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Abstract

In recent years, researches of service industry put in the centre of many papers the phenomena of the 
relation between service orientation and work (job) satisfaction of the employees in the service sector. It 
have been analyzed many factors that affect the quality of hotel services and opportunities to improve 
service processes. One of the most important factor of service quality in the hospitality industry is ser-
vice orientation of employees. On the other side, if the employees are satisfied with the work they are 
motivated to satisfy customer needs. The purpose of the paper is to study connections and differenc-
es among the hotel employees in service orientation and work satisfaction. To determine these issues, 
we used service orientation scale, developed by Dienhart, Gregoire, Downey and Knight (1992) and 
work satisfaction scale developed by Lytle (1994). We expected three factor solution for service orienta-
tion scale and uni-factor solution for work satisfaction. The results will be discussed and some practi-
cal recommendations will be given. 
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Introduction 

Hotel enterprise, as an important part of hospitality, represents combination of spatial and 
functional service of accommodation, including food and beverages services as well as all the 
other supporting services. What makes hotel industry specific and separates it from all other 
sectors of hospitality industry is the possibility to provide accommodation, with over night 
stay (Kosar, 2002). In recent years, there have been many indications of the importance of 
human resources (HR) management in hospitality and tourism, and there is a significant-
ly increased emphasis on proper selection of employees (Kim, Leonga, and Lee, 2005; Bol-
ton and Boyd, 2003; Byrne, 1986; Dronfield and Soto, 1982; Gabriel, 1988; Hoque, 2000; 
Mars and Nicod, 1984). Therefore, employees are becoming the center of interest of tourism 
experts and management of hotel enterprises (Čačić, 1998; Čerović, 2002; Kosar, 2002). 
Considering this together, with the fact that hotel industry implies working with people, 
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studying hospitality concepts, such as service orientation and work (job) satisfaction of the 
employees, becomes essential.

Having gone through many phases of transformation of organizational components, 
global hotel industry today has significantly change general conception of hotel business. 
Similar situation occurs in Serbia. Hotel companies in Serbia are going through transitional 
(i.e. economic, organizational, psychological, etc.) changes that affect the business in gener-
al, as well as the relationship of the company towards employees. This change causes already 
detectable differences that have not yet been thoroughly examined by the scientific commu-
nity in Serbia and in the world as well. In our case, the study will include 10 hotel objects in 
Novi Sad, Serbia. We will investigate relation between two hospitality dispositional varia-
bles: service orientation and work satisfaction. 

Service orientation

Service orientation (SO) could be described as the ability to be useful, thoughtful, consid-
erate and cooperative in providing services at the individual level (Dienhart and colleagues, 
1992). On the other side, authors such as Lytle (1998, 459) defined service orientation as “an 
organization-wide embracement of a basic set of relatively enduring organizational policies, 
practices and procedures intended to support and reward service-giving behaviors that cre-
ate and deliver service excellence”. Through the purpose of service orientation, organiza-
tion interprets the company philosophy and culture of business to its employees in order to 
improve the quality of the provided adequate service. 

Service orientation of employees is determined by many factors - from the work environ-
ment, work demands, interpersonal relationships within the organization to financial and 
personal satisfaction. Recent researches show that during the consumption of certain hotel 
services, employee treatment of customers is the most important issue (Hartline and Ferrell, 
1996; Nikolić, 2006; Galičić and Ivanović, 2008). Consequences of service orientation are 
expressed in terms of work satisfaction of employee (Jaworski and Kohli, 1993; Lee, Park and 
Yoo, 1999), and turnover that employees make (Lahey, 1984). 

There are researches that show the role of service orientation in strengthening competi-
tive advantages (Schneider and Bowen, 1985; Dienhart et al., 1992; Kim, et al., 2005). The 
authors considered that employees should have competence to be cooperative and thought-
ful in providing hotel services at the personal level, and most importantly, to have individu-
al access to each guest in the hotel, so they could provide quality service. Employees in hotel 
industry should have adequate knowledge and skills in order to provide not only the expect-
ed quality, but also additional quality service to the guests (Blešić, Popov-Raljić and Romelić, 
2007), as they are definitely the most important issue in evaluating hotel service quality. 
Numerous studies have shown that kindness and accessibility of staff are more important to 
guests than competence and technical organization (Čerović, 2002; Galičić and Ivanović, 
2008). The attitudes and behavior of employees results in the perception of service quality by 
customers (Hartline and Ferrell, 1996). Establishing relationships with service users is cru-
cial to building loyalty and improving the service delivery process (Nikolić, 2006; Galičić 
and Ivanović, 2008). Certain psychological characteristics (sociability, openness, agreeable-
ness, etc.) enable employees to meet with increasingly complex demand in travel industry. 

In the field of tourism and hospitality, results of Dienhart and colleagues (1992) suggest 
that service orientation is comprised of three components: organizational support, customer 
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focus, and service under pressure, but also suggest that increasing employees' work satisfac-
tion (with work involvement and work security) is involved in the improving of their overall 
service orientation. They conclude that there are positive relationships between work satis-
faction and customer focus, employees’ favorable perceptions of work involvement and work 
security.

The role of emotions in the service orientation is crucial. Hochschild (1983) argued that 
service agents (e.g. hotel employees) are expected to experience and express certain feel-
ings during service interactions. The concept of service orientation implies that workers 
should be able to display all the emotions that are desired by their supervisors and consum-
ers (O'Connor, Trinh and Shewchuk, 2000). Emotional labor is defined as display of expect-
ed emotions by service agents during service encounters, and since service context involves 
face-to-face interactions it is important to explore emotions and emotional labor in service 
orientation context (Ashforth and Humphrey, 1993). Hochschild (1983) claimed that service 
providers, comply with expression norms through surface acting, self-expression, expres-
sion of spontaneous and genuine emotion. However, the presence of a service agent, such as 
hotel employee, may prime expectations of good service that cannot be met, and emotional 
labor may trigger emotive dissonance and impair one's sense of authentic self.

Work Satisfaction

The second important issue of our research is employees’ work satisfaction (WS) in the 
observed hotels. Odom, Boxx and Dunn (1990, 159) defined work satisfaction as “the extent 
to which a worker feels positively or negatively about his or her job” and four years later, 
Lytle’s (1994) research indicates that work satisfaction is uni-dimensional variable. Work 
satisfaction is an important predictor of quality of hotel services. There are many determi-
nants of work satisfaction and certain research even suggest that work satisfaction may be 
genetically determined and remains constant over a five years period though many segments 
of business change (Arvey,  Bouchard,  Segal,  and Abraham,  1989;  George, 2000; Staw,  
Bell  and Clausen,  1986).

In a service business, work satisfaction ensures that employees treat service users, i.e. 
hotel guests with maximum respect (Arnett, Laverie and McLane, 2002). Because of the 
importance of contact with service users due to the development of relations with them, 
the employee’s work satisfaction is a major concern for service companies, i.e. hotels that 
want to keep a large number of loyal customers. Other authors, such as Jerome and Klein-
er (1995), agree that enterprises which are working to improve employee’s work satisfaction, 
motivation and work dedication, can expect long-term benefits of corporate success, loy-
alty and productivity of employees. Some authors showed that work satisfaction also has a 
positive correlation with a commitment to organizations (Humphreys and Williams, 1996; 
Blešić, Ivkov-Džigurski, Dragin, Ivanović and Pantelić, 2011) and performance (Birnbaum 
and Sommers, 1993; Babin and Boles, 1996). Shaw (1999) claimed that there is a strong neg-
ative relationship between the level of turnover and work dissatisfaction. Others believe that 
if employees are dissatisfied with their work, it is more likely that they will make no expec-
tations and eventually leave the organization (Mobley, 1977).

Management of hotel enterprises which wants to create satisfied customers, should follow 
these guidelines (Galičić and Ivanović, 2008):

 ‒ The existence of job satisfaction of employees,
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 ‒ Accessibility to employees,
 ‒ Employees in direct contact with guests empowered to solve all the problems and
 ‒ Responsible access to the guests.

Nowadays, there are many models (Hunt and Chonko, 1984; Lawler and Hackman, 1971; 
Lawler and Stuttle, 1973; Lucas, Parasuraman, Davis, and Enis, 1987; Sujan, 1986; Teas, 
1983) which create satisfied (hotel) employees and improved quality of operations. Increase 
in the responsibility of the employee creates a greater commitment and sense of usefulness 
and importance of the employee and the organization. More power leads to timely resolution 
of unforeseen problems in working with guests, but is also creates satisfaction. Employees 
should be aware of changes and innovations in business enterprises such as hotels. 

Method and Data

The population for our research consists of 115 employees of 10 city type hotels in Novi Sad 
(“Aurora”, “Park”, “Zenit”, “Mediteraneo”, “Gimnas”, “Centar”, “Vojvodina”, “Putnik”, 
“Novi Sad” and “Panorama”). Employees were selected from eight segments of hotel’s 
organizational structure (Front Office/Reception, Human Resources Management, Res-
taurant, Administration and Accounts, Bars, Housekeeping, Executive Management and 
Kitchen). While sampling, we covered all categorizations levels of hotels (from one star, 
i.e. “Aurora”, to five star hotels, i.e. “Park”). The research was carried out from March 
until June 2011.  

Table 1 presents the distribution of respondents’ work position, gender, age, educational 
background and residence. On the basis of survey research, it can be concluded that among 
the employee apparent significantly higher number of female (nearly 59%), while anoth-
er 41% of respondents are men. It is interesting to say, that the ratio is almost the same as 

for the entire population of hospitality service workers in Ser-
bia of whom 56% are women and 44% are men (Čačić, 1998; 
Čerović, 2002). 

Among the respondents, approximately 75% reside in the 
territory of Novi Sad and the remainder lives in surround-
ing smaller towns. Only a few respondents are from the other 
country regions (2.5%). Most (30.2%) of the respondents were 
in their 20’s; the next largest group (21.1%) of employees were 
in their 30’s. When analyzing the structure of respondents 
by working position, results clearly show higher proportion of 
employees in the executive affairs (77.5%), than employees in 
managerial positions (22.5%). Further results present the edu-
cational structure where clearly show the highest percentage 
of respondents (56%) has elementary and high school diplo-
mas; 44% had a college and postgraduate diploma. 

In our research, questionnaire consists of three parts: 
socio-demographic characteristics, service orientation and work 
satisfaction of respondents. In the last two scales, the respond-
ents express their opinion about items on the five-point Lik-
ert’ scale (from 1 - completely agree to 5 - completely disagree).

Table 1 Sample characteristics (%)

 Work Position:
 Employer 
 Staff

22.5
77.5

 Gender:
 Men
 Women

41.1
58.9

 Age:
 - 20 years
 21-30 years
 31-40 years
 41-50 years
 51-60 years
 61+ years 

11.3
30.2
21.1
13.2
18.2
6.0

 Education:
 Primary School
 High School
 University Degree
 Postgraduate Degree

10.3
45.7
36.2

7.8

 Residence:
 City of Novi Sad
 Surrounding area
 Other settlements

75.1
22.4

2.5
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Results and Discussion 

In interpretation of our results, we confirmed previous studies, where it found that work sat-
isfaction has uni-dimensional structure, so we simply summed the answers in the form of 
a composite score. In the case of service orientation, we extracted three factors with eigen-
value higher that 1, which describe it: organizational support, customer focus and service under 
pressure.

The Factor 1 explains about 38% of the total variance, Factor 2 covers additional 12% of 
the variance, while the Factor 3 explains nearly 11%.  The total percentage of explained var-
iance is about 60%.

In Factor 1, the variable SO8 has the highest positive correlation with Factor 1 (factor 
loading = 0.794). This means that organizational support is highly correlated with the estab-
lishment of service procedures that facilitates the provision of excellent hotel services. Item 
SO4 also highly correlated with Factor 1, which clearly shows that encouragement by man-
agers in providing quality services is an important part of organizational support. On the 
other side, SO6 loads onto Factor 1 as well, which leads to an unusual conclusion where a 

Table 2 Service Orientation of Hotel Employee (SO1-9) 

SO1 Interacting with customers is enjoyable.

SO2 It is important to me that the customer is satisfied.

SO3 The employees at my hotel provide excellent service.

SO4 My manager encourages me to provide better service.

SO5 The training which I received prepared me to provide excellent service.

SO6 Customers treat me with respect. 

SO7 At peak hours, we are so busy that we cannot provide excellent service.

SO8 Our service procedures make it easy for me to give excellent service.

SO9 My manager expects us to always follow procedures, even if it means giving less than excellent service.

Source: Dienhart et al., 1992 in Kim, Leonga and Lee, 2005, 178

Table 3 Work Satisfaction of Hotel Employee (WS1-5) 

WS1 I consider my work pleasant. 

WS2 I feel fairly-well satisfied with my present work.

WS3 I definitely like my work.

WS4 My work is pretty interesting. 

WS5 I find real enjoyment in my work.

Source: Lytle, 1994 in Kim, Leonga and Lee, 2005, 179

Table 4. Service Orientation (orthogonal rotation) 

Eigenvalue % Total Variance

Factor 1 3,032 33,687

Factor 2 1,362 15,132

Factor 3 1,052 11,689
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large number of the respondents believe that even respect from the service consumers, i.e. 
hotel guests, leads to better organizational support in the hotel company. In the end, expec-
tation of the manager to follow blindly procedure, even if the service is less than expect-
ed, correlates negatively with this factor. It seems that employees believe that procedure is 
important for the organization, but quality service needs to be a priority.

Item SO2 has the strongest loading onto Factor 2 (factor loading = 0.868). Items SO1, 
SO3 and SO6, also have strong loadings onto this dimension, i.e. the enjoyment and respect 
during the contact with the hotel guests is of very important for the observed factor, as well 
as providing excellent service to guests. These results indicate expected relations when it 
comes to customer focus, and we can easily conclude what are the necessary measures to 
raise this dimension in hotel facilities. 

Factor 3 is highly negatively correlated with the training which hotel staff goes through, 
in order to provide excellent service (factor loading = -0.891). It seems that staff at Novi Sad’ 
hotels claims that they do not have adequate training (on the work place) which will provide 
the best possible hotel service. Such an alarming indicator should be high priority of all hotel 
managers if they want to increase turnover and quality of hotel services.  

Table 6 presents average values of correlation between scales service orientation (SO1-9) 
and work satisfaction (WS1-5). These values are important because it will show level of statis-
tically significant between observed dispositional variables.

Table 5. Factor Analysis – Service Orientation*

Factor 1 Factor 2 Factor 3

SO1 Interacting with customers is enjoyable. 0,301 0,663 -0,164

SO2 It is important to me that the customer is satisfied. -0,008 0,868 0,078

SO3 The employees at my hotel provide excellent service. 0,354 0,575 -0,217

SO4 My manager encourages me to provide better service. 0,773 0,082 -0,172

SO5 The training which I received prepared me to provide excellent 
service. -0,028 0,039 -0,891

SO6 Customers treat me with respect. 0,708 0,400 0,027

SO7 At peak hours, we are so busy that we cannot provide excellent 
service. -0,339 0,208 0,400

SO8 Our service procedures make it easy for me to give excellent service. 0,794 0,055 0,171

SO9 My manager expects us to always follow procedures, even if it 
means giving less than excellent service. -0,618 -0,031 0,418

*We bolded only values larger than 0.4

Table 6. Average values   of correlation

Average scale SO Average scale WS

Average scale SO Pearson Correlation 1 ,487(**)

Sig. (2-tailed) . ,000

N 155 155

Average scale WS Pearson Correlation ,487(**) 1

Sig. (2-tailed) ,000 .

N 155 155

** Correlation is significant at the 0.01 level (2-tailed)
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From the correlation matrix it could be concluded that two observed constructs mod-
erately correlated and that the coefficient of the correlation between Average scale SO and 
Average scale WS are equal to 0.487, with significance level less of 0.01 (p <0.01, r = 0.49). 
This obviously means that the correlation coefficient is significantly different from zero.

Table 7 shows that there are light statistically significant correlations between items of 
the constructs SO and WS. From the correlation matrix it can be concluded that the correla-
tion coefficient between the variables SO6 and variables WS4 is equal to 0.455 with a signif-
icance level of less than 0.01, which means that the correlation coefficient are different from 
zero. Similar relationship is with the observed variable and WS5, which is equal to 0.540, 
which also confirms the above conclusion. These correlations suggest that the relationship 
between feelings of respect by the customer very highly correlated with the interesting work 
but also with pleasure that employees find at work.

Table 7 General correlation matrix based on the overall sample

WS1 WS2 WS3 WS4 WS5

SO1 Pearson Correlation ,152 ,396(**) ,282(*) ,391(**) ,443(**)

Sig. (2-tailed) ,269 ,003 ,037 ,003 ,001

N 155 155 155 155 155

SO2 Pearson Correlation ,271(*) ,345(**) ,237 ,309(*) ,214

Sig. (2-tailed) ,045 ,010 ,081 ,022 ,117

N 155 155 155 155 155

SO3 Pearson Correlation ,256 ,403(**) ,244 ,131 ,302(*)

Sig. (2-tailed) ,060 ,002 ,073 ,339 ,025

N 155 155 155 155 155

SO4 Pearson Correlation ,390(**) ,439(**) ,361(**) ,430(**) ,402(**)

Sig. (2-tailed) ,003 ,001 ,007 ,001 ,002

N 155 155 155 155 155

SO5 Pearson Correlation -,098 -,080 ,024 ,028 ,062

Sig. (2-tailed) ,478 ,560 ,862 ,840 ,651

N 155 155 155 155 155

SO6 Pearson Correlation ,377(**) ,409(**) ,378(**) ,455(**) ,540(**)

Sig. (2-tailed) ,005 ,002 ,004 ,000 ,000

N 155 155 155 155 155

SO7 Pearson Correlation ,098 -,041 ,044 ,071 -,086

Sig. (2-tailed) ,477 ,764 ,750 ,608 ,532

N 155 155 155 155 155

SO8 Pearson Correlation ,296(*) ,451(**) ,394(**) ,322(*) ,423(**)

Sig. (2-tailed) ,028 ,001 ,003 ,017 ,001

N 155 155 155 155 155

SO9 Pearson Correlation -,316(*) -,334(*) -,375(**) -,397(**) -,279(*)

Sig. (2-tailed) ,019 ,013 ,005 ,003 ,039

N 155 155 155 155 155

 ** Correlation is significant at the 0.01 level (2-tailed); bolded values are larger than 0.400.
 * Correlation is significant at the 0.05 level (2-tailed).
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From the correlation matrices it can be concluded that the correlation coefficient between 
the variables SO8 and variables WS2 is equal to 0.451 with a significance level of less than 
0.01, which means that the correlation coefficient is different from zero. Hence, we can con-
clude that the establishment of service procedures that facilitate the provision of quality ser-
vices is highly correlated with the employee’s opinion that he feels fairly-well satisfied with 
his present work.

The following correlation matrix leads to the conclusion that the correlation coefficient 
between the variables WS2 and SO3, are equal to 0.403, and the relationship of the variable 
WS2 with the variable SO4 is equal to 0.439 and with the variable SO6 is equal to 0.409.  
Hence, it can be concluded that the current work satisfaction highly correlate with a posi-
tive working environment, encouragement from managers, and appropriate behavior by cli-
ents (hotel guests).

From the above  correlation matrix it can be  observed that the correlation coefficient 
between the variables WS4 and SO4 equal to 0.430, from  which we can conclude that atti-
tudes about the interesting component in the work satisfaction  highly correlated with the 
encouragement of the manager.

Finally,  the correlation coefficient between the  variables SO1 and WS5 is equal to 0.443 
with a significance level of less than 0.01, and the correlation coefficient between the  vari-
able WS5 and SO4 and SO8 are respectively 0.402 and 0.423, and are significantly differ-
ent from zero. These correlations suggest that the relationship between work pleasures of 
employees has high correlation with a pleasant interaction with the guests, with the encour-
agement of the manager and the appropriate service procedures established for the work.

The obtained results  lead to the conclusion that service orientation through positive 
interaction with guests and superiors, adequate training and established procedures in ser-
vice business is highly correlated to work satisfaction of employees which is reflected in com-
fort on the workplace, enjoyment and satisfaction that the work offers. This finding is high-
ly important for future advancement of working processes in hotel enterprises in Novi Sad.

It is also good to mention that, the study was of adequate sample size, because from 22 
hotel objects in Novi Sad (www.turizam.merr.gov.rs), we included 10 objects, from all of 
five hotel categories. The number of respondents was 115 hotel employees from eight dif-
ferent segments of the organizational structure, from the lowest level to executive manage-
ment. An author, such as Kosar (2002), claims that the average number of employees in 
the city type hotels is 15 persons. In our case, if we multiply that number by the number 
of hotel objects, we get amount of about 330 employees in the hotels of Novi Sad. There-
fore, we can say that our sample was sufficient to make generalizations on the entire pop-
ulation (over 1 / 3 of the total number of hotel employees in hotel enterprises of Novi Sad 
was included in the survey).

Concluding remarks

On the basis of the above facts, it can be concluded that it is important to attach great impor-
tance to the problems of service orientation and work satisfaction of employees. This is due 
to turbulent changes in the tourism market and the increasingly complex demands of cus-
tomers.

Travel services include not only fair and efficient service provided but contain a genuine 
human emotion which becomes the object of exchange. The last 20 years in the world, inten-
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sive work to identify the most important determinants of successful business, and experts 
agree that employees in this process have a crucial role.

Perception of service and the company, by the user of the service, depends on contact 
with the employee. The selection of high quality and compatible hotel management becomes 
imperative for business organizations.

In the future, it is necessary to pay more attention to HR development. The tourism indus-
try must accept the fact that "happy employees create high-quality service" and accordingly 
take adequate measures to achieve this goal. Management of tourist organizations as the pri-
mary task must be set to examine the structure of investment in the tourism sector employ-
ees, based on several determinants, and on the basis of the results to develop methods, train-
ing programs and different ways to select good quality training and adequate staff.

It is necessary to understand and accept the importance of service orientation and work 
satisfaction of employees and monitoring the development of modern marketing concepts to 
respond to market demands and improve the current market position of Novi Sad’s hotels.
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