQ11. Does employees’ brand | H4-1. Employees’ brand image Perceptions of employees on brand image can | Supported
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5.8.1 Research Question 1: Internal Branding Measurement

5.8.1.1 Measurement Theory of Internal Branding

Hypothesis 1 was tested with EFA, CFA, and structural models, which confirmed the
components of internal branding and its measurements. It could be concluded that IBBI,
IBBK, and IBBE were dimensions of internal branding, with 69% of mean variance
extracted on the construct in the overall CFA model. This empirical result successfully
justified the important roles that brand knowledge, brand experience, and brand image
play in the internal branding process. In contrast with some previous studies, this result
helped to illuminate the composition of internal branding from a deeper level rather than
at a surface level. Unlike previous research that used a collection of corporate
functions—such as orientations, training, and group meetings—to measure internal
branding (Punjaisri & Wilson 2007; Punjaisri et al., 2009), this study attempted to

measure internal branding by tracing the substratum of the basic concept.

In this study, the foundation of internal branding lied in the understanding of the
concepts of brand knowledge, brand experience, and brand image. This was rooted in
several research studies. For instance, one study argued that brand knowledge
contributed to employees’ understanding of desired brand message delivery (Khan,
2009); one study showed that brand experience enabled employees to practice the
obtained brand knowledge (Kimpakorn & Tocquer, 2009); and another study argued that
brand images were the most important messages that employees should have in mind
when delivering services to customers (Miles & Mangold, 2005). In light of these

arguments, the definition of internal branding took into account brand knowledge, brand
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experience, and brand image. Although very little research had addressed this or similar
questions about the conception of internal branding, one recent study on the telecom
sector recognised the role of human resources in influencing employees’ perception of
the brand. In particular, their findings revealed a need to incorporate brand messages
into routine work activities and embed branding initiatives within the routine work
activities (Ashraf et al., 2011). Their results implied the necessity of making desired
brand knowledge and brand experience into routine work from the viewpoint of

employees. This argument was closely in line with the results of this study.

Additionally, by assessing the proposed measurement theory of internal branding, this
study found that internal branding is a second-order construct composed of three factors,
with nine measurement variables. IBBI loaded the most on internal branding with a
loading of 0.86, followed by IBBE (0.81). IBBK loaded the least (0.79). This outcome
suggested that brand image was the most important predictor of internal branding. This
result was consistent with the idea that internal branding was the transition of
management’s desired brand image to the brand messages that management send to
employees, which was further transformed to employees’ perceived brand image
(Ahmed & Rafiq, 2003; Khan, 2009; Mahnert & Torres, 2007). There was little evidence
to suggest whether brand knowledge or brand experience predicted internal branding
better. Recalling the literature reviewed, most past studies on internal branding
emphasised incorporating all communication vehicles/functions to get the brand
message to employees (Ashraf et al., 2011; Mahnert & Torres, 2007; Miles & Mangold,

2004). However, they paid little attention to the exact content of the brand messages.
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This ignored the substance of employees’ experience of brand messages/values in their
daily work routines and activities. Employees working in international branded hotels in
Hainan perceived their brand experience to be higher than their brand knowledge. That
echoed the above notion. Overall, the findings suggested that brand image, among all the

other dimensions, was the most important dimension of internal branding.

5.8.1.2 Measurement Items of Internal Branding

IBBK was associated with three indicators Q5.3 (‘I know the meaning of this hotel
brand to customers’), Q5.4 (‘I know the service level of this hotel’), and Q5.5 (‘I know
the importance of my work to the success of this hotel’). Based on data from employees
working in international branded hotels in Hainan, the essential components of brand
knowledge were the meaning of the hotel brand to customers, the service quality of the

hotel, and the importance of their work.

In more details, their perceived brand knowledge constituted an understanding of the
brand meaning that the hotel customers anticipated. This point could be reflected back to
Keller’s (1993) definition of consumers’ perceived brand knowledge: that a brand
node—‘linked brand associations’—in one’s memory influenced how brand information
was recalled, which ultimately influenced one’s behaviour and brand decisions. If this
notion was applied to a customer-employee interaction (e.g., King, 2010), it was clear
that employees would need the same brand node/associations as the customers in order

to be able to behave in the manner desired by the organisation. Hence, one of the keys to
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employees’ ability to deliver the brand promise was an understanding of consumers’

perceived brand meaning.

Lings and Greenley’s (2005) study on brand knowledge dissemination found that
information about service offerings from the brand helps to clarify employees’ roles.
Moreover, employees’ understanding of the significance of their work to the success of
the hotel also helped determine how clear employees are about their roles. Training
employees about service level and offering signs of the importance of their work would
dissipate any potential role conflict and confusion. This could explain why employees’
perception of service and the importance of their work were involved in measuring

brand knowledge.

IBBE was measured by Q6.8 (‘the hotel is interested in employee job satisfaction’), and
Q6.9 (‘the hotel solves problems that employee may encounter at work’). Since
employees’ brand experience is based on consumers’ brand experience (Iglesias et al.,
2011), employees form brand experiences by encountering all sorts of stimuli from a
brand—design, identity, packaging, communications, and environment. Therefore, the
questionnaire asked a mixture of questions about the brand identity, environment, and
communications. Thus it was surprising to see that only employees’ work-related facets
were related to their experience of the hotel brand. Inevitably, the hotel’s interest in
promoting employee job satisfaction would fall into its goal of giving the guests a good

sensory experience, based on Brakus et al.’s (2009) categories of brand experience.
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Meanwhile, solving hotel problems would fall under improving the employees’

intellectual experience.

For IBBI, four indicator variables were retained Q7.9 (‘the hotel provides employees
with full scope for creativity’), Q7.7 (‘the hotel fully utilises employees’ strength to the
purpose of application’), Q7.6 (‘the hotel proactively solve problems that employees
might have with work’), and Q7.5 (‘the hotel cares about each employee’). Although the
brand image scale used in this study covered a range of questions—such as hotel culture,
service quality, and brand significance—the four remained indicators all asked about
employee matters. This result certainly explained to some extent how brand experience
was transformed into the accumulation of an overall brand image (Hsieh et al., 2004;
Low & Lamb, 2000). When employees perceived a strong employee-oriented brand
image, it highlighted the importance of employees’ brand knowledge for their work. It
also highlighted the importance of understanding the meaning of the hotel brand and

providing quality service.

Based on the definition of brand image, the brand associations held in employees’
memory in this study would fall under the benefit category (Keller, 1993). All four
image indicators related to the personal value that employees attach to their work. It was
mostly experiential benefits that fulfil employees’ experiential needs of sensory pleasure,
variety, and cognitive stimulation (ibid.). For instance, the image that the hotel cared

about each employee (Q7.5 ‘the hotel cares about each employee’) suggested that the
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hotel was giving employees the sensory pleasures of caring and warmth. Providing
scope for creativity (Q7.9 ‘the hotel provides employees with full scope for creativity’)

implied the needs of variety.

In sum, since the measurement indicators of each factor of internal branding construct
were also verified by the existing literature, it was plausible to claim that the tested

measurement scale of internal branding was empirically and theoretically sound.

5.8.2 Research Question 2—4: Brand Knowledge, Brand Experience, and Brand

Image

5.8.2.1 Relationship between Brand Knowledge and Brand Experience

This study separated internal branding into three elements and tested the relationships
between each of the variables. Hypothesis 1-1 suggested that brand knowledge would be
positively related to brand experience, and the results supported this hypothesis. The link
between employees’ brand knowledge and their brand experience was significant. This
suggested that employees' brand knowledge was positively related to employees' brand
experiences in international branded hotels. In spite of the significant relationship
between brand knowledge and brand experience, the impact was somewhat small (f =

0.31). This observation could be addressed from theoretical perspective.
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Compared to past studies, Ashraf et al.’s (2011) industry study exposed telecom
employees to a positive brand experience, which was integrated with work activities
after they had acquired brand knowledge. Those employees used the company’s brand
knowledge in their routine work and referenced brand values when making decisions.
The better they understood the knowledge, the more confident employees would be at
encapsulating brand efforts in their work activities. From this perspective, knowledge
positively influenced telecom employees’ brand experience. The finding of this study
therefore demonstrated a similar result, although there were very few studies to compare

with.

In Aurand et al.’s (2005) study, they also found that the incorporation of the brand
message into work activities was not particularly strong. The current study confirmed
this phenomenon and it could be interpreted as that hotel front-line employees’ brand
knowledge was perceived to have small impact on the messages that were implanted into
their daily work routine. It appeared that hotel front-line employees did not think brand
knowledge was important enough to have a strong effect on their experience with the
brand. In this case, hotel management could consider developing separate brand
messages to be used for delivering desired brand knowledge and brand experience to
employees. This strategy should leave employees to access to various stimuli of the

brand which might help them associate more with the brand.
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5.8.2.2 Relationship between Brand Knowledge and Brand Image

The results showed a negative relationship between employees' brand knowledge and
their brand image (f = -0.46). This meant that employees' understanding of the brand
meaning (Q5.1), their understanding of the hotels’ target customers (Q5.2), their
knowledge of the meaning of the hotel brand to customers (Q5.3), and service level
(Q5.4) were negatively associated with their perceptions of the brand; which eventually

led to their brand image negatively.

One scenario could be suggested to discuss this phenomenon in the context of
international branded hotels in Hainan. Employees’ understanding of the brand
knowledge did not match to what they associated and pictured in mind. The more
employees understood the brand messages, the less they would reflect to the image
generated from their perceived mental and physical brand associations. Any mismatch
might cause a specific negative image of the brand. Also, the level of knowledge (or
more specifically the messages) about brand meaning, target customers, and service
quality as perceived by employees could have exceeded the level of employees’
acceptability. Hotel front-line employees might not have sufficient time to grasp every
piece of knowledge they were offered before entering the field. Repelling attitude could
be generated from receiving too much information that could not be reflected to brand
associations. Opposing associations might be created to form a negative brand image in
the mind of employees. With more messages that employees were reluctant to receive,
they would associate with more negative brand image. If delivering too much of that

message to employees, it would not create an image of hotels utilising employees’
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strength (Q7.7); nor demonstrating an image of having an informal culture (Q7.2). In the
end, employees' brand images were largely reflected in the work routine provided by the
hotel. An industry example collected in the screening interview might support this
notion. Hotel Y brand gave different forms of brand messages to their employees
constantly but did not leave time for them to digest and work through the meaning of
those messages during daily work (Participant F). With such a hectic pace for sending
out the brand knowledge, employees found it difficult to generate the desired brand
images. This instance illustrated how messages and employees’ actual brand image can

be out of alignment.

Findings demonstrated a mediator role played by brand experience when examining the
relationship between brand knowledge and brand image. With the inclusion of brand
experience, the negative impact of brand knowledge on brand image was reduced by
0.30. It could be explained that this study took place in the hotel industry, which was
common to see front-line employees spending more hours dealing with customers than
receiving training exercises. Employees might be less exposed to the brand messages
that were sent via formal channels than those sent by experiencing the brand during
interactions with colleagues and customers or simply by completing routine work in a
brand-oriented environment. Brand experience therefore played a positive role in terms
of explaining the relationship between brand knowledge and brand image. From this
perspective, it would be understandable that brand knowledge would have a less
negative impact on brand image when employees experiencing the brand at the same

time.
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In the findings of other studies, it was evident that there should be a connection between
employees’ brand knowledge and brand image in the hotel industry. Unlike the results of
this study, Yoo, Donthu, & Lee’s (2000) study found a positive relationship between
brand knowledge and brand image. Their results suggested that brand knowledge had
strong associations with a specific brand image. The discrepancy between these two
studies could be caused by the study participants. Their study measured students'
perceptions of products' brand equity, whereas this study measured service employees’
knowledge of the brand. The discovery of a discrepancy in the findings on the
relationship between brand knowledge and brand image when studied in different
contexts implied a need to further explore the same idea in diverse situations. This
would help us broadly understand the connection between these two concepts. In
conclusion, Hypothesis 1-2 was partially supported, and it brought about some

interesting findings.

5.8.2.3 Relationship between Brand Experience and Brand Image

In contrast with brand knowledge, employees’ brand experience was found to have a
strong relationship with their associated brand image, with a standardised coefficient of
0.98. This result suggested that there was a strong link between brand experience and
brand image from the viewpoint of hotel front-line employees. Hypothesis 1-3 was thus
supported. Few scholars had looked into this relationship, especially from the
perspective of employees. The results were interpreted in a way that hotel brands values

were embedded in their work routines, which gave employees the deep associations with
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brand elements and produced brand images. Employees in this study linked those hotel
brand embedded work routines with hotels’ interests in company management style
(CMS) and HR management practices (HRMP). CMS included employees’ job
satisfaction (Q6.8), hotels’ initiation in solving employees’ problems at work (Q6.9),
and hotels’ communication style (Q6.6). HRMP included leadership provided by the
management (Q6.2), training received by employees (Q6.3), and service quality rewards
provided by the management (Q6.4). Front-line employees experienced those facets in
these international branded hotels during their daily work routines. Based on the six
facets of brand experience, three facets of employees’ brand image were shaped: the
image of hotels fully employing employees’ strength (Q7.7), having an informal culture

(Q7.2), and providing opportunities for long-term career progression (Q7.11).

The findings showed that employees’ experience of how the hotel brand treated its staff
had significant effects on employees’ image of that brand. It seemed that participants in
this study had a great concern on their work related matters such as encountering
problem at work, or receiving training from the human resources department. In this
case, management in Hainan international branded hotels would need to pay much
attention on setting brand values that reflect more on employee matters for them to
associate. After all, hotel employees were the people who pass on the desired brand
image to hotel guests. Once they felt their concerns were handled in their daily work
routine, that was to experience brand stimulus as how they expected, they would form

positive image of the brand in the end. Hence, human resources functions such as
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employees’ job satisfaction, training, service quality rewards, and communication style

should be emphasised when implanting brand messages into employees’ work.

Connecting this interpretation with existing theory, the six identified brand experience
facets could be matched to dimensions (sensory experience, behavioural experience, and
intellectual experience) of the generic concept of brand experience (Brakus, Schmitt, &
Zarantonello, 2009). In particular, hotels’ interests in employees’ job satisfaction and
offering service quality rewards could be matched to sensory experience; hotels’
initiative in solving employees’ problems at work and providing training to employees
could be matched to intellectual experience; and hotels’ communication style and
leadership could be matched to behavioural experience. In this study, employees’ brand
experiences were in line with the universal notation that brand experiences were
positively related to brand image, which had been shown several times, albeit from the
customer perspective (Cliffe & Motion, 2005; Nam, Ekinci, & Whyatt, 2011; Xu, Zhang,

& Tang, 2011).

5.8.2.4 Holistic View of Internal Branding Elements

By examining the elements of internal branding, there was no clear reason to argue the
relationship between brand knowledge and brand experience. Rather, the two elements
could act in parallel on brand image. This suggestion was discussed because researchers
had argued that embedding employees’ experience in relation to the brand promise was

as important as obtaining brand knowledge when constituting a brand image in
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employees’ mind (Miles & Mangold, 2004). However, the results of this study did not
support that argument. In fact, for these front-line employees, brand experience had a
much more powerful relationship with their brand image than did brand knowledge
despite the latter relationship was negative. As a result, when international branded
hotels consider implementing internal branding strategy, management should take into

consideration about how these underlying elements could be intertwined.

5.8.3 Research Question 5: Organisational Cultural Practices Measurement

Hypothesis 2 listed potential components of organisational cultural practices in China’s
international branded hotels. This list was partially supported by the EFA, CFA, and
overall measurement model. Unlike what was hypothesised on the basis of Hofstede et
al.’s (1990) organisational cultural practice dimensions (HF’s dimensions), the survey
data only revealed three dimensions. They were labelled as Process, Professional, and
Individual Development. Comparing these three dimensions with the six dimensions that
were initially used as a fundamental model of organisational culture, there were quite a
few differences between the original and current dimensions. This divergence could be

addressed in threefold.

First, the EFA and CFA tests validated two dimensions in this study that were suggested
by HF’s dimensions: process and professional. However, the meaning of process-
oriented culture was different from HF’s. In process-oriented cultures, employees

perceived themselves as being initiative, warm, and direct. These attributes emphasised
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heavily on how management wanted things to be done in the sample hotels. In contrast,
HF’s process-oriented cultures involved a concern of means such as employees avoiding
risks and spending limited efforts on jobs (Hofstede, 1998). It could be argued that front-
line employees in international branded hotels in Hainan were required to be initiative,
warm, and direct when interacting with customers. Unlike HF’s process dimension,
these attributes of organisational cultural practices were more industry specific since the
hotel industry placed a great emphasis on how customer-facing employees great and

serve customers.

Employees of professional cultures emphasised being cost-conscious, and speaking
seriously of the job and the hotel. They were also aware of the competitions with other
companies. According to Hofstede (1998), these features implied that their
organisational identity was largely derived from the type of job they were involved in.
Employees of professional cultures showed more seriousness to their work which made
them more cost-conscious and were aware of competitions. This result was compatible
with @Qgaard’s (2006) findings which suggested a common hotel cultural practice of

being professional-oriented from the views of employees.

Second, the third dimension diverged from HF’s dimensions. This dimension was
termed ‘individual development’, which represented a culture of advancing staff
development and acknowledging employees’ work performance. This might be a hidden

organisational cultural practice for the hotel industry. Similarly, Tepeci and Barlett
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(2002) also found organisational cultural practices containing an individual development
dimension that existed in the hospitality and service industry. This supported the claim
that a culture of individual development might be unique and specific to hotels within

the hospitality industry.

Third, the rest of the cultural practices from Hofstede’s study evidenced less according
to the desirable reliability in this study, which indicated a less concern from hotel
employees’ perspective in this research context. For front-line hotel employees in
Hainan, internal, closed and employee-oriented cultural practices were not as significant
to their daily work. This result was quite different from other Western studies such as
Ogaard (2006) who concluded that his organisational practices corresponded well to
previous findings in studies of similar topics. It might suggest that internal, closed and
employee-oriented cultural practices were commonly adopted in the Western research
context. In that case, the exclusion of these three dimensions might due to cultural
differences between Western and Chinese employees. Employees’ understanding and
perception of organisational cultural practices varied from Western and Chinese cultures.

Therefore, this third difference could be culture specific.

The validation of the organisational cultural practices scale evoked an investigation on
the application of organisational culture in different industries. There was evidence that
cultural forms evolved to fit industry dynamics and that there could be great variation

across industries (Lee & Yu, 2004). Scholars of institutional theory argued that industry
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was a key determinant of organisational culture, which could mould organisational
practices (Maclntosh & Doherty, 2010; Ogbonna & Harris, 2002). Hence, it was very
likely that any organisational culture instrument would be less valid and representative
when it was used in a different industry. Furthermore, Verbeke (2000) pointed out that
the independence of organisational cultural practices was shaped not only by the core
values, but also by internal and external forces, such as management control systems and
competitive pressure. Therefore, organisational cultural practices required all members
of the hotel to change constantly in response to the competitive environment. In order
not to compromise the face validity of organisational cultural practice—that was to
minimise mismatching items with conceptual meaning of the dimensions in different

studies—more development work was needed.

5.8.4 Research Question 6—9: Organisational Culture and Internal Branding

5.8.4.1 Relationship between Organisational Culture and Internal Branding

As suggested by the literature reviewed, organisational culture was found to have a
relationship with internal branding. Hypothesis 3 was thereby supported, with a high
standardised coefficient between organisational culture and internal branding (5 = 0.97),
indicating a strong relationship. It could now be claimed that organisational culture was
not only an antecedent of corporate marketing or corporate branding (Davies & Chun,
2012; Wilson, 2001); it also shaped the success of internal branding strategy in
employees’ standpoint. This relationship could be explained by arguing that the more
employees appreciated of the organisation’s cultural practices, the more smoothly they

could fulfil the needs of internal branding.
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International branded hotels in Hainan should be cautious with the organisational
cultural practices identified from this study because they might change over time.
According to Hofstede (2001), the way cultures affect employees in an organisation was
through shared practices. What practices were shared might vary from time to time
depending on employees’ perceptions of the values that hotel management had shaped.
As a result, management should evaluate organisational cultural practices regularly and

study possible dimensions that might influence internal branding strategy.

This result could be further extended to the question of how organisational cultural
practices influence internal branding. This study did not examine which dimension of
organisational cultural practices had the strongest relationship with internal branding.
Whether internal branding could be carried out successfully was depended on the
congruency between employees’ perceived organisational cultural practices and internal
branding. Any incoherence between the two perceptions could cause resistance and
eventually brought the branding strategy to an end. Many studies (e.g., de Chernatony &
Cottam, 2006; de Chernatony & Segal-Horn, 2001) demonstrated a similar phenomenon
in other service industries. Unfortunately, this study did not focus on employees’
perceptions of the relationships between individual organisational cultural practices and

internal branding. This question was left for follow-up studies in the future.
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5.8.4.2 Relationship between Organisational Culture and Brand Knowledge, Brand
Experience, and Brand Image

When exploring more specifically on the relationship between organisational culture and
internal branding, it was worth investigating how organisational culture affected
employees’ brand knowledge, their brand experience, and their brand image in the
concept of internal branding. Hypotheses 3-1 and 3-2 predicted that organisational
cultural practices would be positively related to brand knowledge and brand experience,
and the results supported these two hypotheses. On the other hand, hypothesis 3-3 was
rejected and not supported by the data due to an insignificant effect of organisational

cultural practices on brand image.

Organisational culture had a fairly strong relationship with brand knowledge, with a
standardised coefficient of 0.83. This could be interpreted as a more comprehensive
understanding of the organisational culture would lead to a better brand knowledge. This
result echoed with previous literature's findings regarding the indirect connection
between organisational and brand knowledge (such as Gotsi et al., 2008). Employees’
perceived organisational cultural practices were designed based on the values
established by the top management, as described by Hofstede (1998). Yet, not all
employees of any hotel shared these values in reality. But, if they would want to keep
their jobs in the hotel, they would need to follow the specific organisational cultural
practices. Hence, with an improved awareness of cultural practices employees would
pick up more of the brand knowledge; this would happen when viewing brand

knowledge as one part of the organisational values. Hotel managers should devote some
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of their attentions on looking for ways to promote organisational cultural practices.
These cultural practices would influence employees’ behaviours at work (Yang, 2007);
for example, once some hotel employees realised that all other employees are initiative
and warm, they would be more likely to follow the same practice. In the end, it would
help form employees’ perception of hotel’s service standard being initiative and warm. It
would result a better understanding of the brand knowledge since service level is one

part of the brand knowledge concept.

Likewise, organisational culture was positively related to brand experience. Based on the
correlation between organisational cultural practices and brand experience, 1 unit
increase in organisational cultural practices would lead to a 0.67 unit increase in brand
experience. This echoed with Mosley’s (2007) argument about customer experience that
the reinforcement of culture from front-line employees would enhance the delivery of a
distinctive customer brand experience. It would also apply to employees that they had to
experience the brand experience first before delivering to customers. Therefore, from
both theoretical and empirical perspectives, employees’ perceived organisational cultural
practice had a positive influence on their brand experience. This relationship could be
strengthened when employees’ brand knowledge is involved as a mediator. Statistics
showed that the total effect of organisational cultural practice on brand experience could
be increased by 0.26. With a consistent organisational cultural practice and perceived
brand knowledge, employees could feel more sensory experiences that might help them
to generate positive image of the brand. Thus, hotel HR department should be constantly

promoting organisational cultural practices and brand knowledge in various ways such
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as training, daily briefings, and memo; this is where Punjaisri and Wilson’s (2009)
measurement of internal branding could be applied to deliver the desired cultural
practices and brand knowledge to employees repeatedly. As a result, employees’ would

notice more when experiencing the brand at work.

The direct effect of organisational cultural practice on brand image was insignificant
with an estimate value of 0.37. It demonstrated a lack of relationship between the two
concepts. Despite the relationship identified in Hatch and Schultz’s study (2003), the
result suggested that the hypothesis of a positive relationship between organisational
cultural practice and brand image was rejected in the current study context. This implied
that organisational cultural practices would not influence the perceived associations that
employees might have with their daily work activities. Although organisational cultural
practices had impact on employees’ brand knowledge and their brand experience which
helped to form employees’ brand image; hotel employees in this study did not view
organisational cultural practices having enough direct influence to affect their brand

image.

It could be assumed as hotels that were surveyed in this study might have little
organisational cultural practices that were perceived by the survey participants. Many
hotels in this study were opened less than five years and only a few were operated for
more than 10 years in Hainan. The operation period of those young hotels might be too

short to form proper organisational cultural practices. With the issue of talented
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professionals hoping jobs from hotel to hotel frequently ((“ [ [EBrjiEliFS5 ] > 2010), it

would be common to see new managers changing the old ways of working in their new
positions. This phenomenon would seriously affect the cultural practice in an
organisation. Hotel employees therefore would not be able to pick up new practices
easily. Although hotel employees identified three organisational cultural practices
dimensions in this study, these dimensions were tested at the individual level when
asking each participant to provide their opinions. Individual participant had identified
significant cultural practices; but when collecting all of their views together it did not
show whether these cultural practices were commonly shared by these employees
(Wilson, 2001). In other words, the result showed in this study might be caused by the
employees who might not share the same organisational cultural practices. That would
thus result no relation towards brand image which was perceived individually. In that
case, their perceived brand image would not be influenced by the organisational cultural

practices.

Nevertheless, employees’ brand knowledge and brand experience were discovered to
have mediating effect on the relationship between the aforementioned two concepts. The
total indirect effect caused by employees’ brand knowledge and brand experience had a
coefficient estimate value of 0.53. With the inclusion of brand knowledge and brand
experience, the impact of organisational culture on brand image was increment to f =
0.89. Both brand knowledge and brand experience indirectly and significantly explained
the relationship of organisational cultural practice and brand image. Therefore,

employees’ brand knowledge and brand experience played a critical role if hotel
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management consider the impact of organisational cultural practices on enhancing

employees’ brand images.

This result illustrated a different idea about the relations between image and culture.
Hatch and Schultz (2003) argued that the projected images must align with
organisational culture in order to generate brand values that reflect with the actual brand
experience. However, it was the opposite scenario in this study according to the result. It
was evident that brand knowledge and brand experience were essential for creating
brand image when there was an impact of organisational culture. In conclusion,
employees’ organisational cultural practices would not affect their brand image; unless
brand knowledge was obtained and/or sensory experiences were felt. Further study could
look into the reasons why organisational cultural practices were not related to employees’

perceived brand image.

5.8.5 Research Question 10—11: Internal Branding and Employee Job Satisfaction

Internal branding was significantly related to employee job satisfaction. Employees’
brand image was in particularly strongly related to job satisfaction. Hypothesis 4 and 4-1
were supported, in line with Miles and Mangold’s (2004) proposition. If internal
branding strategies were successfully implemented, employees would be more likely to
have positive brand experience. At the same time, a positive brand image would form in
their mind. From examining the mean values of the data, participants from this study

showed a relatively high satisfaction rate to most indicators apart from salary. This could
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be resulted by a positive image they have on their fellow workers, supervisors, hotel
guests, hotel policy, hotel support, and hotel advancement programmes. In order to have
such positive image formed, employees must have encountered brand knowledge and
brand experience from their daily routine work such as understanding training materials
and working with supervisors. A positive perception of their brand knowledge and brand
experience would consequently result a positive brand image. Employees who perceived
such brand image would feel more satisfied with their job. This implied how internal
branding had an impact on employees' job satisfaction. This result empirically confirmed
the proposition of Miles and Mangold (2004) and illustrated a positive relationship

between internal branding and employee job satisfaction.

When they were highly satisfied, employees could see a series of outgrowth
opportunities, for instance increased sense of belonging, a boost in brand loyalty, and
reduced turnover. These potential outcomes were currently major issues for Hainan’s
international branded hotels. The fast development of this industry in the market had
produced a constant human resources problem for hotel management. If implementing
internal branding would diminish the negative issues of human resources, Chinese
national/local branded hotels might also be interested in testing whether this strategy
could be generalised to them. Therefore, hotel management in international branded
hotels should consider applying more internal branding strategies. Especially, employees’
perceived brand experiences should be focused essentially. It is because brand
experience in this study influenced most on employees’ formed brand image. Managers

must consider improving their organisation management style and human resource
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management practices in a way that, employees’ job satisfaction was considered,
employees’ problems at work were solved; hotels’ communication styles were refined;
management leadership was developed; employees’ training was delivered; and service
quality rewards were awarded. By strengthening these facets would be very helpful for

achieving employees’ job satisfaction.

5.9 Chapter Summary

This chapter started with an analysis of the findings. The results on the usability of the
collected data suggested that the data was appropriate for carrying out further tests.
Sample characteristics and descriptive statistics provided background information about
the sample population and their answers. Exploratory factor analysis was conducted for
each construct to explore the underlying dimensions of each construct. That was
followed by confirmatory factor analysis for each measurement scale to verify the
reliability and validity of each measurement scale. An overall measurement model of
CFA was later tested to check for correlations between the latent variables. In the end,

two proposed structural models were run, testing the hypotheses.

Most of the hypotheses were supported, except for three of which two being partially
supported and one being rejected. This meant that the theoretical foundation of the
proposed conceptual models was quite solid. In addition, the data collected from the
chosen sample was adequate for this study. In summary, brand knowledge, brand

experience, and brand image were shown to be elements of internal branding that could
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be used to measure internal branding. Brand knowledge was negatively related to brand
image, whilst brand experience was positively related to employees’ image of the brand.
Organisational cultural practices contained three dimensions: process, professional, and
individual development. Organisational culture was strongly related to internal branding,
and it was related to brand knowledge and brand experience when tested separately. The
only insignificant relationship was between organisational cultural practices and brand
image. The results suggested that internal branding might increase employee job

satisfaction, especially brand images that strongly influenced job satisfaction.

The second half of this chapter extended the analysis of the findings to a critical
discussion on how results were to be interpreted. The discussion was ordered based on
the research questions on which each result was based. This section explained whether
the research questions of this study were answered from the findings. Moreover, critical
contentions were brought forward for further thought in the hope that this would further

future studies.

To conclude, the objectives of this study were fulfilled after a rigorous empirical test of
the hypotheses. Relationships among the five constructs were definite, and problems in
the process were addressed accordingly. A discussion of the contributions made to

knowledge and practice would bring this study to a conclusion.
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CHAPTER 6 CONCLUSION

6.1 Introduction

This chapter reviews the entire process of this study including the purpose, theory
development, research method selection, hypothesis test, results and discussion. In
addition, the significance of this study in terms of its theoretical contribution and
implication to the industry are addressed. Limitations are explained followed by
suggestions on future research directions. A conclusion remark is issued in the end of

this chapter.

6.2 Overview of the Study

6.2.1 Review of Research Objectives

The aim of this study is to consolidate the theoretical foundation of internal branding
and to further examine if organisational culture would make any impact on the
implementation of internal branding in international branded hotels that are operating in
China. Another purpose is to empirically verify whether internal branding would affect

employees’ satisfaction towards their jobs.

These research objectives are designed in order to study employees’ perceptions on
brand in international branded hotels. Branding issues have been noticed in China’s
hotel industry; one of them being if international branded hotels could successfully

embed their brand values into local employees’ mind. Introduction chapter has
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pinpointed some obvious consequences caused by several misconducts of the internal
branding. From recognising those existing problems, this study has identified the
importance of studying internal branding and its ties with any possible precursor as well
as consequence. At last, organisational culture and employee job satisfaction are chosen
as internal branding’s inducement and sequel, respectively, to be inspected in this

specific research context in Hainan.

Chapter 2 and 3 have reviewed relevant studies that examined the key concepts of this
study. As groundwork of understanding conceptions, studies concerning branding,
corporate branding, internal marketing, internal branding, culture, national, corporate
and organisational culture, and job satisfaction have been pertinently and critically
analysed. With rigid knowledge gained after reviewing past literature, research gaps
have been discovered along with an establishment of the synthesis of major constructs.
Subsequently, a conceptual framework is pictured with 11 hypotheses about internal
branding measurements and its linkages between organisational culture and job

satisfaction.

Given the nature of this study on the subject of international branded hotels operating in
China, Hainan Island has been selected as the study context as it has a rapid growing
market for international branded hotels. Methodology chapter explains the reasons for
adopting specific measurement scales for each construct; and using exploratory factor

analysis and structural equation modelling to test the suggested hypotheses. Sampling
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methods and data collection methods have been justified individually in each stage of
the research procedure, containing measurement item screening test stage, pilot study
stage, and main survey stage. Preliminary findings extracted from screening and pilot
tests are illustrated in this chapter as well. In order to ease the process of expounding
findings, available data analysis techniques together with the criteria that have been

employed are explicated towards the end of the chapter.

6.2.2 Outcome of the Study

Chapter 5 interprets the findings produced from the main survey data. All 11 hypotheses
have been examined with some expected as well as surprising results. In summary,
internal branding is verified to comprise brand knowledge, brand experience and brand
image as its primary elements and measurements. Especially, brand knowledge has a
negative impact on brand image while brand experience on the opposite has a positive
and strong impact on brand image. A positive yet small impact is found on brand
experience from brand knowledge. Organisational culture is found to have only three
dimensions instead of six as suggested by other scholars. It appears to be one of the
strong factors influencing internal branding; at the same time it has positive effects on
both brand knowledge and brand experience and has no direct effect on brand image.
Being confirmed as a corollary of internal branding’s implementation, employee job
satisfaction can be increased when the implementation of internal branding achieves its

goals or employees perceive a strong brand image.

219



These results have been further discussed in association with past research results and
practical industrial cases. Research questions have been reflected in the discussion to
address the accomplishment of research objectives. The premier focus of the discussion
is on whether the empirical data supports proposed theoretical base; and the next
essential focus regards to the generalisability of the results when compared with other
similar or interrelated studies. In general, three core research objectives initially raised
for this study have been accomplished with fairly good results. This research study has

reached its major goals for the current stage.

6.3 Theoretical Contribution

6.3.1 Internal Branding Concept

Although many study foci have been switched to internal branding in recent years, little
consensus has been reached on what internal branding refers to and how it is assessed.
From reviewing extensive previous literature, this study integrates the primary concerns
of internal branding into one integral definition which contains three major dimensions.
This may reduce misinterpretation and confusions caused by various understandings of
internal branding. To produce a holistic view of internal branding may also ease
researchers’ efforts in addressing irrelevant issues when studying different phases of this
concept each time. Take Punjaisri et al’s (2009) study as an example, their idea of
internal branding emphasises more on an integrative collaboration among corporate
functions which has been classified as the third dimension in the overall definition in
this study — ‘applying the process at all organisational levels to align management and

employee behaviour and values’ (details in Section 2.3.1). For that purpose, they used
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employees’ perceptions towards orientation, training, group meeting and so on to
measure internal branding. It would be inappropriate to apply the same measurement
theory when studying how hotels promote brand values/images effectively to the
employees. Thus, it makes great sense to distinguish the underlying aspects of internal
branding and provides a fairly thorough definition for this concept before deciding

suitable measurement theory.

Besides the development of a universal definition of internal branding, this study has
pursued the basis of internal branding for the first dimension that is promoting brand
values and images effectively to employees. Brand knowledge, brand experience, and
brand image have been empirically proved to form the support to internal branding
promotion. It implies the necessity to apply brand knowledge, brand experience, and
brand image together into the study whenever the study focus is on promoting brand
values/images to employees. They should be adopted as a whole to examine numerous
research problems in relation to internal branding promotion. If probing into the basic

principle of internal branding, it would benefit the accuracy of measuring this concept.

In order to fully understand the integrity of internal branding, this study encloses one
antecedent and one consequence of internal branding too. Scientific figures help to learn
how organisational culture affects internal branding, and how internal branding affects
employee job satisfaction. This study fills in the gaps in theory regarding the

effectiveness of organisational culture to internal branding and internal branding to
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employee job satisfaction. It aids to better explain internal branding allied phenomenon

and offers factual evidence to support hypotheses.

The concept of internal branding has been researched in different regions such as
Thailand, U.S., Taiwan, UK, and etc, but not in China. It is believed that this study has
firstly brought internal branding concept into the Chinese research context and applied it
in the hotel industry. By studying internal branding in China, the results of this study can
help international branded hotels further improve their internal branding strategies by
reviewing their brand knowledge, brand experience, and brand image. It can also help
domestic branded hotels to further develop their internal branding strategies. This study
provides a starting point for non-branded domestic hotels to initiate internal branding
strategies. The growing attention on service industry in China implies a critical need of
internal branding to help strengthen organisations’ service brands. Hence, the results of
this study have provided suggestions on what to consider when promoting brand

promises to employees.

6.3.2 Hotel Branding Concept

This study is initiated from identifying problems that exist in the hotel industries,
especially in Hainan where hotel development has achieved a great leap. International
branded hotels in particular suffer from high turnover rate and lacking sufficient
professionals and talents in Hainan. With the unique characteristics of hotel industry,

inseparability between service and consumption largely requires employees’
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understanding of the brand and their instant response to customers’ needs. In addition,
hotels operating in a resort destination involve extensive interaction between employees
and hotel guests. This special feature of hotels generates a need for hotel management to
pay extra attention on how their employees deliver desired brand promises to guests.
This study specifically aims at examining internal branding concept for international
branded hotels to help advancing the implementation of effective internal branding

programmes.

Measurement scales used for all constructs in this study are checked with both hotel
industrial practitioners and academic experts in the hotel field. Therefore, the items
generated are uniquely for the international branded hotels. These measurement items
are used in the survey targeting front-line employees who are working in the
international branded hotels in Hainan. As a result, data collected represent international
branded hotel employees mainly and the findings only reflect to what these employees
perceive. The results of this study greatly identify the features of internal branding that
have been implemented in the studied hotels. Furthermore, employees’ perception of
internal branding, organisational culture, and job satisfaction examined in this study help

to fulfil the gap that is little researched in the hotel or hospitality literature.

Hence, the hotel branding concept has been advanced in terms of benefiting from the
implications of this study. Hotel employees’ perceptions have been examined regarding

internal branding, organisational culture, and job satisfaction. Features of internal
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branding, organisational culture, and job satisfaction that are specifically identified in

this study can add additional understanding to hotel branding discipline.

6.3.3 Generalisation of the Study Approach

Generally speaking, studying employees’ perceptions in the matter of internal branding
remedies a lack of employees’ voice in theory development. Employees have received
little attention in quite a few branding areas, such as corporate branding, service
branding, and internal branding/marketing. Nonetheless, it becomes rather difficult to
neglect their viewpoint in a research topic like the current one. From understanding what
they perceive and desire, internal branding studies can be extended to an in-depth and

also an immense domain.

One appended gain of this study is the realisation of how organisational cultural practice
measurement varies from one study context to another. It intimates that a commonly
adopted measurement scale of organisational culture developed by Hofstede et al. (1990)
should not be directly applied into any context which is different from its original one.
Since organisational cultural practice differs from industry to industry, it is
recommended to explore specific cultural practices when studying a sample from
another industry. This may arouse a research interest in comparing cultural practices in

different industries and how these practices vary accordingly.

224



Internal branding concept should not be evaluated only in the hotel industry. It is vital
for other service industries to discover the impact internal branding could bring to the
businesses. Although this study has identified the integral definition of internal branding
and suggested the fundamental basis of the concept, it is worthwhile to explore whether
this implication would work for other service industries, especially each industry has its
own features. The meaning of internal branding may vary between industries. For
example, Miles and Mangold (2005) term internal branding as employee branding and
position their developed employee branding process on Southwest Airlines. Their study
has considered source/modes of messages essential in the process which is not deemed
as vital in this study. Each service industry may acquire features of brand knowledge,
brand experience, and brand image variably. Measurements will have to be redeveloped
to suit specific industry’s nature. It certainly will prolong the study of internal branding

and improve the notion of this concept.

6.4 Practical Contribution

6.4.1 International branded hotels

This study enables researchers to learn internal branding and its relevant matters from
employees’ standpoint. It helps to understand how front-line employees perceive the
implementation of internal branding strategy in international branded hotels.
Furthermore, it assists to explore what branding features are important to employees
when they are engaged in the internal branding. By understanding their perceptions,
hotels can figure ways to stimulate employees to receiving brand associations from

messages and/or experiences; and then to generate associated images. For instance, this
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study shows that ‘the meaning of hotel brand’, ‘the importance of one’s work’, and
‘service level of the hotel’ are critical features that could bring brand associated
knowledge into employees’ attention. The hotels examined in this study can therefore
successively enforce communication of these messages via hotel policy, employees’

handbook, and hotel leaflet and brochure, etc.

Hotels can now draw their attentions on brand messages/values (brand knowledge), and
five senses (Brakus et al., 2009) that can be felt through daily work routines (brand
experience). They should first carefully consider the substance of brand image they
would like their employees to picture. Then, the types of brand messages and five senses
(sight, smell, hearing, touch, and taste) can be developed in association with the desire
brand image. Whether employees would digest and internalise the conveyed materials
depends largely on their senses experienced at work, followed by acquired brand

information; suggested by the findings of this study.

Understanding what forms employees’ brand associated images is a vital task for hotels
to tackle. This study locates ‘hotel’s interests in employee job satisfaction’, and ‘hotel
solves employees’ problem at work’ as the sensory experiences from employees’ eyes.
In this case, hotel management should highlight their interests in employees’ job
satisfaction via different channels in the work environment; while initiating solutions to
resolve any employees’ problems. It is not difficult to identify employees’ needs for

hotels’ care. If hotels could accurately identify the employees’ needs and interests, and
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cater to employees’ tastes; internal branding can achieve twice the results with half the

effort.

It is necessary for hotels to recognise the importance of internal branding in terms of
achieving employee job satisfaction. Many current HRM issues occurred in international
branded hotels operating in Hainan are either directly or indirectly connected with
employees’ satisfaction towards their jobs. Examples include high turnover rate, job
burnout, negative service quality, lack of loyalty and many more. By providing a
thriving internal branding employees should perceive a positive brand image that is
partnered with their benefits. It would directly increase the satisfaction level of
employees. Hence, international branded hotels in this study are suggested to
contemplate the ways of effectively promoting brand messages/values under internal

branding.

6.4.2 Domestic Branded Hotels

Although this study aims at international branded hotels that are operating in Hainan, the
intention has originally sought to assist brand development for domestic hotels. For
those branded or intended to be branded hotels in China, this study points out the
importance of implementing internal branding for accomplishing a fundamental step of
brand development. In addition, this study advocates an understanding of the roles
employees play; as well as the significance in providing them necessities to deliver the

desired brand image, namely brand knowledge and brand experience. Given that a
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guideline has been provided for conducting one dimension of internal branding strategy
that is how to effectively promote brand messages and values, domestic branded hotels
can adhere to the recommendations advised in previous sections and start building their

own strategy.

Organisational cultural practices should be recognised as a key influential factor on
internal branding. China domestic branded hotels may perform completely different
cultural practices in comparison with those international branded ones operating in
China. Therefore, there is a must to get familiar with the types of culture practices that
exist in different hotels; and then further inspect the influence of each types of
organisational cultural practice on internal branding strategy. It would be interesting to
find out which practice would have stronger impact on internal branding and what would

be the discrepancy among domestic branded hotels and international branded hotels.

Domestic hotels will receive great benefits once they initiated the internal branding
approaches, such as achieving employees’ job satisfaction. As discussed in early
sections, employees’ job satisfaction has an impact on turnover, job performance, and
intention to leave. By implementing internal branding strategies, domestic hotels are
likely to minimise potential human resources issues if employees’ job satisfaction is

positively affected.
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6.4.3 Hotels in Hainan

The results of this study explicitly reflect the perceptions of hotel employees working in
Hainan. This would suggest that hotels in Hainan should focus on specific features
identified in this study when considering internal branding, the impact of organisational
culture, and the potential consequence that may cause to the human resource issues. In
particular, hotels should emphasis brand messages on the content of the hotel, target
customers, meaning of the hotel to customers, and service level. It seems that Hainan
employees associate more with these facets. In terms of brand experience, hotel
management style should focus on keeping employees informed, considering job
satisfaction, and solving problems for employees; whilst human resources practices
should focus on leadership, providing training and rewards. By implementing these

approaches, employees are probable to associate desired image of the hotel brand.

However, each hotel brand should apply the approaches accordingly due to that they
may require different brand images to be received by employees. In that case, brand
knowledge and brand experience should be adjusted to reflect hotel brand promise
specifically. If a hotel brand desire employees to picture a harmony culture, the content
of the brand and the meaning of the brand to customers should indicate heavily on
creating a harmony atmosphere. At the same time, the leadership style, training content,
and problem solving pattern should also hint the same matter. This advice also applies to
organisational cultural practices that hotels need to take practices into their own business

context and consider carefully how to utilise the impacts to their full extents.
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Both international branded hotels and domestic hotels in Hainan can reward from this
study’s results. Nonetheless, international branded hotels may encounter less changes
because of their established branding system. Yet, they may face other problems when
modifying the programmes such as employees resistance to the change. On the other
hand, domestic hotels in Hainan may need less time to achieve the desired result since
they start from the scratch, and building an internal branding programme that has been

empirically and significantly tested.

6.5 Limitations of the Study

Several limitations have been identified which may affect the validity of this study in
light of accomplishing the research objectives and answering the research questions.
Since organisational culture is closely related to national culture (Pizam, 1993)
especially when discussing a cross-culture matter, the findings may not be
comprehensive and objective by simply considering the impact of organisational culture
on internal branding process. Nevertheless, by focusing only one level of culture in
investigating the possible impact on internal branding, this study can provide some
insights of the issues that may appear and keep the discussion centred and grounded to a

certain extent.

Limited literature has been found on direct connection between organisational culture
and brand knowledge/brand experience; as well as the connections among internal

branding elements from employees’ perspective. Although customers’ perspective of
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branding topics has been considered, it raises a concern on the relevance of those
adopted literature towards the theme of this study. This limitation however has been
reduced by finding the support from seeking views from the hotel managers during the
screening test stage. Once completed appropriately, this study significantly contributes
to branding theory in terms of empirically consolidating the root for relationships among
organisational culture and internal branding and its elements from employees’

perceptions.

The targeted population is mainly Chinese employees. However, there may exist cultural
differences among these Chinese employees in terms of their hometown, educational
background, and so on. This study has no intention to measure whether the cultural
differences among Chinese employees would have an impact on internal branding
process; nor if there is any difference between the perceptions on internal branding that
fell into various categories of characteristics. Nevertheless, demographic profile
questions are still included in the survey questionnaire to offer basic background
information of front-line employees working in international branded hotels in Hainan.

Convenience sampling could be a biased sampling method.

Descriptive data analysis has shown a skewed sampling distribution in terms of age,
education, and year of work experience. According to the central limit theorem, if the
sample data are relatively normal the sampling distribution will be normal too (Field,

2009). In this case, the sample data for age, education, and year of work is not normally
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distributed. This would be problematic if testing the multiple group analysis in future

studies.

Research method design involves screening test and pilot test, findings still proved
multicollinearity and cross-loading issues. This warns future study to redevelop
measurement items for organisational culture practice and brand knowledge, brand
experience, brand image under internal branding. Moreover, issues can also be avoided
by conducting pilot test twice. One is for developing the measurement scales after
identifying potential items from the screening test; the other one is for verifying the
questionnaire with a test of the newly developed measurement scales in order to reduce
the number of variables for the main survey. Applying comprehensive tests to confirm
measurements may minimise probable issues to be occurred in CFA and structural
model. Findings have also suggested the differences that may occur when testing the

same scale in different research contexts.

Since data collection assignment allocated to liaison officers in the selected hotels
permits them to choose who to give out the questionnaires, it risks the quality of data.
Although researcher’s presence on field may help to reduce the potential damage of data
incompletion, the liaison officers could still choose those employees who are easily

accessible. At this point, the sample is subject to bias (Jennings, 2001).
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By studying Hainan as a specific case for the connections between internal branding and
other discussed constructs, this study may not be able to generate generalised results
which represent a wide range of population. This research could only be seen as the first
attempt to explore the relationships between those constructs and which may need

further research to reach a broader situation.

6.6 Future Research Directions

Follow up research is taken into consideration to further expand the knowledge
regarding internal branding and its antecedent as well as consequence. Future research
directions can be threefold: 1) internal branding; 2) organisational culture; and 3)

descriptive analysis on employees’ characteristics or hotel differences.

As mentioned several times in this study, there is a strong need to redevelop
measurement scale of internal branding along with the underlying dimensions, i.e. brand
knowledge, brand experience, and brand image. While the study figures employees’
chief role in interpreting internal branding, it is prerequisite to know their perception of
what hotel brand is and how they associate such a perception with their working
environment. After collecting views from employees via interview or focus group, a
series of attributes would probably be developed representing employees’ views of
branding elements. From then on, researchers can verify the reliability and validity of

those attributes by applying them into any context.
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Causal relationships among brand knowledge, brand experience, and brand image can be
further tested in another service industry to provide generous evidence of how they
interlinks with each other. A comparison between customers and employees’ views on
brand knowledge, brand experience, and brand image can be explored in order to
determine the similarity and difference between the two groups. It could better bridge
the gap between what customers expect and what employees observe in the service

consumption circumstance.

Furthermore, which participated hotels of this study have practiced internal branding
approaches can be investigated by using the measurement items of internal branding
identified from this study. Frequency test and ANOVA test can be used as the main
method to find out the mean values of each variable of internal branding that has been

noted by the participants from different branded hotels.

Organisational culture is always a popular topic to be further examined. The extension
of this study regarding organisational culture is again to redefine its measurement scale
on cultural practices. As identified in this study that industry shapes organisational
cultural practice, it is imperative to explore latent practices existing in various industries.
This study does not compare between the three factors of cultural practices in terms of
their impacts on internal branding or on brand knowledge/brand experience. It would be
appealing to see which cultural practice has the most influence on internal branding and

which one has the least. This topic will be further developed into a research paper. Not
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only cultural practices should be studied, organisational cultural values may vary
between industries. Despite that values are rather stable at the organisational level,;
different interpretation may cause differences between employees and later affect their

perceptions on organisational strategies.

Future studies will also include sample characteristics to look for differences between
employees’ background and how that would affect the perception of internal branding.
Furthermore, a comparison among all studied hotels in this study is deemed as
compelling to discern which hotel brand outperforms others in internal branding

performance. These recommended topics will be followed up soon in the future.

6.7 Chapter Summary

This chapter concludes the study of this research topic. An overview of the study is
presented summarising the key aspects of each chapter. Implications to both theory and
industry have been illustrated which can lead to practical execution. Hotels, no matter
international branded ones or domestic branded ones, can be of benefit to learn the basis
of internal branding and its vital elements from this study. Research gaps discovered in
literatures are now filled with contributions to the understanding of the concepts. No
research study can be perfect without any limitation in any shape or form, so is this one.
Limitations in this study have been thought of for future improvement. Some can be
avoided in the follow up studies. Future research directions are pointed out to further

extend the knowledge of internal branding and organisational culture. It is hoped to
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continue the contributions to both academic theory and industry practice in studying

internal branding.
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Appendix L. Interview Structure

Interview Structure — Industrial Practitioner

Things to mention at the beginning:
i. The length of the interview; 5 1R 75 i)
ii. Confidentiality; 15 & R %

iii. The use of voice recorder. 1] 7] 3% % % H.

I. Brief background introduction (& #.{ 5 A E):

> 1. When did you join this hotel? (f& &4 Bz I IX FIBE 2 )

> 2. How long have you been in this position? (#&7E H 5 X NMERA AR E] 2 )

> 3. How long have you been worked in the hotel industry? (& 7E7# )5 47\ B TA/EH
ZAT)

» 4. Can you please briefly describe the history of this hotel brand by using one or two
sentences? e.g. when did it establish? what were the milestones? etc.

(R R] LU — 2P A TR AR S R AR P s 2 it A AR ESL? A
WRLL ARG ? 5F)

I1. Knowledge about the key concepts (X = E & K R):

» 1. I would like to find out about your perception of this hotel’s organisational culture.
Please give examples to illustrate.

AR T AR AT ST HAUCAC B, TR 2SS ]

» 2. Similarly, what is your understanding of employees’ job satisfaction? Examples.

FARIF, BAR 7RI XT 53 L I T, 1S 2 SEBI U H

» 3. The very key concept of my research is Internal Branding,

FRHIBIF TT B A B — S A T AL

- 1. does this hotel have some sort of internal branding process/procedures? Examples.
Vi ) DA e A 75 LD P 0 o A ) SRS 2 T 254510 1 B

- ii. how does this hotel promote brand messages to employees? Examples.

U 91 2 e e B3 ) A S ? 1S 2R
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- iii. how does this hotel influence employees’ experiences on employer’s brand via
daily work? Examples.

VR TR 5 2 e 3 5 R AR 2550 B8 T i 2 A R AR BR 7 TR 2 10
.

- iv. can you share with me if this hotel has conducted any research on employees’
perception of brand image? Examples.

T 1) S8 B A7 AT X 53 L HEAT I AT OO Sl Ik bl R UM & 7 T 4
N

III. Questionnaire evaluation (/5] % i¥4):

> Explain the purpose; [%id 7] 45 H )

> Explain the process; ik 7] 4 512

> Explain the time needed. 757 15— 20 7%
IV. Wrap up (&.45):

» Ask for questions/comments/suggestions if there is any;

W] A, R R .

» Show appreciation;

E N

» Arrange future cooperation — data collection.

THRIARSR I G 1E - Bdadise.

Others (FAth) :
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Interview Structure — Academic Scholar

Things to mention at the beginning:
i. The length of the interview; 15k 7 i
ii. Confidentiality; {5 & R %

iii. The use of voice recorder. 1] 7] 3% % 55 H.

I. Brief background introduction (FENE RAE):

> 1. Have you worked in a hotel before? (& 7E 1 54T\ TAEL S ? )

> 2. How much do you know about the hotel industry? (X8 15 17\ KA R)

» 3. Can you please briefly describe the history of one hotel brand by using one or two
sentences? e.g. when did it establish? what were the milestones? etc.

(R R] DUFH — B0 R Ul R AR AN il LA g S22 o, A A S 2
AR AR ? 55)

I1. Knowledge about the key concepts (X F E#E & K ER):

» 1. I would like to find out about your perception of this hotel’s organisational culture.
Please give examples to illustrate.

PAR T ARG R A SO R B A, B2 S B

» 2. Similarly, what is your understanding of employees’ job satisfaction? Examples.

HARIR, BAR TINS5 L I T, 1S 2 SEBI U

» 3. The very key concept of my research is Internal Branding,

FRAIAIT 7 B de 2 B — B2 A T e AL

- 1. does this hotel have some sort of internal branding process/procedures? Examples.
T 1) V1 75 SRAL P 708 i R 1 SRS 2 3 25 4510 A

- ii. how does this hotel promote brand messages to employees? Examples.
TR 1P 315 e 2 B e e e 5% A A R 2 T 2R U B

- 1ii. how does this hotel influence employees’ experiences on employer’s brand via
daily work? Examples.

T [ 1 5 e 3 e H O AR 25 52 B T e 3 Al R A AR 0 2 1E 2 41 15
.
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- iv. can you share with me if this hotel has conducted any research on employees’
perception of brand image? Examples.

VR TR o A7 50T 6 53 L AT I AT SO Sk i R GOA R T & 2 3 4441
Y

III. Questionnaire evaluation (/5] % iFA):

> Explain the purpose; [%id 7] 45 H )

> Explain the process; ik 7] 4 512

> Explain the time needed. 757 15 —20 7%
IV. Wrap up (&B.45):

» Ask for questions/comments/suggestions if there is any;

W] A, R R .

» Show appreciation;
RN o

Others (FAth) :
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Appendix II. Questionnaire Guide

?Qbmﬁ HONG KONG School of Hm‘@

POLYTECHNIC UNIVERSITY Hotel & Tourism Management
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g
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PR H AR YR A S V0T 2 0 5 P 0 ot RS i PR 1926 TR T F 7

AT TR P B0 R e OOy« IR Mg s, LHIEEMARE
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BT TGRS D r (1 [ e o RO 5 7 et RO T R 5% I T S (H AR 3
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Appendix III. Main Survey Questionnaire (Chinese Version)

q‘qb’l']]t HONG KONG School of Hm!'&% 3

POLYTECHNIC UNIVERSITY Hotel & Tourism Management
TR T A Wi s M ik #E JE A BE SR g
XIRFEHFAEE
[BESE AR I 5] «
£ 5t A: R.Chen

oo BT PR AL TR ()

FEH B Z 5 B U TR SR B2 B i 1 8 A . LI T 0 208 T PR
TE] Py 1t 14 ] o ot AR 5 — 2k O3 T FL sl PG I RO L R0 Ak 31 P9 0 R S AR R B T
RSN T FE R 5 SRR D v TP P o it R 1 A ot R S 5% TR 5 T B A

A FETRL 10 240, RS RAUH TRV 7, ERIREIZRATE 2 DAL G 7 20 R
%o WA RSB B R RS, A TE— T IR AR B A, R
T R LA R BE N, TEICRIFE R TTN: BREH Lt I T RS SOl 22 b
A HiE: (852)3400 2339; HLTHEAS: rose.chen(@)

TR S G 1F, BATRRER!

I E
AL !
Wk 550
201147 H
BRI GEIE PR A NSl S AE A 1 — 15D
S1. BORE — 2 Tg? & 1 AR_ 2 (G —% 02 TN 5105 & A B 5
)
S2. PS5 B_1 T2
S3. IS8 T 18-24% 1 25348 2 35448 3
45545 4 55-64%__ 5 655LLE_ 6
S4. B R mEE: MEXEST_ 1 WHEER 2 mEEFEREE_3
REHKRE 4 WELHFAERE S
S5. &3k EH AN HRIX « <y D | HEg 2 g 3 ik 4
mdk_ 5 FaR_ 6 R 7 B 8 w9
S6. 1 TAERIFBI T2 HTH__1 BHEH__2 BRH__3 REZH__4

RAEE__S BREH__6 HApth_ 7
S7. FEAEI JEAT ML B SF1E 1 1224 2 3BESHE 3
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Appendix IV. Main Survey Questionnaire (English Version)

School of

THE HONG KONG —
Q POLYTECHNIC UNIVERSITY Hotel & Tourism Management
& FEnE WO K iR O % OB B B
Researcher Only
Questionnaire Date:
Number:
Location: Researcher:

International branded hotels’ Internal Branding Survey
(Main Survey)

Thank you for participating in this questionnaire survey held by School of Hotel and
Tourism Management in the Hong Kong Polytechnic University. The aim of this
research is to examine the perception of front-line employees of international branded
hotels that operate in China towards hotel’s organisational culture, internal branding
process, and their job satisfaction. The research results will provide evidence in
promoting international branded hotels that operate in China and employees training.

This questionnaire will take about 10-15 minutes for you to complete. All data will be
used by university for research purposes only and your responses will be kept strictly
confidential. There is no right or wrong answers for this questionnaire and we would
only like to know your truthful thought on each statement. If you have any hesitation
about this research survey, please contact the researcher Ms. Rose Chen by phone (852)
3400 2339 or email: rose.chen@

Thank you very much for your time and cooperation!

Sincerely,

Rose Chen (PhD Student)

School of Hotel and Tourism Management
The Hong Kong Polytechnic University
July 2011
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Screening and Profile Questions (Please select the most appropriate option )

S1. Are you a front-line employee? Yes 1 No_ 2
(Note: Front-line employees interact with customers directly)

S2. Gender: Male 1 Female 2
S3.Age: 1824 1 2534 2 3544 3 4554 4 5564 5 65o0rabove 6

S4. Highest education attained: Primary School or Under 1 Middle School 2
High School/Vocational School 3
Colleage/University 4 Master or Ph.D. 5

S5.Region: East 1 South 2 Central 3 North 4 North West 5 South West 6 North East 7
Taiwan/Hong Kong/Macau 8 Overseas 9

S6. Department: Front Office 1 Room Service 2 F&B_ 3 Security 4 Recreation 5 Entertainment 6
Others_ 7

S7. Years of working in the hotel industry? <1yr 1 1-2yrs 2 3-5yrs 3 6-10yrs_ 4 >10yrs_ 5

S8. Years of working in the current hotel? <1mth 1 1-3mths 2 4-6mths 3  7-12mths 4

1-2yrs 5 3-5yrs_ 6 6-10yrs 7 >10yrs 8

Section I: Organisational Culture

Q1. Self-Evaluation w > |2 |2 2|9 B2 Z
Below statements refer to your self-evaluation. Please circle the | & E frg_ % 3 frg_ Z g3
number that most appropriately describes the degree to which you "i c | E E E = E E "i %
agree with each statement, ‘7’ being ‘Strongly Agree’ whilst ‘1’ E > ® & PpP=<| e
being ‘Strongly Disagree’. 0 “(%

g (¢
In my current working hotel,
1. I am a typically efficient employee. 7 6 5 4 3 2 1 0
2. I am typically initiative. 7 6 5 4 3 2 1 0
3.1 am a typically warm employee. 7 6 5 4 3 2 1 0
4.1 am a typically direct employee. 7 6 5 4 3 2 1 0
5.1 am a typically optimistic employee. 7 6 5 4 3 2 1 0
6. I am a typically well-groomed employee. 7 6 5 4 3 2 1 0
7.1 am open to new comers. 7 6 5 4 3 2 1 0
8. I feel comfortable in unfamiliar situations at work. 7 6 5 4 3 2 1 0
9. I feel each day brings new challenges. 7 6 5 4 3 2 1 0
10. I put maximal effort into my current work. 7 6 5 4 3 2 1 0
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Q2. Work Environment

Below statements refer to your perception on overall work
environment. Please circle the number that most appropriately
describes the degree to which you agree with each statement, ‘7’
being ‘Strongly Agree’ whilst ‘1’ being ‘Strongly Disagree’.

In my current working hotel,

3213V A[Suong

I3V

2213V Apy3ns

[BHNAN

JITESI([

Apysis

udesi(q

II3ESI(q
A[suo.ng

a.1ng JoN

. I use informal style communicating with other employees.

. I can make important decisions.

. I am strongly aware of competition.

. I need to keep meeting time punctually.

. I always talk about the history of the hotel.

. I always speak seriously of my job and the hotel.

. I am cost-conscious.

. my private lives are my own businesses.

O |0 I[N DN | |W[N|—

. new employees are left to find their own ways of working.

10. new employees need more than a year to feel comfortable
with work.

RN NEENEENEENEENEENEENEENEEN]

AN ||| DN DN ||| D

DN | ||| |

S I S I S P N N B S IR N S I S PN

W (W W [W[W W [W|W|W|W

NN N[NNI

—

O o0 |IC|Io|IC|Io|o|Io|O

Q3. Hotel Management

Below statements refer to your perception on hotel management’s
style. Please circle the number that most appropriately describes
the degree to which you agree with each statement, ‘7’ being
‘Strongly Agree’ whilst ‘1’ being ‘Strongly Disagree’.

In my current working hotel,

3213V A[Suonsg

3213V

2213V Apy3ns

[BHNAN

IBESIq
Apysns

duudesiq

I3ESI(q
£A[3uo.ng

a1ng JoN

. I am told when a good job is done.

. managers help good staff to advance.

. my mistakes are tolerated.

. managers keep good staff in their departments.

. management decree imposes changes.

. management is picky with trivial things.

. all decisions are centralised at top.

1
2
3
4
5. cooperation and trust between departments is well.
6
7
8
9

. results are more important than procedures.

ENRRENEENEENERENEENEENEENEEN|

[e)N ko4 o ¥ Ko 4 Ko N o | Ko | o)\ Ko

DN ||| |

B S I S N N SN N

W W[ |W W[ W[ W |W|Ww

NSRE ORISR E SR ORESRE SRERES)

[Ua (NI [NV (U |NUSIN (UNSN NS, U

(=) i) el el fal el Rl kel Ke}
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Q4. Hotel Evaluation

Below statements refer to your perception on the hotel. Please
circle the number that most appropriately describes the degree to
which you agree with each statement, ‘7’ being ‘Strongly Agree’
whilst ‘1’ being ‘Strongly Disagree’.

In my current working hotel,

3213V A[Suong

I3y

2213V Apy3sis

|LREIN

IIBESI(] |

Apysys

Jdudesi(q

39I3ESI([ |

A[8uoxs

a.ang JoN

1. the hotel is only interested in work that I do.

2. the hotel has close ties with the local community.

3. the hotel concerns for my personal problems.

4. job competence is the only criterion in hiring me.

5. the major emphasis is made on meeting customer needs.

—_ = | = =] =

6. much attention is put into the physical working
environment.

N Q9 Q|

AN ||| D

DN (|||

A~ (AR

W W W |W | W (W

N N[NNI

S |OC|Io|o|o

7. the hotel is pragmatic instead of dogmatic in matters of
employee ethics.

|

(@)

(V)]

N

(oY)

\S)

=

8. only very special people can fit in the hotel.

Section II: Internal Branding

QS. Employees’ Perception on Brand Knowledge

Below statements refer to your perception on brand knowledge.
Please circle the number that most appropriately describes the
degree to which you agree with each statement, ‘7’ being
‘Strongly Agree’ whilst ‘1’ being ‘Strongly Disagree’.

In my current working hotel,

3213V A[Suong

U3V

2213V Apy3ns

[BNNAN

I3ESI(q
Apysis

dudes1(q

I3ESI(q
A[suo.ng

a.1ng JoN

1. I know the content and meaning of this hotel brand.

2. I know the target customers of this hotel.

3. I know the meaning of this hotel brand to customers.

4. I know the service level of this hotel.

5. I know the importance of my work to the success of this
hotel.

6. I know how my behaviour can impact this hotel.

7. 1 know my role in delivering the brand message.

8. I know customers’ expectations when they stay at this
hotel.

N Q9 (299

AN | NN & &[N [D

WD || L (||

N N I S R RIS

W | W W] W [W[W[WwW| (W

N NN N NN

S (OO0 O ([Oo|o|o|o

249



Q6. Employees’ Experience about the Brand

Below statements refer to your experience on the hotel brand
during your daily work. Please circle the number that most
appropriately describes the degree to which you agree with each
statement, ‘7’ being ‘Strongly Agree’ whilst ‘1’ being ‘Strongly
Disagree’.

In my current working hotel,

I3V A[duons

I3V

9213V Apy3ns

[exnaN

daa8esiq ApysSys

ddudesiq

d2u3esI(] A[Suons

a1Ing JoN

1. I experience manager’s efforts to establish routines for
giving good service.

[

2. I experience leadership provided from management.

3. I receive training that enhances my ability to deliver high
quality service.

4. management provides rewards at all levels for service
quality.

5. management provides authority to employees to act
independently in order to provide excellent service.

6. the hotel keeps me well informed.

7. the hotel delivers promise to me.

8. the hotel is interested in my job satisfaction.

9. the hotel solves problems that I may encounter at work.

10. the hotel offers internal opportunity to work in different
roles.

11. the hotel offers the opportunity to work abroad.

12. the hotel provides opportunity to work with an
internationally diverse mix of colleagues.

S N L R N R RN NN N |

AN | & || &

DN (| L (|| W

N N R IR

W (W W [ WW W|W| W

NN N (NN N

—_—

S |O © (oo ©

Q7. Employees’ Perception on Brand Image

Below statements refer to your perception on the hotel brand
image. Please circle the number that most appropriately describes
the degree to which you agree with each statement, ‘7’ being
‘Strongly Agree’ whilst ‘1’ being ‘Strongly Disagree’.

In my current working hotel,

3213V A[Suong

I3V

2213V Apy3ns

[BNNAN

IBESI(q
Apysys

duudesiq

II3ESI(q
A[suo.ng

a.ang JoN

1. management has a forward-looking approach to its
business.

2. the hotel has an informal culture.

3. the hotel provides good service quality to customers.

4. its brand has great significance to the customers.

5. the hotel cares about each employee.

— = | — ] —_

6. the hotel proactively solve problems that I might have with
work.

SN NEENEENEEN NN |

AN | NN DN D

DN (L] W

IO N N N O N

W [ WWIW|W| W

N NN N

S oo o|Io| ©

7. the hotel fully utilises my strength to the purpose of
application.

|

(@)

(9]

N

[98)

\S)

=

8. the hotel provides good service programme to employees.
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9. the hotel provides me with full scope for creativity.

10. the hotel offers me a relatively stress-free working
environment.

11. the hotel offers clear opportunities for long-term career
progression.

12. the hotel offers variety in my daily work.

|

(V)]

(98]

Section I1I: Employee job satisfaction

Q8. Below statements refer to your satisfaction towards your job.
Please circle the number that most appropriately describes the
degree to which you agree with each statement, ‘7’ being
‘Strongly Agree’ whilst ‘1’ being ‘Strongly Disagree’.

In my current working hotel,

I3V
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3213V

NIBY
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dugesiq

I3eSI(q
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aang JoN

1. I am satisfied with my fellow workers.

2. I am satisfied with my supervisor(s).

3. I am satisfied with my hotel’s customers.

4. I am satisfied with my hotel’s policies.

5.1 am satisfied with my salary.

6. I am satisfied with my opportunities for advancement with
this hotel.

7. 1 am satistied with the support provided by my hotel.

8. I am satisfied with my overall job.

N N e N N R R

AN &N NSNS D

DN | D [ |

L S N N B S
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The END!

The data will be kept strictly confidential!

Thank you very much for your cooperation!
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