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ABSTRACT 
  

This thesis profiles how culture influences the employment of frontline staff in 4-star 
hotels in two multicultural but culturally divergent cities: Sydney and Singapore. 
Conceptual and theoretical frameworks used to interrogate the data are drawn from 
organisational and leadership disciplines, and refer to the work of Shalom Schwartz, 
Geert Hofstede and Project GLOBE (Global Leadership and Organisational Behaviour 
Effectiveness) instigated by Robert House et al. (2004). Concepts examined include 
the range of national value dimensions and Schwartz’s revised theory of basic human 
values to inform the investigation. This study analyses the cultural distance of not only 
the two cities but also that of various stakeholders involved in the recruitment process 
and the business of hotels, which constitute a major core of the hospitality and 
tourism industry.   
  
Recent studies indicate that hotels have a characteristic culture of their own and when 
overlaid with national, cultural and ethnic identity among staff recruitment 
approaches there is a proclivity to hire young, aesthetically pleasing frontline staff.  
However, research on cultural aspects and a deeper understanding of the impact of 
“hotel culture” was limited, leading to the primary research question in this thesis – 
“How does culture and values, embedded at country, organisational, occupational and 
individual levels influence practices for recruitment of entry-level frontline staff in 4-
star hotels in Sydney and Singapore?”.   
 
The qualitative, interpretive paradigms applied to the study used case study 
principles. Data was collected using semi-structured interviews for senior and middle 
managers and focus groups for entry-level frontline employees. Respondents were 
drawn from various levels of hierarchy of the two 4-star hotels managed by a large 
international hotel chain. Additionally, ethnography in the form of a reflective journal 
complemented the transcriptions and analysis from the interviews and focus groups.   
  



 

xii  

Analysis revealed that the “cultural glass ceiling” is entrenched and extends to 
recruitment approaches in hospitality theory and practice. From a managerial 
perspective, the “COVID-19 effect,” resulting in “the great resignation,” has 
encouraged employees from a range of industries to be more selective of their jobs, 
careers and personal lives. Cultural cognisance of employees and guests by managers 
can result in managerial strategies being adapted to the needs of various stakeholders, 
creating guest experiences through prudent recruitment. Other notable differences 
that emerged included the composition of frontline staff between Sydney and 
Singapore. While frontline staff in Sydney appeared to be younger due to socio-
cultural factors, those in Singapore had a greater range in age due to the culture of 
respect for elders. However, lookism played an important role during employment 
recruitment in both hotels.   
  
An unexpected finding from the data was the challenge to stereotypical views of hotels 
being poor paymasters. Similarly, other emergent findings that have implication for 
theory and practice include the view that hotels lack a skilled workforce, aesthetic 
labour in hotels is a result of socio-cultural factors and the “beauty halo effect” is 
apparently exploited by organisations to provide socio-economic benefits. A case is 
made to include culture in the classical SERVQUAL model and “attitude” has different 
connotations especially in the hotel context. A major model is put forward bringing 
together elements of the research: culture, values and attitudes, macro and micro 
social systems forces that are hotel and service organisations specific in both social 
and commercial settings.   
  
This thesis concludes that from a methodological standpoint, the study demonstrated 
that culture and employment were instrumental in the metaphorical actor-audience 
interactive setting. Culture at various levels either directly or indirectly influenced 
recruitment of young, aesthetically pleasing frontline staff. Country-level cultural 
dimensions and personal motivational values also played an important role during the 
recruitment process.  
  
While there was considerable rhetoric extolling the benefits of mature staff, this was 
not very observable on the frontline. One recommendation is that older employees be 
offered a more flexible roster to lure a mature workforce that would benefit the 
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business. While it is important to employ frontline staff who represent the hotel brand 
and fit into the organisation, national and organisational culture are intricately linked 
and are reflected in most aspects of the recruitment process.   
  
Key words: Culture; Recruitment; Hotels; Frontline staff; Age; Lookism  
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CHAPTER 1  
 

Introduction: background of the research and 
problem statement  

  

  
1.1 Chapter introduction  
  
This chapter is an introduction to the investigative research on cultural influences 
that could shape the recruitment of entry-level frontline staff specific to four-star, or 
upscale, hotels in Sydney and Singapore. This is an exploratory study conceptualising 
various levels of culture, values and norms and sociological constructs in hotels. 
Laying the foundations of this study, the chapter submits the background to the study 
followed by its significance. It proposes the aims and objectives as the assumptions 
on which this research is based. The research question is then derived from the 
objectives. An explanation of the approach taken illustrates the main focus of the 
research.  Together with a brief description of the methodological paradigm, the 
chapter then frames the research and outlines the structure of this thesis.  
  
1.1.1 Motivations for this research  
  
Impetuses for undertaking this research were both personal and professional. Given 
the extensive work experience and the emic approach to the study both as a hotelier 
(executive chef and in food and beverage management), and an academic in 
hospitality, tourism and business studies, matters surrounding recruitment 
decisions, the role of aesthetics and emotional labour had been an area of interest. 
Additionally, despite the extensive applied work experience in the industry, it was 
apparent that in order to succeed in the tertiary sector, doctoral studies were 
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essential. Not only is the moniker of “Dr” important in getting employment in the 
tertiary sector, a level of credibility and authority is added to both employers and 
students. A doctoral candidature is also about curiosity while contributing knowledge 
to both literature and the industry where the research is situated. In the context of 
this study, it was hotels that had provided my livelihood, now affording me the 
opportunity to “give something back” to education. An internal, or emic view, also 
raises awareness of unseen biases often underlying hotels and the wider service 
industry where “lookism" is a factor. While anecdotal evidence supporting the trope 
of aesthetic labour in the hospitality and tourism industry – particularly in guest-
facing roles – was plentiful, initial literature searches confirmed the lack of 
scholarship and reliable data.  
  
1.2 Background to this study  
 
Background is an assumption that necessarily exists for an inquiry to continue while 
an assumption is an integral part of theories that may not be observable and are 
made of multiple social realities and phenomenon common in social sciences 
(Neuman 2014). In the case of this research, the assumption is a complex concept, or 
construct, of various levels of culture in a hotel setting and how they relate to 
employment attitudes. This section presents the synergistic nature of the 
background, assumptions and concepts associated with the multi-disciplinary nature 
of hospitality and tourism studies as a developing field in social science (Eksell 2013; 
Yeoman & Beeton 2014).  
  
Hotels are part of the broader tourism, hospitality and accommodation industry, all 
embodied in the service sector. Because of the synergies between providing 
hospitality and its inextricable linkage to hotels, the accommodation industry is also 
often collectively called the “hotel and hospitality industry”. The terms “hospitality” 
and “hotels” are therefore used synonymously. Moreover, as the hospitality sector is a 
component of the tourism product (Adhoch 2019), hospitality is provided in other 
sectors that are components of the macro tourism, hospitality and hotel industry. For 
instance, Slattery (2002) categorised hospitality into four distinct sectors so 
portraying and incorporating its myriad dimensions. These range from free-standing 
businesses to those where hospitality is a core part of the product, e.g., leisure and 
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travel. Less examined areas include subsidised hospitality including hospitals, 
military organisations and even detention centres, where food service is provided 
(Table 1.1). Appendix 2 illustrates the hospitality industry sectors, with a detailed 
breakdown of the various departments in a hotel and differentiating between 
commercial and non-commercial hospitality sectors.  
 
Providing psychological and physiological needs (Revés 2011), “hospitality” is a 
relationship between three parties – the service provider or host organisation, the 
actual process of service itself by service actors or employees and the guest (Borralha 
et al. 2016). Traditionally, hospitality incorporates domestic and cultural rituals, 
values and beliefs for the wellbeing of known guests or strangers (Lashley 2008), in 
effect being a relationship between host and guest (Lashley 2011/2000). The broad 
term “hospitality industry” was adopted to describe commercialisation of hospitable 
activities including accommodation and catering (Lashley 2011/2000). It may 
therefore be asserted that commercial hospitality facilities are affected by locationally 
specific socio-cultural values, norms, symbolic rituals, commitments and behaviour 
(Lashley 2011/2000).  
 

  

Table 1.1 Hospitality enterprises. Source: Slattery, P 2002, “Finding the hospitality 
industry”, Journal of Hospitality, Leisure, Sport and Tourism Education, vol. 1, no.  
1, p. 24.    
  
Positioned within the service sector, which is among the fastest growing industries, 
(Deloitte 2019; Gibbs & Slevitch 2019), the tourism, hospitality and hotel industry is 
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conceivably the largest industry in the world (Ariffin 2013). In this context, the World 
Travel and Tourism Council Economic Impact and Trends (2021) report indicates 
that the industry contributed almost US$9.2 trillion to the world’s GDP, translating 
to 10.4 per cent of global GDP and 330 million, or one in 10 jobs worldwide. The 
importance of this industry to the world’s GDP has become more apparent as a drop 
of 49.1 per cent in GDP and a loss of 62 million jobs in 2020 can be attributed to the 
COVID-19 pandemic. Prior to the pandemic, the hotel and accommodation sector 
was growing at the rate of six per cent per annum (Statista 2020).   
  
It is partly due to this vast economic influence why hotels and hospitality are 
considered to be an “industry” in their own right (Golubovskaya, Robinson & Solnet 
2017). Despite these significant economic indicators, hospitality workers are often 
stigmatised as being low skilled and low paid (Brien, Thomas & Brown 2017; Mooney 
2018, 2016; Poulston 2015). However, the “industry” is fragmented (Richardson 
2008), consisting of many players ranging from small family owned to multinational 
corporates and a multitude of brands. This in turn means that it is difficult to benefit 
from, for example, collective bargaining, a united front and established standards 
present in industries like banking and mining. This complexity of classification 
introduces concepts of variability discussed in the following section. 
 
1.2.1 The hotel sector: aesthetics, “experiences” and culture  
  
Worldwide, hotels are classified using a star rating with five stars – or in America five 
diamonds – being the highest rating a hotel can officially achieve (Forbes Travel 
Guide 2017; World Tourism Organisation 2015).  This star (or diamond) 
categorisation is indicative of the quality of service and facilities a hotel offers 
(Huang, Chen & Lai 2018; Vagena & Papakonstantinidis 2020) with those rated five 
stars or five diamonds considered to be the most luxurious. Some contemporary 
hotels self-rate as six or even seven stars. These self-accredited properties attempt to 
distinguish themselves from other five-star hotels as a marketing ploy to be seen as 
uber-luxurious. Personifying the fragmented nature of the industry, the Michelin 
Guide awards three stars – or three hats in Australia – signifying the highest quality 
of a restaurant. Hotels and stand-alone restaurants often compete on the basis of 
these prestigious Michelin and Forbes stars or hats to increase their reputation, 
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stature, reach and customer base. Although there are no defined international 
standards for bestowing stars to hotels, the criteria is similar and it is internationally 
accepted that the higher the star rating, the higher the service quality (Mohsin, 
Rodrigues & Brochado 2019).  
  
In the context of this study, it would be prudent to clarify that four-star hotels in 
Australia are described as “properties which achieve a deluxe guest experience. A 
wide range of facilities and superior design qualities is typically complemented by 
service standards that reflect the varied and discerning needs of the guest” (The 
Australian Star Rating Scheme Hotel Standards and Guidelines 2017, p.4). 
Queensland Tourism Industry Council (n.d.) has a similar description and explains 
that three key assessment criteria are quality and condition, facilities and service, and 
cleanliness. While these are indicative of Australian hotel star categories, they are 
suggestive of four-star criterion of hotels worldwide. Online travel agencies (OTAs) 
such as Expedia and Tripadvisor also provide guidelines for star ratings, adding that 
four-star hotels provide exclusive service and often luxurious guest experiences 
(Expedia star ratings n.d.; Tripadvisor n.d.).   
  
As this research explores cultural effects on employment in four-star hotels in Sydney 
and Singapore, anecdotal evidence and observations of frontline staff in many four-
star hotels reveal a predominance of young employees. At the time of interviews, 
there was a noticeable lack of mature-aged “older” employees, particularly at entry-
level guest-facing positions in the front-office and the food and beverage 
departments, including restaurants, bars and function areas. In this study, frontline 
employees are taken to be entry level, guest-facing staff in hotels who engage in 
dynamic and collaborative exchanges with guests (Kandampully 2006). This 
interpersonal guest contact is often the first point of interaction in the hotel and 
employees are the “faces” of the organisation creating “moments of truth” (Normann 
1984, p.33; Pizam 2020) which in turn affects guest satisfaction (Kandampully & Hu 
2007).   
  
Normann (1984) considers any aspect of guest interaction with the establishment to 
be a moment of truth where guests form immediate impressions, whether positive or 
negative, of the service encounter. Examples of entry-level frontline staff are guest 
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service agents such as receptionists, guest relations officers, waiters and waitresses 
and restaurant hosts and hostesses. While waiting staff need not necessarily be the 
first point of contact with guests, in the context of this research, they are usually 
entry-level employees performing interactive guest service on which guests base their 
overall service experience. Although assistant managers and managers interact with 
guests, they are not entry-level employees. Despite some authors include 
housekeeping staff as frontline workers (e.g., Kandampully & Hu 2007; Lam, Cheung 
& Lugosi 2021a; Nimri et al. 2020), this study excludes them as it does not deem that 
these staff members engage in meaningful interaction with guests for any meaningful 
interaction or length of time (Lloyd, Warhurst & Dutton 2013).   
  
The emphasis of the hospitality encounter appears to be on the “experience” as 
posited by Pine and Gilmore’s (1998) focus on the experience economy. As the word 
implies, in the experience economy, hotels offer their guests individual and 
specialised “experiences”. An aspect that is considered to heighten the overall guest 
service encounter by appealing to their senses is that of aesthetic labour (AL) (Pine & 
Gilmore 1998; Tsaur, Luoh & Syue 2015; Warhurst & Nickson 2020). While 
aesthetics refers to attractiveness, beauty or a study of beauty, aesthetic labour is 
“when employers' appropriate worker (looks) for organisational benefit, a labour of 
aesthetics becomes aesthetic labour” (Warhurst & Nickson 2020, p.35) and 
“commodify embodied dispositions” (Witz, Warhurst & Nickson 2003, p. 37). These 
authors also take the view that it is in the interest of organisations to aestheticise 
labour as it contributes to the sensory and emotional aspects of the guest experience, 
which could result in guests spending more at the venue.  
 
Aesthetic labour is discussed in further detail in Chapter 2. For now, it would suffice 
to say that aesthetics refers to visual appearances and effects of material objects that 
represent beauty and appeal to the senses and study the correlation between “sensory 
and emotional experience” (Warhurst & Nickson 2020, p.18). Furthermore, because 
beauty, sensory appeal and emotions are subjective, they are imbued with cultural 
and social connotations (Williams 1985). Since aesthetics is socially constructed, it is 
also socially and culturally differentiated (Bourdieu 1984). Warhurst and Nickson 
(2020) submit that with advanced economies becoming more service dominated, 
impression management in the “age of look and feel” (Postrel 2004, p.178) has 
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heralded an era of aesthetics in organisations and aesthetics of organisations, 
intended to be advantageous to the employer and organisation. Aesthetics and 
impression management is therefore presumed to heighten the intangible nature of 
the guests’ service experience. In conjunction with aesthetics, Hochschild’s (1983, 
p.18) seminal construct of emotional labour (EL) and “feeling rules” added to how 
experiences were conceived. This construct is especially significant in the service 
sector where workers need to manage their emotions and feelings to evoke positive 
“feelings” (emotional reactions) of their clients (Hochschild 1983, 1979). Grounded in 
the socially constructed creation of aesthetics fostered by social norms, culture also 
influences how beauty and experiences are envisioned.  
  
Some authors (e.g., Brien, Thomas & Brown 2017; Mooney 2018, 2016; Poulston 
2015; Poulston & Jennings 2016) argue that the low skills required for entry into the 
hospitality industry attract the young who see this sector as an easy option to enter 
the workforce. Others (e.g., Oak & Iyengar 2009; Sheane 2012; Warhurst, van den 
Broek, Hall & Nickson 2012) allude to soft skills including aesthetic qualities and 
appear to favour younger workers with some job advertisements patently specifying 
“young” and “good looking”. 
 
Although bordering on what could be construed as discrimination, in certain 
countries job applicants are required to provide photographs of themselves. There is 
an emphasis on “pretty, good looking individuals” where “prettiness is all important” 
(Quinn 2007, p.81). In this context, “pretty”, suggesting sexualisation of the 
workforce, is an all-encompassing phrase applied equally across genders.   
  
There appear to be stereotypical beliefs that age diminishes physical attractiveness 
and competence (Chelcea & Ivan 2016; Poulston & Jenkins 2016) resulting in a 
noticeable absence of older staff members in the front-of-house. Despite the rhetoric 
among senior hoteliers, there is a distinct lack of credence given to older employees 
as having considerable work and real-life experience so possessing “experiential 
intelligence” (Baum 2006). Older workers being less mobile as a result of life stage 
and circumstances benefit hospitality staff retention practises, resulting in lower staff 
turnover and the creation of a more stable and dependable work environment 
(Poulston & Jenkins 2016).  
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Young entrants to the industry who are initially attracted by the seemingly glamorous 
nature of the work and low entry barriers are soon disenchanted with low pay, long 
working hours, seasonality and low job security, and the repetitive and subservient 
nature of their work. In disillusionment, employees leave the industry altogether, or 
at best move to another hotel in search of better conditions (Goh & Lee 2018; Huang, 
van der Veen & Song 2018; Mooney 2016). As opposed to tangible products, the 
hospitality industry essentially sells services. These are largely intangible being 
produced and consumed simultaneously (Reid & Bojanic 2017), hence the manner in 
which employees provides these services is critical to the guests’ experience. The 
differentiating factor between businesses in the hospitality industry could be ascribed 
to these perceived moments of truth, which may be further impacted by 
multidimensional constructs including ambient, aesthetic, sensory and emotional 
displays together with prevailing national, occupational and individual cultural 
norms and values. Additionally, the customer’s perception of satisfaction derived 
from the service encounter is influenced not only by service quality but also “likability 
of the service representative” (Li, Zhang & Laroche 2019, p.216). Accordingly, it may 
be argued that the hospitality industry has a characteristic “culture” and managing 
this culture is crucial for guests’ experience and satisfaction, which is influenced by 
the location and cultural norms of the service provider. This construct underpins the 
research basis of this thesis.  
  
As a construct, culture has no common definition and is difficult to measure 
(Hirschfeld 2018; Javidan et al. 2006; Schwartz 2006). Theories, models and 
dimensions proposed by prominent cultural theorists have been transmuted to 
research in the hotel context. Theorists including Hofstede (2011, 1980), House et al. 
(2004) from Project GLOBE and Hall and Hall (1990) all provide a greater 
understanding of how culture affects decision-making in upscale hotels. However, 
Schwartz’s (2017, 2016, 1992) and Schwartz et al. (2012) basic human values at the 
individual level and Schwartz’s national culture dimensions (1999, 1994) are the 
preferred construct used in the context of this research and differentiating between 
theoretical and aesthetic values assist in interpreting the findings (chapters 5 and 6). 
Schwartz’s basic motivational and higher-order values at the individual level is a 
widely developed, recognised and used framework in transcultural research 
(Gimenez & Tamajon 2019; Saito et al. 2021) and the dominant approach in 
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contemporary value studies (Schwartz & Cieciuch 2016). Though the application of 
this model in the hotel and hospitality industry is uncommon, this research adds to 
the limited body of study in this field. In this context, Hofstede (2010) reminds us 
that from an epistemological viewpoint, dimensions are intangible constructs that 
improve our understanding of the complexity of reality in the social world.  
  
Having provided a scaffold of cultural theory on which this study is built, for 
transparency and ethical considerations it would be prudent to acknowledge the 
researcher’s reflexivity and emic perspectives as an insider in this qualitative inquiry. 
With a professional background in hotel operations over 35 years, through both 
teaching and working in the industry, the researcher’s position and understanding of 
constructs and assumptions introduced in this section creates an insider (emic) 
perspective that is concurred with through management studies. Reflexivity, as 
applied by Fournier and Grey (2000), permits the researcher who is part of the social 
world to interpret the social phenomenon being studied (Hall 2004). The researcher 
sees himself as part of this "social world" both internally (emic) as a hotelier, and 
externally, now outsider looking in (etic). This includes assumptions about the 
collective societal world of hospitality and interrelated nature of culture and values at 
different levels that may arise as being “the consequence of culture rather than the 
culture itself” (Leroch, 2014, p.134).  Having explained the complexities surrounding 
hotel classification and the variable nature of service operations, the next section 
presents the selection criteria for the two hotels in this study.  
 
1.2.2 Hotels in this study 
 
The largest hotel operator in the Australasian region, now the sixth-largest hotel 
company worldwide by rooms (Weinstein 2021) was chosen as the basis of this study. 
The hotels selected had similar organisational structures but operated in different 
cultural environments. The criteria for selection of the hotels at each location were:  
an equitable number of guest rooms and revenue generated from the rooms division, 
available food and beverage and conferencing facilities, location and target market.  
 
The hotel in Sydney consisted of 525 guest rooms, 9 meeting, conference and 
function rooms and facilities with a total capacity of 600 guests. At the time of data 
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collection, the main restaurant that seated 200 diners and the adjoining lobby bar 
were undergoing major renovations. Having undergone renovations and 
refurbishment in 2013, the hotel in Singapore had fewer guest rooms but revenue 
generated from the rooms division was comparable to that of the Sydney hotel. 
Although there were 10 meeting, conference and function facilities, they had a similar 
capacity as their sister hotel in Sydney as did their main restaurant and lobby bar. 
Both hotels catered to target markets consisting of business and leisure guests. 
Against this backdrop and in the context of hotels, the following section explains why 
this study is significant. 
 
It may be reasoned that the cultural environments in two cities in this study, 
Singapore and Sydney, are considered to be multicultural societies, discussed in 
greater detail in Chapter 3. However, despite sharing a cultural heritage of having 
been British colonies in the past, they are still culturally very different. With 
Singaporeans of Chinese descent making up 75.9 per cent of the population 
(Population in Brief 2021) and a strong governmental influence on its business 
culture, its population composition is ethnically, socially and politically different 
from that in Sydney where it is more diverse and there is less governmental control in 
businesses. How cultures affect the spheres of socio-political, socio-economic, socio-
cultural, environmental and regulatory influences, one of the scaffolds used in this 
research, is reviewed at length in Sections 3.9, 3.10 and later in Chapters 5 and 6.  
 
1.3 Significance of this study  
  
With hotel stays being promoted as “experiences” and heightened guest expectations, 
the advent of the “aesthetic economy” (Böhme 2003) has resulted from social norms 
and an emphasis on how things look (Warhurst & Nickson 2020). This study 
investigates the nexus between culture at the country (national), organisational 
(hotel) and values at the personal level, and their effect on employment decisions of 
frontline staff recruitment in four-star hotels. Decisions are influenced by 
stakeholders including the owners, hotel operators and managers, particularly in 
relation to the recruitment of frontline hospitality workers and these decisions are 
often shaped by personal, cultural and ageist discernments. The relationship between 
these elements is illustrated in Figure 1.1. However, hospitality related literature does 
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contributing to their derived overall experience and satisfaction. It is rather 
paradoxical that although definitions of services and service quality management do 
not allude to aesthetics, beauty or age, these constructs appear to be associated with 
service management and influence the quality of service delivered. Judging the quality 
of service is subjective and difficult to qualify. Being intangible for the most part, 
measures such as the SERVQUAL model (Berry, Zeithaml & Parasuraman 1990) have 
attempted to analyse service more objectively from a guests’ perspective.  
  
In this context, this research is also significant because it investigates how service and 
employment is perceived by both entry and senior level employees in the 
organisation. Moreover, it also includes the effect of aesthetic, emotional labour, 
culture and cultural intelligence (CQ) – or as Ooi (2019, p.14) terms it “cultural logic” 
– on service delivery. The study then extends these concepts, drawing on and 
adapting Pizam’s (1993) and Schneider, Barsoux and Stahl’s (2014) models of levels 
of culture to explore how culture at different levels shapes employment attitudes of 
frontline staff in hotels. Although Western-centric views on culture dominate the 
literature (Browaeys & Price 2019; Lowe 2001), few studies explore how these levels 
of culture and leadership in organisations relate to recruitment decisions and 
attitudes towards older workers.   
  
Lashley (2008) points to three features that relate to the cultural and social 
dimensions of hospitality. First, that societies and communities are built on 
relationships. Second, in the main, that contemporary commercial hospitality is 
different from the traditional obligations and significance of hospitality and third, 
that commitments of hospitality and hospitability inform the behaviour of frontline 
staff. Moreover, these three features are grounded in cultural norms. Additionally, 
globalisation has increased labour mobilities resulting in inter-cultural workforces 
presenting a range of views on what constitutes hospitality, service delivery 
excellence, meeting and exceeding guests’ expectations and providing them with that 
special “experience”. Hence, this research is significant as it studies the cultural 
aspects of decision-making that relate to employment in hotels (hospitality).   
 
In service industries such as the hotel accommodation sector, employees are an 
integral part of the marketing mix providing an intangible element of service 
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delivery. Quinn’s (2007, p.78) research implies that employing “a sexy workforce in 
sexy environments captured the imagination of the customer” is perhaps a corporate 
strategy to make tangible the intangible. On the other hand, because aesthetics has 
intrinsic value (Postrel 2004), Warhurst and Nickson (2020, p.36) speculate that 
aesthetics and corporeality may be a deliberate ploy by some organisations as “beauty 
contributes to the balance sheet”. It is possible that society’s view on age and ageist 
attitudes influenced by stereotypical images shapes such thinking, creating formulaic 
beliefs about the connection between chronological age, physical attractiveness and 
diminishing ability in the work environment (Chelcea & Ivan 2016; Hertzman & 
Zhong 2016). This suggests that in some societies and cultures, aesthetic labour, 
youthful body looks and ageist attitudes are perhaps an organisation’s response to 
market demands with regional cultures influencing such decisions.   
  
There is practical significance to global hospitality organisations in raising awareness 
of the loss in expertise and experience possessed by mature-aged workers. Negative 
images of ageing and inter-generational conflict have adversely influenced 
behavioural and thinking patterns (Fineman 2014; Ghodrati, Joorabchi & Muati 
2015; Hertzman & Zhong 2016). For instance, Fineman (2014, p.1721) relates 
chronological age with physical appearance where Western societies appear to have a 
penchant for good looks and “youthfulness is much prized – but inevitably eroded by 
the ageing process”. Senior managers who could be involved in the employment 
process felt that hotel frontline work is more suitable to a younger demographic 
because the nature of the work is physically demanding and older people lack good 
people skills (Poulston & Jenkins 2013). In light of the above, this study assesses 
Warhurst and Nickson’s (2020) paradigms of aesthetics in organisations and 
aesthetics of organisations as related to culture in hospitality (in hotels) and culture 
of hospitality (in hotels).  
  
Li and Harrison (2008) observe that further research is required to legitimise and 
validate the connection between the national culture and ownership structures of 
organisations. This thesis attempts to address the gap through an examination of 
national culture and its influence on recruitment of hotel frontline staff specifically in 
the context of Sydney (Australia) and Singapore. Szydło and Grześ-Bukłaho’s (2020) 
reflection that organisational cultures are permeated by characteristics of national 
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culture that help differentiate one organisation from another is a largely unexplored 
area in the hospitality context. Using qualitative inquiry methods, this study will 
contribute to addressing this gap in hospitality literature.   
  
Additionally, the research may help understand how employment attitudes favouring 
younger recruits are a result of organisational culture in response to perceived 
external environments, including socio-demographic and client related demands. 
Discourse on culture and explanations of “attitude” in the hotel context will assist 
global hospitality organisations in rationalising cultural influences and other macro 
environmental variables on business and employment practices. Understanding what 
influences corporate and personal ethics and values can be applied effectively to 
creating an inclusive and diverse workforce and hotel (corporate) organisational 
culture. Having identified theoretical and practical implications of this research the 
next section presents the aims and objectives of the research, which in turn help 
frame the research question.   
  
1.4 Research aim and objectives  
  
The primary aim of this study is to explore the nexus between the effect of various 
levels of culture at the national, organisational, occupational and individual levels 
and motivational values on employment practices in four-star hotels in Sydney and 
Singapore. Consequently, it extends Chen, Cheung and Law’s (2012) study on how 
national culture affects hotel management.  
The three objectives are articulated below:  
 

Research objective 1:   
 
To explore how national cultures and values in two different countries affect and 
influence recruiters and employment practices in the hotel (hospitality) industry.  
 

Research objective 2:  
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To investigate how the culture in hotels and culture of hotels around age related 
aesthetics and the inclination towards hiring younger employees is influenced by 
organisational and national culture.  
  
Research objective 3:  
 
To explore how the role of values at the individual/personal level of major 
stakeholders affects recruitment practices.  
  
In summary, this study examines the effects of national, organisational and company 
culture, including an individual’s singular values, on recruitment decisions and 
practices – particularly around age and looks – and how these elements are 
demonstrated in the hospitality industry.   
  
1.5 The research question  
  
From the narrative above, this research focuses on culture at the national, 
organisational, industry/occupational, and individual levels in two different 
countries. Pizam’s (1993) hierarchy of culture frame this perspective into five levels: 
national, industry, occupational, corporate and organisational, including managerial 
practices. Additionally, at the industry level, culture in the hotel context often has 
various connotations. One such connotation is the culture of hospitality and 
hospitability, which one can reasonably expect in an upscale hotel. Another 
implication of culture in hotel parlance refers to culture at the industry, that is, 
occupational and organisational levels, or culture in hospitality (hotels). This study 
addresses culture at both levels. Thus, this research seeks to clarify how culture at 
various levels might influence employment practices to achieve business goals and 
the perceived barriers mature age applicants may face in employment in four-star 
hotels.   
 
The three objectives in the previous section provided the structure of the research 
question, which is articulated as:   
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How does culture, embedded in country, organisational, occupational, and individual levels 
and values at these levels, influence practices for recruitment of entry-level frontline staff in 
4-star hotels in Sydney and Singapore?   
  
Two sub-questions assist a comprehensive review and discussion of the research 
question:  
 

• How are attitudes on age and aesthetics manifested in management decisions related to 
recruitment and promotion of frontline staff?  
  

• How do cultural dimensions at the national level and values at the individual level in two 
different locations and environments influence recruitment of frontline employees?  

  
Having articulated the aims and objectives and the research question, the next 
section explains the approaches taken to achieve these objectives and answer the 
research questions.  
  
1.6 Approach to this study  
  
The research design supports the proposed paradigm to this study. Ontological and 
epistemological assumptions are translated into methodological strategies. This 
study is positioned in the interpretive paradigm connecting multiple social realities. 
The term “interpretive paradigm” is used in the context of qualitative research that 
examines the researcher (me, as an ex-hotelier and current academic) to the 
subjective opinions and perceptions of the respondents (frontline and managerial 
employees of four-star hotels in Sydney and Singapore). The foci are on 
interpretation of meaning (participants responses) not measurement of objective 
criteria. Further, the interpretive approach lends itself to challenging how cultures 
interact with the organisation. Following a qualitative methodology, methods 
selected for this investigation are case study research, semi-structured interviews and 
focus groups, supported by a field journal, also doubling as a reflective journal. The 
expected contributions of this research are then discussed and ethical considerations 
addressed. The remainder of this section puts forward the research case and explains 
the main focus of this study.  
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1.6.1 The research case  
  
Organisations are influenced by cultures within a particular location and specific 
society (Hofstede 1980). Commonly accepted terms in the definition of culture 
include “values”, “beliefs”, “rituals”, “assumptions” and “norms”, which are 
constructs of the internal and external environment. Visible manifestations (overt) 
and less observable (covert) behaviour, such as explicit values and underlying 
assumptions within an organisation, interact with one another. An organisation’s 
culture stems from “the type of business an organisation conducts and its business 
environment” (Brown 1995, p. 41).   
  
Organisations and businesses operate within a cultural and social context while 
simultaneously being culture-bearing entities (Schein 1999). A shared set of beliefs 
and practices provide meaning and shape how culture is practiced (Alvesson & Spicer 
2016). Arguably, macro business environmental dimensions such as legal, political 
and economic framework within the national context have an effect on how culture is 
manifested in a country. National and individual cultures underpin the culture of an 
organisation (Breuer & Salzmann 2012). Culture is evidenced in daily work, 
behaviour and work practices with values providing meaning to the employees. These 
shared values and experiences are guiding action (Geertz 1973), and impact the 
decisions made by recruiters.   
  
Culture as an attribute cannot be easily copied and there is no one form of culture 
(Schein 1992). Hence, organisational culture can prove a competitive advantage as it 
is difficult to replicate, particularly in the hospitality industry where most aspects of 
the marketing mix are easier to emulate. Adding to this existing complexity and 
nature of culture is the influence of cross-cultural studies and values, which may 
affect employment practices and recruitment decisions. One is born and immersed 
into national culture resulting in shared meanings and unconditional relationships. 
On the other hand, one is socialised and partly involved in organisational culture 
resulting in conditional relationships and shared behaviours. Individuals whose 
values and beliefs are similar to that of the organisation socialise into them (Thomas 
& Peterson 2015). Within a hospitality organisation, the values and cultural 
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backgrounds of the initiator(s) or founder(s) and other stakeholders may exert a 
positional or ascribed dimension of social power values on the culture.   
  
This research focuses on four-star hotels in two cities, and indeed two culturally 
different countries – Sydney (Australia) and Singapore. Although historically both 
were British colonies and have remnants of the British administrative and colonial 
heritage, Sydney has a distinct Western culture while Singapore is influenced by its 
predominant ethnic Chinese population and Confucian tradition. This provides for 
analysis of cross-cultural values and behaviour. Moreover, it is intriguing to analyse 
the culture in Singapore that has clearer multicultural delineations, with 98.4 per 
cent of the population identifying as either Chinese, Malay or Indian and the 
remaining 1.6 per cent as “other” (Population in Brief 2021).  
  
The next section provides clarity on the main focus areas of this research. Greater 
detail relating to the nature and constructs of the hotel and hospitality industry are 
presented in Chapter 2.   
  
1.6.2 Main focus of the thesis  

  
This research examines a sample of four-star hotels in Sydney and Singapore in order 
to understand how prevalent levels of culture socio-cultural, socio-political, socio-
economic and environmental elements influence recruitment decisions of frontline 
workers. It investigates the pressures on hotel operational management in connection 
with recruitment practices and why younger frontline employees appear to be 
predominant. In this context, the research also explores cultural influences on possible 
presumptions of attractiveness and chronological age. Influences such as customer 
preferences and cultural expectations, cross-cultural business practices and pressures 
from competitor markets are canvassed. The study investigates how incongruent 
ideologies, core and periphery values of the founders, stakeholders and executives of 
the individual hotels can affect recruitment decisions and transform organisational 
culture. This research therefore focuses on these diverse facets of culture and values 
including that of power from a cultural perspective in a hotel context.  
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Considerable research has been carried out in separate areas of culture in hotels 
(culture in hospitality) and the operational aspects of the industry or culture of hotels 
including facets of youthful body looks and perceived attitudes on chronological age 
(e.g., Billett et al. 2011; Chelcea & Ivan 2016; Pizam 2020; Poulston & Jenkins 2016). 
There is however a gap in the body of knowledge on the combined effects of:   
 

• influence of cultures at different levels and values of decision makers at the 
operational level, particularly in the area of recruitment   

• stakeholders’ power to shape culture, especially within the organisation and 
particularly owners who, due to their pecuniary and social prerogative, can 
influence culture  

• the tangibles and intangibles of service perceived to provide guests with positive 
memorable experiences appealing to their emotional state and enticing them to 
return    

• employment attitudes about youthful body looks in hotel organisations.  
 

As opposed to the historical definition, hospitality is analysed from two different 
paradigms: social and managerial. Together, they consist of cultural values that inform 
and impact employment decision-making, employment attitudes and aesthetic labour. 
From a business and managerial perspective, the environment is managed and service 
is staged to meet guests’ expectations and demands, providing them with individual 
memories and experiences in exchange for monetary gain. This in turn affects the 
fundamental service culture with a mechanistic focus on service delivery and quality by 
social actors rather than a humanist emphasis on guest satisfaction.  
  
Hitherto, this chapter has introduced the reader to the nature of the study, providing 
a background, significance of the study, aims, objectives and the research question. 
The following section lays out a chapter-wise structure of the thesis.  
  
 
 
 
 



CHAPTER 1  

20     
  

1.7 Structure of the thesis  
 
This thesis consists of seven chapters.   
 
Chapter 1 –Introduction: background of the research and problem statement  
 
This chapter addresses the background of the research and problem, identifies the 
key levels of culture at the national, industry or occupational, organisational and 
personal (or individual) levels, and provides an overview of hospitality and hotel 
culture. The qualitative approach to the study and methodological aspects, such as 
interviews and focus groups, have been delineated. Similarities and differences 
between the two data collection sites (Singapore and Sydney, Australia) have been 
canvassed and the main foci of the study enunciated.   
 
Chapter 2 –The hotel and hospitality industry: a review of the literature  
 
This is the first of two chapters that reviews and discusses literature. It focuses on 
literature on the hotel and hospitality industry, specifically the construct of the 
experience economy, characteristics that define the industry and the field of 
investigation – effects of aesthetic labour where in this “age of look and feel” (Postrel 
2004, p.178), social capital in the industry is considered to be determined by the 
beauty effect providing a sensory and emotional experience  Towards the end of the 
chapter, it introduces the concept of culture and its importance in various contexts in 
the hotel industry and in doing so, segues into the discussion of culture.  
 
Chapter 3 – Culture: a review of the literature  
 
The chapter explains the construct of culture and how hotels are influenced by this 
multifarious concept. It discusses the various levels of culture and defines culture in 
the context of this research. As this research seeks to determine cultural influences in 
employment decisions by hotel stakeholders, it examines theories and models 
proposed by three prominent researchers: Hofstede, House et al. from Project 
GLOBE and Schwartz. Although the study calls on aspects of all three theorists, this 
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chapter places emphasis on Shalom Schwartz’s two models, particularly that of 
motivational values at the individual level, for this study.   
 
Chapter 4 – Research design, methods and methodology   
 
This chapter explains the methodological framework and research design adopted for 
this study. In describing the qualitative philosophical position in which this research 
is situated, it explains techniques used to collect empirical data and the use of 
thematic analysis (TA) as a process of deductive reasoning to analyse the themes that 
emit from the data. Both epistemological and ontological lens guiding the research 
are examined. Ethical considerations and compliance with human research ethics are 
detailed (Appendix 1).   
 
Chapter 5 – Findings: participants’ perspectives   

 

This chapter records the perspectives of research participants on employment 
attitudes in their respective hotels. Executive committee (ExCom) members and 
middle managers (Mid Mgr) were interviewed while focus groups were conducted for 
line staff. A brief commentary is provided introducing the deconstruction of 
participant views from a cultural and sociological perspective in a hotel setting, which 
are elaborated on in Chapter 6.   

  

Chapter 6 – Analysis and interpretations of perspectives from interactions with 
participants  

  

This chapter analyses and synthesises data situated in the interpretive paradigm, 
connecting multiple socially constructed realities of participants’ narratives. 
Elaboration on hidden assumptions and norms using two frameworks – levels of 
culture and Macro environmental elements (socio-political, soci0-economic, socio-
cultural and socio-environmental) are presented. Reasons for using the combined 
frameworks are reiterated to contextualise the findings presented here.   
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Chapter 7 – Conclusions  
 
This is the concluding chapter to the thesis. It reflects on the research question, aims 
and objectives and the interpretation of data to theory and literature on which this 
study is scaffolded. A model integrating various components and disparate strands of 
culture and the hotel industry is presented. While contributing to theory and 
extending literature specifically in the hotel and service industry, it also contributes 
to practical aspects of the industry. Additionally, it suggests possible areas of further 
research and states the limitations of this study.  
  
1.8 Chapter conclusions  
  
This chapter introduced the aims, objectives and purpose of this research. It framed 
the justification for this study in the context of the research question. It reaffirms the 
approach taken by the researcher to analyse and interpret participants’ world views 
on recruitment of frontline staff in four-star hotels in Sydney and Singapore. To 
achieve this, the methodology and research methods were outlined and a synopsis of 
the structure of the thesis was provided.  
  
The following two chapters discuss literature on the topics of the hotel and hospitality 
industry (Chapter 2) and culture at the national level, industry or occupational level, 
organisational and individual levels and values, particularly at the 
personal/individual level (Chapter 3).  
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CHAPTER 2  
 

The hotel and hospitality industry: a review of 
the literature  

  
  
2.1 Chapter introduction  

  
This is the first of two chapters that review and discuss literature underpinning this 
research and set the foundation for this study. The chapter reviews literature on 
characteristics synonymous with the hospitality industry, particularly the hotel sector 
reputed as poor paymasters, with a reliance on contingent labour. These 
characteristics, with corroborating data, are addressed in Section 2.3. Section 2.4 then 
assesses the discourse around aesthetic labour and a young workforce in the 
hospitality industry. These sections are in keeping with Research objectives 1 and 2 
(see p.16) and hence help to answer the research question articulated on p.17.  
  
The nexus between hotels and hospitality, where hotels are part of the hospitality 
industry and where hospitality is a function of hotels, was established in Chapter 1. 
Hospitality, as practiced in hotels with subjective views of service excellence and their 
effect on guests’ emotional sense of satisfaction, experiences and behaviour is 
influenced by engaging and stimulating guests’ senses (Ariffin, Maghzi & Aziz 2011; 
Lv, Li & McCabe 2020; Krishna & Schwarz 2014; Gilmore & Pine 2002a; Pine & 
Gilmore 1999, 1998).  To this extent, in this study, corporeal attributes or lookism, an 
Americanism attributed to Ayto (1999) and Oaff (2003), relates to personal aesthetics 
and its effect on recruitment decisions.   
 
Another present-day phenomenon explored in this chapter is that of hotel ownership. 
New hotels are often owned by one party who then franchise or lease their business 
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to companies with management expertise in hotels. These anomalies in ownership 
and management, while not unique to hotels, influence operational aspects including 
recruitment decisions on how owners, ownership models (Section 2.5.3), brand 
image and brand identity of hotels can affect these decisions due to what Ruzzier, 
Terglav & Kaše (2021) label “employee brand-fit”.  
  
2.2 Hospitality: understanding the past and its effect on the present  
  
As a social construct, the practice of hospitality is central to the philosophy, values 
and culture in hotels. Culture in this context refers to national and organisational 
aspects including industry and occupational culture. Understanding the historical 
roots and role of hospitality in society assists in understanding interactions between 
the nature of the industry, how owners might influence operational and recruitment 
decisions and how culture at various levels may influence these characteristics. 
Understanding the origins, history, politics and culture of hospitality will help frame 
the present and the future. These criteria are all pivotal to anchoring this study and 
answering the research question.  
  
Despite a plethora of definitions of “hospitality”, there is no absolute definition 
(Golubovskaya, Robinson & Solnet 2017; Kirillova, Gilmetdinova & Leho 2014; Lynch 
et al. 2011). Notwithstanding culture and traditions in hospitality practiced in 
antiquity by Eastern cultures, research largely emanates from Anglo-centric sources 
(Chon, Park & Zoltan 2020). However, origins of hospitality can be traced to the 
ancient near-Eastern texts closely associated with the Old Testament (Pritchard 
1969).  These spiritual and religious tenets of hospitality specified that strangers 
should be treated as guests where the host was obliged to provide them with 
physiological and philosophical hospitality (Golubovskaya, Robinson & Solnet 2017; 
Lugosi 2014a). These elements included an unconditional welcome, a safe and secure 
place to rest and receive refreshments and the development of a cordial relationship 
between host and guest, as if the visitors were in their own home (Blain & Lashley 
2014; Golubovskaya, Robinson & Solnet 2017; O’Gorman 2007). Accordingly, 
hospitality is based on the metaphor of “home”, offering a sense of welcome and 
safety (Beldona, Kher & Bernard 2020; Golubovskaya, Robinson & Solnet 2017; 
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Lynch et al. 2011). However, later iterations moving hospitality to commercial 
spheres and a business transaction altered the meaning of “hospitality” in its original 
altruistic sense.   
  
Several authors (e.g., Heal 1984; O’Gorman 2007; Ritzer 2007; Telfer 2017) allude to 
the philosophical dimension, which consisted of a spiritual exchange where guests 
were warmly received by the host regardless of their cultural or social background, 
and the motive behind true hospitality was devoid of any personal gain. Being “an 
exchange of honour” (Selwyn 2011, p.34) with obligatory social and moral 
compulsion, denying hospitality to anyone, or seeking to gain from it resulted in an 
unfavourable view of the host. This established cultural and social norms and 
developed a correlation of power between the host and guest (Blain & Lashley 2014; 
Lugosi 2014b; O’Gorman 2007).   
 

Lashley’s (2017, 2015, 2011/2000) influential delineation of the domains of 
hospitality framework depicts managing guests’ experience at the intersection of the 
private, social and commercial spheres (Figure 2.1). To these three dimensions, 
Ariffin (2013) added a fourth – that of culture. This is reinforced by O’Gorman’s 
(2007) proposal that hospitality is central to human endeavour, signifying that it is 
an integral part of society developing inter-cultural alliances. This study recognises 
that hospitality operates in a wider macro and micro environmental framework in 
addition to Lashley’s (2017, 2015, 2011/2000) three domains. Various levels of 
culture: national, industry or occupation, organisational and individual, fit into the 
realms of socio-demographic macro and other environments in which the hospitality 
(hotel) operates. Hospitableness on the other hand is how hospitality is delivered. It 
views the host as being benevolent: obliged to provide safety, protection and care to 
their guests without recompense (Telfer 2011). Practised in hotels, hospitality can be 
envisaged as “a set of behaviours” originating at “the very foundations of society” 
(Lashley & Morrison 2011/2000, p.4) and together with hospitableness, are social 
and cultural in context where “the value placed on being hospitable to strangers 
varies through time and between societies” (Lashley & Morrison 2011/2000 p.5).  
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In contemporary times, the altruistic nature of the host-guest relationship has been 
replaced by “providers of service and customers” and value creation for a business by 
social actors in what Pine and Gilmore (1998) refer to as the “experience economy”. 
Hospitality is now a misnomer used to create and justify an affirmative view of 
commercial activities that Lashley (2008, p.69) criticised as “spin”. It includes all 
commercial outlets welcoming guests and providing the physical dimensions of what 
Brotherton (1999, p.168) terms the “holy trinity” consisting of food, drink and 
accommodation that takes place “through a voluntary human exchange” (Brotherton 
& Wood 2011/2000, p.143). The psychological and emotional needs of guests are 
largely met in a for-profit context, becoming what Golubovskaya, Robinson and 
Solnet (2017, p. 1284) call a “laboratory for service management concepts and 
principles” rather than through the benevolence and altruism of the host.    
  
Mass commercialisation has changed the face of the hotel industry, blurring the lines 
between the traditional and contemporary understanding of “hospitality”.  The 
importance of hospitality, whether altruistic or commercial, is summarised by 
Derrida (2005, p.6) as “no cultural or social bond without a principle of hospitality”. 
Similarly, hospitableness – that is, traditions, rituals, norms and values symbolising 
hospitality – is also culturally framed (Baum 2019). Culture in the hotel and 
hospitality industry therefore plays an important role and is embedded in customs, 
ethics, values and norms in national, organisational and individual contexts. The 
following section discusses literature on approaches organisations and managers take 
to manage the variable nature of service. Understanding the importance of creating 
service experiences is to understand the commercial nature of the hotel industry and 
significance of staff selection and recruitment.   
  
2.2.1 Creating guest and service experiences  
  
The vast global economic influence has brought with it not only changes in how 
hospitality is offered but also a paradigmatic shift in how it is viewed. With the 
commercialisation of the hotel and hospitality industry, there is a need to manage a 
diverse clientele and workforce, streamline service delivery practices for greater 
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productivity, emphasise service quality, gains in efficiency, economies of scale, follow 
the legal system and provide guest satisfaction. Consequently, the correlation has 
changed from one of spirituality and benevolence to that of economic gain with the 
emotive host-guest paradigm giving way to that of a mercantile buyer/customer and 
seller relationship (Slattery 2002).    
 
Commercialism and managing service culture has led to enacting hospitality in 
theatrical settings, what Lugosi (2014b, p.166) calls “micro-dramas”. The metaphor 
of service providers as actors and the service environment as a stage, led to the 
necessity of managing this theatrical performance and its surroundings 
(Hemmington 2007; Kuzner 2016; Paul, Hennig-Thurau & Groth 2015; Pine & 
Gilmore 1999, 1998). There are three acts to this drama: Act 1: introduction or 
interactions with guests prior to their visit; Act 2: customer experience during service 
delivery; Act 3: completion of the service delivery and departure of guests (Tan, 
Cherapanukorn, Kim and Chon 2014). Guests’ interaction with each “Act” contributes 
to different impressions or “moments of truths” (Norman 1984, p.33; Pizam 2020) 
ultimately contributing to how guests evaluate the overall experience.   
  
Experiences can be defined as being emotional attachments between the guest, 
organisation and service actors having meaningful, symbolic, multisensory and 
multidimensional effects on the guest (Morgan, Lugosi, & Ritchie 2010; Walls, et al. 
2011). Creating guest experiences, experiential consumption and managing these 
experiences and expectations are central to the contemporary hotel and hospitality 
industry (Ariffin, et al. 2018; Hemmington 2007; Pine and Gilmore 2002b; Walls, et 
al. 2011). How these experiences are created in the theatre and drama of hospitality 
are dependent on service attributes, authenticity of guest interaction and the 
environment (Ariffin, et al. 2018; Lashley 2008). To this, Li, Zhang and Laroche 
(2019) add that in any service encounter, core service elements include the quality of 
service perceptions, geniality of the service provider and guest satisfaction. Moreover, 
Ariffin, et al. (2018) propose that in interactive service encounters, the organisation’s 
origin, background and corporate image also influence guests’ expectations and 
experiences. Culture in hospitality therefore plays an important role depending on 
the location of the venue, management of the service experience, actors and guests 
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from a range of cultural backgrounds and their values. Different cultures displaying 
distinct modes of expressing hospitality led Derrida (2002, p.361) to express that 
“hospitality is [therefore] culture itself”, so positioning hospitality as a culture in its 
own right as well as in society.   
  
Influenced by Mehrabian and Russell’s (1974) environmental psychology Stimulus-
Organism-Response (S-O-R) framework that studied how an environment, ambience 
or situation influences cognitive behaviour of customers, Bitner (1992) popularised 
the umbrella term “servicescape”. The servicescape emphasised spatial dimensions 
while also including material dimensions and Bitner (1993) distinguished between 
process, physical evidence and people. The spatial dimensions accentuated the layout 
and ambient conditions of where service encounters take place – that is, the 
importance of the internal and external environment. Material dimensions included 
décor, furnishings and artefacts, contributing towards the overall aesthetics of the 
venue. Together, features of the servicescape create a “sensory design” (Zomerdijk & 
Voss 2009, p.68) – atmospheric stimuli reflecting culture and cultural values of the 
venue and staff, shaping the guest experience and giving them a sense of identity 
(Gillespie & Morrison 2001; O’Mahony, Hall & Binney 2006).   
 
Stimuli, which may be sensory, affective, cognitive and physical, induce socialisation 
(Schmitt 2011; Pizam & Tasci 2019) either independently or collectively. The 
servicescape is therefore a contributing factor as guests infer quality by using 
extrinsic prompts (Bitner 1992). These prompts include aesthetics in organisations 
and aesthetics of organisations (Warhurst & Nickson 2020). To this effect, these 
authors call attention to three points relating to aesthetics or aestheticisation of 
organisations. Firstly, organisations use symbols and artifacts to influence the senses 
of their guests. Secondly, the intention of these objects is to add value to the 
organisation through material aspects as “looks translate to outcomes” (Mears 2012, 
p. 815). Finally, aesthetics plays an important role in differentiating one organisation 
from another or from their competitors. Aesthetics in organisations is discussed 
further in section 2.4.   
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Lugosi (2014b) adds two more dimensions: performative and representational 
practices. Performative practices are “humanic clues” that include social factors such 
as behaviour, uniforms, body language and appearance, objectifying the body of the 
service provider as part of the overall experience (Berry, Wall & Carbone 2006, p.44; 
Lugosi 2014b). These factors augment the theatre and drama of how hospitality is 
delivered in the organisation and hospitableness is enacted and co-created by the guest 
and the interactive service provider in any given environment. Co-creation is the 
process of value creation through the active participation and engagement of several 
stakeholders dependent on each other’s actions and responses (Chathoth et al. 2013). 
Representational practices are a combination of Bitner’s spatial and material 
servicescape dimensions or “visual and textual representations of the venue, the 
participants and the experience” (Lugosi 2014b, p. 176). Thus, the servicescape 
(stimuli), opinions and feelings of customers and social actors (organism) and guest 
conative behaviour (responses), reaction to first impressions or moments of truth, all 
affect the service encounter by evoking emotional and behavioural responses (Choy & 
Kandampully 2019). Hence, there is a distinct link between hospitality, hospitableness, 
the servicescape, perceived service quality and stimuli that are culturally bound. 
Furthermore, there is a need for organisations and management to manage the 
evidence (Bitner 1993) so creating competitive advantages over other hotels.  
 

As every encounter leads to an experience, positive or otherwise (Schmitt, Brakus, & 
Zarantonello 2015), it is necessary to manipulate preferred behavioural responses of 
guests and staff to enhance service interaction and elicit positive customer 
experiences. Together, they comprise aesthetics in organisations and aesthetics of 
organisations (Warhurst & Nickson 2020), and plausibly, are affected not only by the 
culture in organisations and culture of organisations but also the wider national and 
occupational cultures as well as culture at the individual level.   
  
With guests co-creating the service experience, how firms use the stage to provoke 
emotional reactions of guests affects their engagement levels and elicits positive 
behavioural outcomes (Choy & Kandampully 2019). The level of interaction between 
guests and service personnel determines emotional value derived by the guest 
(Ariffin, et al. 2018). Like Gestalt psychology that defines form or shape (Woodward 
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2013), despite guests’ stimuli emanating from a variety of individual elements, 
evaluations (responses) are determined by a holistic set of environmental stimuli 
(Choy & Kandampully 2019; Pizam & Tasci 2019). Organisations attempt to 
outperform their competitors by providing guests with an enhanced, enduring and 
memorable personalised experience to gain a competitive advantage. To this extent, 
the value proposition offered by organisations are met with acceptance, rejection or 
disinterest by guests (Vargo & Lusch 2016). The service economy is judged by the 
quality of augmenting individualised experiences, hence the necessity for actors to 
enact creative performances while evoking cultural and emotional intelligence (Tsai 
& Lee 2014), to manage expectations. By meeting, if not exceeding, guests’ needs 
advances what Pine and Gilmore (1998) term the “experience economy” where the 
product, in this case service, is purchased by guests and delivered by service actors. 
These authors assert that “experiences are as distinct from services as services are 
from goods” (p. 97) so differentiating between customisation and commodification. 
As expectations are intangible and subjective, they differ from one person to the next, 
hence the necessity to personalise experiences.   
  
Service, a major component of the hotel and hospitality product, is characterised by 
its intangible, inseparable, heterogeneous and perishable nature (Bojanic 2009; Reid 
& Bojanic 2017). As an initiator of service management in academia, Grönroos (1984) 
explained that the functional dimension of how service is delivered by the hospitality 
worker, the social actor, is instrumental in maintaining a host-guest-service 
relationship. Hospitality is illustrated by the attitude and disposition of service actors 
and their performance (Golubovskaya, Robinson & Solnet 2017). Being a labour-
intensive environment, service is not homogenous. The resulting variability due to 
the human element in conjunction with the environment in which the service is 
delivered impacts on the overall guest experience of the product package. In this 
context, the “package” guests’ experience consists of both product and service. 
Accordingly, Gilmore and Pine (2002a) maintain that the quality of experience 
derived depends on functionality of the service rendered and sensory encounters.  
  
Via Berry, Zeithaml and Parasuraman’s (1990) classical SERVQUAL model, guests 
evaluate service quality shaped by service encounters with social actors (Yurur, et al. 
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2018). This model, used to ascertain service gaps, or faults, in the industry, is 
composed of two symbiotic parts. First, five common service gaps between the 
consumer and service provider are established – policy, delivery, communication, 
knowledge and customer gaps. The authors then identify five dimensions customers 
use to judge service – tangibles, reliability, responsiveness, assurance and empathy, 
four of which are intangible soft skills. Together, they assess service expected by 
guests and service perceived to have been provided by managers resulting in 
perceived service quality from the point-of-view of management. Similarly, while 
Breiby (2015) and Breiby and Slåtten (2018) apply genuineness, cleanliness and 
harmony as heightening experiential qualities to tourism, they also pertain to hotels 
and hospitality.   
  
The technical – or the “what” dimension – of service delivery is the overall evaluation 
of the service received (Grönroos 1984). The challenge for hotels is to make tangible 
the intangibility of service, partly achieved by the servicescape. Four realms in Pine 
and Gilmore’s (1998) staged experience economy constitute entertainment, 
education, (a)esthetics and escapism, all combining to creating superior service and 
memorable experiences. Creating a multisensory experience in delivery, they include 
presentation, the interaction and look and feel (Gilmore & Pine 2002a). The 
servicescape plays a role as its “components reflect resources to inform, attract and 
evoke positive action in consumers” (Pizam & Tasci 2019, p.30), emphasising 
aesthetics in organisations and aesthetics of organisations. To this, Witz, Warhurst & 
Nickson (2003) add aesthetics as organisations which explores establishments 
through the visual paradigm rather than a rationalistic view. How guests interpret 
cues displayed during social interactions form an important part of service relations 
(Christou, Avloniti & Farmaki 2019).  
  
Linking the characteristics of services to the need to create a holistic experience in 
the servicescape, Table 2.1 summarises dimensions that demonstrate the concepts of 
how service morphs to experiences. In the context of this thesis, it may be suggested 
that guests’ perceptions of the service dimensions and the experience they derive 
from it is influenced by personal cultural attributes as well as those of the 
organisation and service providers.  
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overall “dramatic structure” (Zomerdijk & Voss, 2010, p. 69) influences the 
consumption experience, manipulating and shaping the guests’ disposition and 
behaviour (Lugosi 2014b). It extends the concept of inseparability of co-constructing 
service and experiences between guests in a creatively designed atmosphere that 
includes ambient factors (Choy & Kandampully 2019).   
  
Drawing attention to the inadequate consideration of culture in the servicescape 
literature, Pizam and Tasci (2019) introduce the “culturescape”. Together with 
aesthetics and lookism, these concepts are pertinent to this study. It draws the social, 
cultural and natural aspects of the servicescape into one construct, emphasising that 
culture plays an important role in the overall guest experience. Such socio-cultural 
elements are grounded in social identity theory (SIT) proposed by Tajfel (1974) and 
Tajfel and Turner (1979) which explains that the experience is heightened by 
symbolic meaning in cultural identity and norms by some form of familiarity such as 
artefacts and symbols on national and individual cultural levels (Scheepers & 
Ellemers 2019). In doing so, they provide a perceived cultural environment imparting 
a sense of closeness and belonging (Touchstone et al. 2017).  SIT suggests that people 
identify themselves to relevant groups resulting in social categorisation and distinct 
social groups (Brien, Thomas & Brown 2017; Lev, Wurm & Ayalon 2018). Identity is 
applicable to this study from an organisational perspective in managing the 
servicescape and from the position of guests’ and service providers’ identities of self. 
These are reflected in, and a reflection of, the servicescape by way of prevailing 
cultures, values and norms (Cuthill 2007; Lugosi 2014b). To this, Pizam (2020) also 
adds how shared values of organisational culture aim to provide service excellence 
and memorable experiences to various stakeholders.   
  
Because of cultural diversity through globalisation, it is necessary that hotels respond 
appropriately to a broad range of guests and their needs. Being central to human 
endeavour albeit in different domains, hospitality is fundamental to culture and 
reliant on the host-guest relationship (O’Gorman 2007). The conceptualisation of 
culture is further developed in Chapter 3 that reviews literature on culture and its 
effect on the hotel industry.  
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This section discussed parallels between the importance of the servicescape on 
guests. The servicescape consists of spatial and material dimensions and 
performative and representational practices which when managed purposefully, 
engage and stimulate the senses of guests, so influencing their behaviour and overall 
experience at the venue. To maintain competitive advantage over their competition, 
hotel and hospitality organisations covertly and overtly manipulate the servicescape 
to create and enhance an “experiencescape”. Moreover, culture shapes and guides 
servicescapes creating a “culturescape”, accentuating social and cultural aspects of 
the organisation impacting the overall guest experience. The next section engages 
with a wide body of literature that highlight those nuances and idiosyncrasies of the 
hotel and hospitality industry that determine the culture of and culture in hotels.    
 

2.3 Characteristics defining the industry  
  
This section explores literature on the hotel sector often used synonymously with the 
hospitality industry. Alluded to earlier, perceived competitive advantages may be 
further impacted by other multidimensional constructs including conforming to 
standards, a paradox between change and innovation versus traditional practices and 
guest expectations and prevailing national and organisational cultural values. It may 
accordingly be reasoned that the hotel and hospitality industry have their own 
“culture” characterised by job and structural characteristics particular to this 
industry. This culture in hospitality is different from, and not to be confused with the 
culture of hospitality. Managing the competitive advantage of frontline service 
providers plays a crucial role in building and maintaining relationships, guest 
satisfaction and repeat business (Dawson, Abbott & Shoemaker 2011). Literature on 
these characteristics promoting the perception that hotels have a pervading “culture” 
is now evaluated.  
 
At the macro-cultural level, young entrants to the industry, particularly in the 
frontline, initially attracted by the superficially glamorous nature of the work, are 
soon dissatisfied with an often conventional and time-honoured autocratic, 
sometimes unsupportive managerial style, perceived low wages and long, irregular 
and unsocial working hours (Baum 2019, 2015; Brien, Thomas & Brown 2017; 
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Brown, Thomas & Bosselman 2015; Lashley 2009; Mohsin, Lengler, & Kumar 2013). 
Due to seasonality of work, the industry is characterised by high use of contingent 
and migrant labour and the gig economy, referring to temporary or casual workers 
who have poorer opportunities for promotion, resulting in low job security, an 
unreliable source of income and poor opportunities for career progression (Adhoch 
2019; Baum 2019, 2015; Mohsin, Lengler, & Kumar 2013; Woodcock & Graham 
2020). Some antecedents to high staff turnover include a dearth of qualified staff, 
those who see interactive service as being one of servitude and inherently servile 
resulting in the perception of power relations with guests (McIntosh & Harris 2012). 
It would be prudent to contend that service and the extent of servitude as well as 
power relations or power distance (Hofstede 1980), can be linked to cultural 
variations in organisations and among service actors. The industry has consequently 
earned a reputation for being exploitative with antisocial working hours often 
resulting in work-family-conflict and work-life imbalance contributing to poor 
working conditions, which results in work-related stress occasioning high turnover of 
a transient workforce and mounting recruitment costs (Baum 2019; Brien, Thomas & 
Brown 2017; Duncan, Scott & Baum 2013; Huang, Van der Veen & Song 2018; Iun & 
Huang 2007; Zhao & Ghiselli 2016; Zopiatis, Constant & Theocharous 2014).   
  
Often young entrants to the industry use it as an entry point to the workforce or as a 
transient job, some while studying, with no intention of forging a long-term career in 
the industry (Brien 2004; Mooney 2016; Mohsin, Lengler, & Kumar 2013). Moreover, 
Mooney (2016) emphasises that age-related stereotypes play a significant role in the 
hospitality industry and that employees of a certain age are more suitable for certain 
positions and that societal expectations shape such norms. Prior research by Poulson 
and Jenkins (2013) found that the workforce in hospitality businesses at that time 
consisted of almost 40 per cent of those aged 25-and-under. This age group, 
Generation Y (Gen Y) or Millennials, generally considered to be born between 1977 
and 2000 (Grewal & Levy 2018), are characterised as being motivated by extrinsic 
rewards, expect quick promotions and more work-life balance (Twenge, Campbell, 
Hoffman & Lance 2010).   
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In 2017, Hilton Hotels and Resorts was the second-largest hotel chain worldwide by 
rooms (Weinstein 2018). Their Corporate Responsibility Report for that year stressed 
that the organisation was on track to reach “one million young people by connecting, 
preparing or employing them” and “nearly 800-thousand young people impacted 
through global partnerships, talent pipeline and local activations to date” (Hilton 
Hotels and Resorts Corporate Responsibility Report 2017, p.10). This high 
percentage and emphasis on young workers in hotels and hospitality enterprises 
indicates a symbiotic relationship between a younger demographic gravitating to this 
industry and organisations employing a younger cohort. Hospitality job 
characteristics mentioned above, together with other push-and-pull factors result in a 
circulatory flow of chiefly young frontline staff and inconsistent service standards 
(Baum 2019; Brien, Thomas & Brown 2017; Huang, van der Veen, & Song 2018).  
  
2.3.1 Need for emotional intelligence in emotional labour  
  
In a recent white paper on job competencies sought by organisations, some soft skills 
considered essential for staged performances by social actors were emotional 
intelligence (EI), service orientation, coordinating with a team, decision-making and 
cognitive flexibility (Oxford University Press 2020). Soft skills in a culturally diverse 
environment are essential for differentiating services in the guest-facing hospitality 
industry from other “product” driven industries.   
  
In her seminal work, Hochschild (1983, p.18) discusses “feeling rules” and defines 
emotional labour (EL) as:  
  

the management of feelings to create a publicly observable facial and bodily display … 
and has exchange value … [It] requires one to induce or supress feelings to sustain the 
outward countenance that produces the proper state of mind in others [by deep or 
surface acting].  

  
“Exchange value” relates to social-exchange or economic exchange theory. This 
theory postulates the relationship between effort exerted to the reward received, 
maximising benefits of social relationships, all while attempting to control costs. 
There is the need for social actors to be “liked” by guests who reciprocate with 
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affirmative feelings to the service product (Sheane 2012; Wan & Wyer 2015). To 
satisfy guests’ demands and create memorable experiences by appealing to the 
senses, management manipulate and engineer impressions by appointing 
presentation labour, staff with emotional and cultural intelligence and aesthetic 
qualities (Sheane 2012).  
 

Understanding cultural intelligence (CQ) facilitates service actors to adapt to cultural 
needs of a multicultural clientele base, so heightening guest satisfaction (Lam, 
Cheung & Lugosi 2021b). Together with lookism, these soft skills enhance the 
interaction of service providers with guests, augmenting their overall experience 
(Wu, King & Guchait 2020).  
  
Emotional intelligence (EI) was conceptualised by Mayer and Salovey (1997) as 
having four dimensions: evaluating self-emotions, assessing emotions of others, 
regulating these emotions and how emotions are used. The overall attitude displayed 
by frontline social actors is the result of intentions – cognitive and emotional 
behaviour that may be either positive or negative in nature (Sheane 2011; Tsaur, 
Luoh & Syue 2015). In the theatre of service, EI is a necessary soft skill for knowing 
how to act in different circumstances. Interactive service actors are required to 
perform and express feelings of cheerfulness, enthusiasm, friendliness and passion in 
“the smile factory” (Zhao & Ghiselli 2016) despite the authentic emotions that they 
may feel (Andela, Truchot & Borteyrou, 2015; Christou, Avloniti, & Farmaki 2019;  
Lashley 2008; Shani, Uriely, Reichel & Ginsburg 2014; Wu, King & Guchait  
2020). While this may contribute to stress felt by the service staff (Zhao & Ghiselli 
2016), together with the servicescape, EL adds to stimulating and appealing to the 
subconscious senses of guests and their overall experience.   
  
Hospitality workers resort to surface, deep and genuine acting to maintain these 
expected display rules (Hochschild 1983; Hoffmann 2016; Lam, Cheung & Lugosi 
2021a). In surface acting, employees externally feign emotional expressions and 
display what is expected of them while masking their true feelings. Deep acting 
involves taking on a more authentic intrinsic acting role or “pretending deeply” 
displaying feelings from the inside (Chen, Chang & Wang 2019; Witz, Warhurst & 
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Nickson 2003, p.36). Passive deep acting is a genuine display of felt emotions or 
empathy, consistent with norms on how emotions are to be displayed on stage and 
conforming to the professional needs of the job as well as those of the guest 
(Hochschild 1983; Saito et al. 2021; Shani, Uriely, Reichel & Ginsburg 2014). In 
genuine acting, actors convey their bona fide emotions professionally, regardless of 
the organisation’s emotional display rules (Gabriel et al. 2015). Taking a critical but 
pragmatic position, interactive frontline staff who see their job as being less transient 
and more permanent require an improved sense of EI. As performers are an integral 
part of the product and experience being sold, these “facades of conformity” (Saito et 
al. 2021, p.199) become central to their ability to respond to guests’ demands. In 
doing so, they promote guests’ expectations shaping “economies of persuasion” 
(Alvesson & Spicer 2012, p.1202).  
  
Deep acting has a positive association with the actors’ welfare while surface acting 
leads to emotional exhaustion and burnout, occasioning a negative outcome on 
frontline staff interactions with guests (Chen, Chang & Wang 2019; Lam, Cheung & 
Lugosi 2021a; Lv, Xu & Ji 2012). Surface acting also results in psychological tensions 
such as poor job satisfaction, emotional dissonance, emotional and physical 
exhaustion, culminating in job-oriented stress (Lam, Cheung & Lugosi 2021a; Lee & 
Ok 2012; Shani & Pizam 2009). Positive outcomes of EL result in job satisfaction, 
return guests, loyalty and positive word-of-mouth. Familiarity and past relationships 
with guests result in more cognitive positive outcomes for the guest, staff member 
and the organisation (Shani et al. 2014) within professional parameters. Staff are also 
likely to revert to the fundamental dimensions of hospitality where service is 
performed as an obligation while simultaneously building a good relationship.   
 

2.3.2 Hospitality, image and perceptions   
  
The hotel industry suffers from a negative external and internal image (Adhoch 2019; 
Brien, Thomas & Brown 2017; Cherapanukorn, Kim, & Chon 2014; Pizam & Tasci 
2019). Image is a factual or subjective representation of animate or inanimate objects 
(Brien, Thomas & Brown 2017). In addition to job characteristics mentioned in 
Section 2.3.1, other traits contributing to the poor external image of hotels are 
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challenging and limited career opportunities with a short lifespan – “a job while you 
are finding a real job” (Brien 2004, p.1) resulting in what Warhurst and Nickson 
(2007b, p.794) term “McJobs”, often occasioning high labour turnover (Baum 2015; 
Huang, Van der Veen & Song 2018; Yam, Raybould & Gordon 2018). There are, 
however, exceptions to Brien’s (2004) suggestion that many employees see hotel and 
hospitality jobs as transient and not career oriented.   
  
Employees of some cultures who display national dimensions of embeddedness, 
tradition and conformity (Schwartz 1992, 1999) and dimensions of long-term 
orientation and low uncertainty avoidance (Hofstede 2011) are more likely to be 
circumspect about changing jobs often. The internal self-image is that of neutrality, 
based on direct experience that “it is not a bad place to work, nor a good place to 
work” (Brien, Thomas & Brown 2017, p.236). The perception that there are readily 
available entry level jobs where skills can be honed prior to moving on to another job 
(Lashley 2009) further echo the transient view of work, adding to the poor image that 
hotels project. While some internal factors, or avoidable influences on dissatisfaction, 
resulting in staff turnover may be controllable, other factors not in direct control of 
hotel management are unavoidable (Khatri, Fern & Budhwaz 2001; Lashley 2017).  
  
Overlapping with perceptions related to image and avoidable and unavoidable factors, 
Walker and Calvert (2016) researched de-motivating factors and areas of 
dissatisfaction at work. Rates of remuneration, status and working conditions took the 
top three places. These factors are arguably similar to those experienced by frontline 
service-delivery staff in hotels. This too can be culturally significant as some cultures 
view frontline interactive service jobs as menial and unsuitable for people from certain 
societal strata. This reflects attitudes, behaviours and graded structure of societies 
(Hanel, Vione, Hahn & Maio 2017) and the impact of personal values on prospective 
employee perceptions (Saito et al. 2021). Culture and its effects on prospective 
frontline employees and employment decisions are discussed in Chapter 3.  
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Poor remuneration 
  
Hotels are deemed to be poor paymasters with low satisfaction on remuneration, 
especially when comparing pay received for work performed and an unfavourable 
environment in which it is carried out (Baum 2019; Brendah, Noah & Beatrice 2019; 
Brien, Thomas & Brown 2017; Goh & Lee 2018; Huang, Wu & Zhang 2019; 
Williamson 2017). In a labour-and-capital intensive industry where payroll 
comprises a large proportion of costs, there is a conscious need to control payroll 
expenses. However, the apparent lack of distributive and procedural justice due to 
incremental increases in pay between experienced employees and newcomers cause 
further dissention in the former category of employees (Huang, Wu & Zhang 2019).   
  
The Australian Census of 2022 showed that in November 2019, the industry 
employed 925,300 workers, but had the lowest take-home pay when compared to 16 
other industries despite revenues of A$2.4 billion from the accommodation sub-
sector alone (Australian Bureau of Statistics 2022). Data from the Australian Bureau 
of Statistics (ABS), (ABS 2020; see Appendix 3) supports the perception of low pay 
structure in the hospitality industry in comparison with other industries. In contrast, 
in a recent comparison of most popular jobs, entry-level workers in Australian hotels 
appear to be paid better than other comparable professions such as retail assistants, 
administrative and office receptionists, airline cabin crew, amusement, event and 
recreational workers, the aged care sector and data entry workers (Australia’s most 
applied for jobs 2020; Dean 2019).  
 
In Singapore, revenue from the hotel industry amounted to SG$ 4.21 billion in 2019, 
declining to SG$0.98 in 2021 (Statista 2022). The industry employed 1,25,2000 
people in 2021, which was 37,000 fewer than 2020 (Statista 2022). This decline in 
revenue resulting in lower employment, could be attributed to the abatement in 
travel and tourism due to various restrictions during COVID-19. Despite this, 
unemployment in Singapore stood at 2.3% (Ministry of Manpower 2020). Full-time 
entry-level employees in the hotel and hospitality sector in Singapore earned between 
SG$1,600 and SG$2,000 a month during their first year (Asia Hospitality Careers). 
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89.4% of employees in all industries were employed on a full-time basis (Manpower 
Research and Statistics Department 2020).  
 
In the present-day context, it is also likely that the ongoing COVID-19 pandemic era 
will put pressure on a wage increase to attract and retain workers where the 
experience of mature age workers may be advantageous. As an emerging issue, this is 
further explained in Chapter 7.  
  
Social status  
 

Contributing to the poor external image of hotels, some cultures consider guest-
facing interactive service jobs as being that of servitude (McIntosh & Harris 2012). 
Consequently, it is stigmatised as a job suitable to those of lower education, low skill 
and low social esteem and status (Brien, Thomas & Brown 2017; Mooney 2018, 2016; 
Nazarian, Atkinson & Foroudi 2017;  Ooi 2019; Poulston 2015; Warhurst & Nickson 
2007b). For instance, in Japan, food and beverage workers and hostesses are referred 
to as Mizu shobai, a disparaging term meaning “water-trade” (Yamashita & 
Uenoyama 2006).  
 
Such contempt for service and servility is not particular to any one society or culture. 
Other hierarchical societies where conservatism, honour and mastery are high 
motivational values, the value of “face” (mianzi) and dignity is important (The 
Chinese Culture Connection 1987; Kopania 2020; Oyserman 2017; Schwartz 2012) 
and closely linked to the type of job one is in. Williamson (2017, p.205) conveys that 
in New Zealand the entire tourism industry was, until recently, mockingly termed the 
“Cinderella of Industries.” There is also the view that guests exude hierarchy and 
power over the service provider (Lashley 2017), further diminishing their status. 
Paradoxically, although providing altruistic hospitality in all cultures and societies is 
seen to be a noble act, its commercialisation has resulted in service providers being 
disparaged (Adhoch 2019).  
  
Globalisation and ease of travel have facilitated travel and migration, from the “poor 
Global South countries to rich Global North” countries (Lewis, Dwyer, Hodkinson & 



CHAPTER 2  

44     
  

Waite 2015, p.582), resulting in perceived low and semi-skilled “skilled” workers 
finding employment in hotels (Nazarian, Atkinson & Foroudi 2017). This has further 
fostered the poor image of the hotel industry as employing low-skilled workers from a 
lower social stratum (Baum 2015; Ooi 2019). Conversely, migrants (or expatriates), 
from the richer Global North to other countries, including the poorer Global South, 
obtain well-paid senior positions resulting in a stratified and two-tier labour market 
further enhancing the negative image of the hotel industry. In this context, King and 
So (2015) suggest that international hotel organisations prefer senior expatriate 
managers due to commonly accepted beliefs that they have more experience and a 
greater understanding of the business while Minkiewicz et al. (2011) believe that 
hotel guests prefer a Caucasian senior manager.   
  
Guests and employees also frequently confuse the social values of hospitality and 
hospitableness with servitude and subserviency, often resulting in emotional and 
physical stress experienced by staff (Christou, Avloniti & Farmaki 2019). MacDonald 
and Sirianni (1996) observe that there are mainly two kinds of jobs in the service 
industry: a high proportion of low-skilled and low-paid jobs and a few high-skilled 
jobs commanding high pay. These two levels are bridged by a few jobs with a median 
level of pay. It may however be argued that this is not exclusive to the hotel and 
hospitality industry. Additionally, there are negative social connotations associated 
with jobs being described as “low skilled”, reinforcing socio-cultural notions that pay 
scales are poor and the type of work is undignified, especially in departments such as 
housekeeping (Adhoch 2019; Nimri et al. 2020; Zampoukos 2021). However, Torres 
and Adler (2012) do not support that low skill equates to low pay as technical skills 
do not necessarily determine remuneration. Experience and soft skills comprising of 
interpersonal proficiencies are looked upon as being more important competencies 
by recruiters.  
  
Authors such as Warhurst and Nickson (2007b) challenge the concept of hotel and 
hospitality jobs being suitable for those with lower education or low skills. They 
maintain that the “new labour aristocracy” is more nuanced than that of servility and 
involves a different relationship between employees and guests, and that employees 
are progressively drawn from educated middleclass backgrounds to work in the 
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hospitality industry, particularly in four and-five-star establishments. 
Operationalising the definition of labour aristocracy, these authors suggested that 
they are a segment of the working class holding an economically or socially privileged 
position and represent the style labour market.   
  
Stress, burnout and adverse working conditions  
 

To provide guests with a positive experience, frontline service providers feel 
pressured to put guests before themselves (Blain & Lashley 2014). A managerial 
expectation and defining characteristic of the micro-culture in hotels is that of 
“facetime” and “presenteeism”, referring to long hours in facing guests beyond what 
is necessary to complete the task, taken to represent commitment to the job (Cullen & 
McLaughlin 2006; O’Neil 2012; Zhao & Gheselli 2016). Extended hours at work, 
much of it standing while maintaining display rules, combined with shift work, odd 
working hours, intense guest service and interactions results in stress, culminating in 
psychological and physical burnout (Chen, Chang & Wang 2019; Li, Canziani & 
Barbieri 2018). Such structural constraints, together with difficult and strenuous 
working conditions and often with inadequate training, result in poor skills and 
career development opportunities (Baum 2019; Goh & Lee 2018). These traits are 
instrumental in abetting quick burnout, rapid turnover and a deterrent for newer 
entrants joining the industry (McGinley, Hanks & Line 2017; Poulston 2015).   
  
A factor that instigates labour churn is the interpersonal constraint of work-life 
balance as a result of “workplace-induced isolation” (McGinley, Hanks & Line 2017, 
p.116), often resulting in work-family conflict (Chen, Ayoun & Eyoun 2018; Zhao & 
Gheselli 2016). Role balance theory predicates that an employees’ ability to segment 
and assimilate work and non-work realms to gain more satisfaction, positively 
influences work-life balance and other outcomes (Ferdous, Ali & French 2021). Age, 
the level of education and years of service in the organisation were also found to 
influence service levels (Kok & Bozkurt 2017). These authors hint that personnel who 
are well educated lament the lack of adequate responsibility given to them resulting 
in dissatisfaction, poor opportunities to progress and “learned helplessness” (Kok & 
Bozkurt 2017, p. 468).   
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In keeping with Hackman and Oldham’s (1976) job characteristic theory, they advocate 
that variety of skills, task identity and significance, suitable feedback and job autonomy 
motivate employees (Jabagi et al. 2019). It may be reasoned that the process-specific 
nature of tasks together with often conventional management styles diminishes 
motivation to conduct meaningful work, further intensifying dissatisfaction, learned 
helplessness and turnover (Tan, Lew & Sim 2019). Because of occupational stress and 
poor organisational support, turnover is high among educated personnel and retention 
of this group is challenging in the hotel and hospitality industry (Blomme, Tromp & Van 
Rheede 2008; Deery 2008; Van Rheede, Tromp & Blomme 2009). Moreover, as value 
congruence on work-family support and enrichment originate from supervisors and 
organisations, prescriptive and autocratic work and leadership styles hinder employees’ 
wellbeing and performance (Sublett et al. 2021).  
  
“Schizophrenia” is a word used by Hemmington (2007) to illustrate an eclectic 
collection of terms that describes aspects of the hospitality industry. Despite the 
hospitality and hotel industry being a composite of a range of sectors (Table 1.1 and 
Appendix 2), service delivery and having the “right” looks are a necessity and an art 
(Tews, Stafford & Zhu 2009; Timming 2016; Warhurst & Nickson 2020), providing 
entertainment and the need to stage-manage moments of truth and sensory 
experiences. Ironically, maintaining a constant smile in all service encounters and 
producing positive visible stimuli adds to the stress of the actors in what is already a 
fast-paced interactive service work environment. Emotional management may be 
motivated by pecuniary or prescriptive purposes (Bolton 2005). In the former, 
display rules are related to the commercial value of the theatrical “act” while 
prescriptive purposes depend on organisational, presentational and professional 
rules of engagement with the guests. Questionably, such prescriptive leadership and 
management styles with limited empowerment that are predominant in hotels add to 
emotional stress.   
  
These macro-cultural traits compound the source of negative psychological outcome 
often resulting in dissatisfaction and cynicism among employees. In turn, this is 
attributed, at least partly, to EL and “acting” or how well the actors manage and 
disguise their personal emotions and put on a “face” in presentation labour (Andela, 



CHAPTER 2  

47     
  

Truchot, & Borteyrou, 2015; Christou, Avloniti & Farmaki 2019; Lashley 2015; Shani et 
al. 2014; Sheane 2012). In this context, although a smile is a powerful and integral part 
of EL, Hochschild (1983, p.8) noted that it is often resented with some of her research 
participants having smiles that appeared “as being on them but not of them”.   
  
Emotional exhaustion caused by constantly regulating emotions, facial expressions 
and body language facilitates job stress and turnover (Hochschild 1983). 
Disillusioned employees may leave the industry, while some may move to another 
hotel (Goh & Lee 2018; Huang, van der Veen & Song 2018). The resultant high labour 
turnover characterises the hospitality (hotel) sector. Conversely, Gibbs and Slevitch 
(2019) found that EI co-relates positively with job satisfaction, increasing employee 
longevity in the industry but not necessarily with the same organisation. Taking a 
critical view of staff turnover, Alvesson and Spicer (2016, 2012) assert that managers 
and other stakeholders are complicit in the absence of reflexivity or functional 
stupidity in accepting high staff turnover as part of industry and occupational 
characteristics. Managers ascribe turnover factors to the nature of the industry and 
create a sense of dissonance among staff perpetuating labour turnover, which these 
authors term a “stupidity paradox”.  
  
Having introduced the construct of aesthetic labour earlier, the next section reviews 
literature on this topic. It also reviews a symbiotic relationship between antecedents 
to perceived ageist attitudes and AL in the hotel sector.   
  
2.4 Aestheticism and lookism in the hospitality industry  
  
This section explores literature behind the seemingly lack of “older”, or mature, 
workers in the frontline. Authors such as Breiby and Slåtten (2018), Chelcea and Ivan 
(2016), Chiang and Saw (2018), Ghodrati, Joorabchi and Muati (2015), Van den Berg 
and Arts (2018), Warhurst and Nickson (2020) and Warhurst et al. 2012, to name a 
few, have long since held that poor personal appearance is seen as an impediment to 
employment, particularly in frontline interactive service roles as in hotels and retail. 
They maintain that these organisations are choosing, or discriminating in favour of, 
workers with an emphasis on appearance and corporeal attributes intended to create 
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and heighten service encounters with guests, so providing benefits to the organisation 
in what Warhurst and Nickson (2020, p.10) term the “aesthetic economy”.   
  
While aesthetics of organisations is reflected in the servicescape, discussed in Section 
2.2.1, this section discusses the aesthetics in organisations. Together, they emphasise 
impressions management – moulding self-presentation and soft skills by providers in 
the service theatre, commodifying and packaging the hardware and software as an 
impressive product and making it part of the material culture that will sell.   
  
One aim of this research is to add to the body of knowledge on the social construct of 
aesthetics and lookism together with the “mediation effect of cultures” (Ghodrati & 
Joorabchi 2016, p.87), particularly in the hotel sector. As aesthetics is socially 
constructed and subjective, it is also socially and culturally ascribed (Bourdieu 2004). 
Literature on culture and cultural aspects is reviewed in greater detail in Chapter 3.   
  
The construct of aesthetic labour in interactive service advanced by Warhurst, 
Nickson, Witz and Cullen (2000, p.1) can be split into two parts.  The first relates to 
the workers as “a supply of embodied capacities and attributes possessed by workers 
at the point of entry into employment”. The second part relates to employers who 
develop, commodify and utilise corporeal body attributes of their employees to 
appeal to emotions created and felt with importance placed on the visual sense. AL 
implies prejudice based on appearance (Ayto 1999), or lookism, where frontline staff 
engage in interactive service to enhance guests’ experiences by “dynamic 
performative mannerisms” (Wu et al. 2020, p.2).    
  
Aesthetic labour therefore includes selling one’s corporeal qualities to “aesthetically 
appeal” to guests by provoking positive purchase emotions complementing 
favourable service encounters (Nickson & Warhurst 2007b, p.107; Witz, Warhurst & 
Nickson 2003). This also activates the attraction, interest, desire and action (AIDA) 
principle – stages that purchasers go through during a purchase decision (Rawal 
2013) and, like evaluating a hospitality experience, these decisions are based on 
emotional dimensions (Beldona, Kher & Bernard 2020). Despite its subjective 
nature, due to a globalised and mobile workforce, lookism remains rife, partly 
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attributed to ready access to the media and internationalisation of advertising 
propagating “perfect beauty” (Ghodrati & Joorabchi 2016, p.88).  
  
Used analogously with AL, aestheticised labour denotes a more “static appearance” 
(Wu et al. 2020, p.2) of employees made to look the part of “human artefacts” 
contributing to the aesthetic setting (Warhurst & Nickson 2020, p.94). Although 
employers enhance service skills and competencies of their employees, they develop 
and manage service workers’ somatic attributes as a strategy to achieve and exude an 
image of their brand through branded labour (Efthymiou 2018; Hopf 2018; Timming 
2017; Warhurst & Nickson 2009; Warhurst, van den Broek, Hall & Nickson 2012; 
Waring 2011).  
  
Pertinent to contemporary times, applications such as Instagram, online influencers 
and digital marketing also play a part in visual aspects, embodying branding and 
conforming to the corporate image (Hopf 2018; Quinn 2007; Sheane 2012; Timming 
2017). It appears that during the employment phase, importance is placed on the 
prospective employee to fit into the image the organisation is trying to project. 
Hence, how employees personal values and those of the brand align determine the 
employee brand fit (Ruzzier, Terglav & Kaše’s 2021). This person-to-organisation fit 
(P-O fit), AL and ageists attitudes in various guises, particularly in the areas of hotels, 
hospitality and retail, are therefore seen to play an important role in hotel and 
hospitality industries (Boone et al. 2013; Nickson & Warhurst 2007a; Robinson et al. 
2016; Van den Berg & Arts 2018; Warhurst, Van den Broek, Nickson & Hall 2011).  
  
Conforming to professional stereotypes, employment based on “pose, poise, polish, 
performance and prettiness” (Quinn 2007, p. 79) exemplifies the social construct of 
AL, suggesting a commodified and sexualised workforce.  
Posture, a key element of body language, forms an important clue of personality 
(Warhurst & Nickson 2020). Although Cox and Hobley (2015) refer to good looks, or 
lookism, taking precedence over other determinants during employment of frontline 
employees in the retail trade, it can plausibly also be applied as a deliberate strategy 
in the hotel and hospitality industry with staff being trained to organisational 
standards after they are hired. This demonstrates the importance employers place on 
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AL during the recruitment process and emphasis on appearance in interactive jobs so 
distinguishing the intangible from the tangible nature of services (Warhurst & 
Nickson 2020).   
  
Despite the ongoing COVID-19 economic slowdown, hotel companies are expanding, 
resulting in a growth of room supply with new hotels in the construction pipeline 
(McCracken & Daub 2022; Ricca 2018; Slowey 2018). In Sydney alone, 77 new hotels 
are in development, adding a total of 11,603 hotel rooms by 2025 (Tourism 
Accommodation Australia 2018). In Singapore, 4,756 hotel rooms were in the 
pipeline in the second quarter of 2019 (Singapore Tourism Board 2019). It follows 
that on returning to preCOVID-19 levels, jobs and careers in hotels will be on the rise. 
Both AL and EL have taken on prominence as a way of not only enticing positive 
reactions from guests but also as soft skills necessary to obtain that job (Sheane 2011; 
Warhurst et al., 2000; Wu et al. 2020).   
  
Extending Hochschild’s construct of EL and similar to Warhurst et al. (2000), Dean 
(2005, p.762) adds that AL “is about the need of the employer to convey meanings 
and conjure particular associations through the use of the worker’s body”. These 
definitions agree that the employers commodify bodily attributes for economic gain, 
what Huzell and Larsson (2011, p.104) call “living mannequins” and “marketing 
artefacts” and that aesthetics and lookism also denote good health and fitness so 
minimising sickness benefits and absenteeism. Warhurst and Nickson (2020, p. 102) 
add that employees become “human artefacts contributing to the aesthetic 
landscape”.   
  
In interactive service jobs where impression management is crucial, emotional 
displays, communication and body techniques are based on situational, cultural and 
contextual conditions of interaction (Christou, Avloniti, & Farmaki 2019; Sheane 
2012). The physical environment comprises the “hardware” – artefacts and 
management of spatial dimensions to shape guest encounters (Lugosi 2014b). It is 
however the “software” or human dimension emotional labour, aesthetic labour and 
social interactions with guests that encompass the theatrical experience of the guest 
evoking positive emotions, repeat guests and customer loyalty (Tsaur, Luoh & Syue 
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2015). Extending this construct, Witz, Warhurst and Nickson (2003) contend that 
service providers are now also very much part of the hardware and performers can be 
moulded as products to suit organisational purposes. At a sociological and 
philosophical level, it is difficult to separate the physical appearance and somatic 
nature (i.e., relating to the body rather than the mind) of performers from the social 
location as they are bundled with the environmental hardware to project the aesthetic 
utility of the venue (Bourdieu 1990). Moreover, Christou, Avloniti, and Farmaki 
(2019) posit that culture shapes emotional displays and expressions and how they are 
appraised by guests.   
  
The “beauty halo effect” (Chelcea & Ivan 2016, p.38; Sacco, Hugenberg & Kiel 2014, 
p.75) and its benefits have been studied in social psychology. Personal beauty has the 
potential to induce social discernment, in what Chelcea and Ivan (2016) term the 
“Aphrodite effect”. They cite prior research where customers rated service quality 
highly when physically attractive waitresses were present but ratings dropped when 
moderately attractive waitresses were in attendance. These authors also validated 
that beauty was associated with youthfulness, more so in women than in men, though 
women faced social discernment when aged over 50 years. They concluded that 
guests’ perceptions were dependent on the corporeal assets of interactive service staff 
with favourable consumer reactions to somatic attributes.   
  
There is a perception among guests that attractive frontline staff are seen to be better 
informed, kind, confident and provide better service (Li, Zhang & Laroche 2019; 
Magnini, Baker & Karande 2013). The phenomenon of “triple jeopardy”, the three 
“isms” alluded to by Granleese and Sayer (2006) specifically in the case of female 
employees – ageism, sexism and lookism – reflect stereotypical gendered ageism. 
Employers were capitalising on physical evidence, one of the marketing mix P’s, 
employing interactive service staff with an image, demeanour and appeal on the 
senses of the customers and influencing the buyer’s perceptions (Quinn 2007; 
Warhurst & Nickson 2007b). On engaging all five senses of guests, the experience 
becomes more personal and memorable where emotions often influence cognitive 
behaviour (Jiang & Yu 2020; Pine & Gilmore 1998; Tsaur, Luoh & Syue 2015).   
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Visible manifestation is conceptualised in biological or physiological terms and refers 
to the visible physical appearance of the person, in this case frontline hotel and 
hospitality actors. Job advertisements requiring photographs in some countries in 
the European Union, such as France and in the Middle East, appear to judge 
applicants by aesthetics rather than technical skills (Chelcea & Ivan 2016; Hopf 2018; 
Warhurst & Nickson 2020) by specifying requirements of attractiveness including 
body height, size and shape (Nickson, Warhurst & Dutton 2005; Warhurst et al 
2011).   
  
Through advertisements using jargon such as “smart young person” employers 
covertly indicate their preference for younger staff based on how they are dressed, 
judging static appearances (Chelcea & Ivan 2016; Nickson, Warhurst & Dutton 2004; 
Wu et al. 2020). Other attributes call for a good attitude, passion, style and pride in 
appearance that may be deemed appropriate for a given situation or purpose without 
specifying chronological age but covertly targeting younger applicants (Sheane 2011; 
Witz, Warhurst & Nickson 2003). Yet AL involves more than just being good looking. 
It also includes verbal and non-verbal mannerism or “performance mannerisms”  
(Wu et al. 2020, p. 4), social interaction skills and deportment of the actor.      
  
Physical attractiveness and appearance are seen as relevant to workplace acting and a 
barrier to employment for those perceived to be less attractive. Lionising good looks 
and beauty is a societal phenomenon that together with EI can also affect the 
employment process (Efthymiou 2018; Turkmenoglu 2020), with Little and Roberts 
(2012, p.795) referring to the “evolution, appearance and occupational success”, 
stressing that “appearance influences hiring decisions”.  This corresponds to 
assumptions of the external environment and a societal sentiment favouring good 
looking, younger workers (Billet et al. 2011; Mooney 2016). Research by Chiang and 
Saw (2018) and Li, Zhang and Laroche (2019) corroborated that beauty capital was 
an essential factor in hiring decisions, particularly for receptionists while Warhurst et 
al., (2012) documented links to better pay and job prospects in the hotel and 
hospitality trade. Using aesthetic and somatic attributes, recruiters create a low 
psychological distance between guests and interactive servers, to the advantage of the 
business (Li, Zhang & Laroche 2019).  
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Because the focus on employee, customer and service performance or  
“humanware” (Brunner-Sperdin & Peters 2009) affects guests’ “heartware” (Tan et 
al. 2014), EL and AL have a symbiotic relationship. In an anecdotal and paradoxical 
metaphor, hotels encourage their staff to look at themselves in the mirror, reminding 
them that they are now onstage and must conform to presentation standards and be 
mindful of their “face” as their performance starts now. Presentation standards are 
not just a means to an end – rather “it is the end itself” (Sheane 2011, p.155). It is this 
overall impression management by the organisation that manipulates the frontline 
actors in different situations to encourage positive emotions among the guests. 
Therefore, together with the servicescape, the service process provides organisations 
with a strategy to gain a competitive advantage. Staff members consequently become 
a product of power and by using their somatic attributes, together with EI, follow 
organisational norms expected of them. Aesthetics play an important role not only in 
the nature of the business but also in the recruitment process (Hopf 2018).   
  
2.4.1 Aesthetic labour and generational change  
 
The perceived benefits and need for aesthetic labour in the hotel and hospitality 
industry were reviewed in the previous section. Ostensibly, aesthetics and aestheticism 
are primarily related to youth and youthful looks, and in the context of this study, it is 
reasonable to extend the literature to include three synergistic concepts:   
 

(i) Aesthetic labour  
(ii) Generational socio-cultural characteristics of the contemporary workforce   
(iii) Contemporary needs of this workforce  

  
Generation Y (Gen Y) or Millennials, make up the majority of the workforce in the 
hotel and service industry (Brien, Thomas & Brown 2017; Goh & Lee 2018). 
Generation Z (Gen Z) or “Digital Natives”, born between 2001 – 2014 (Grewal & Levy 
2018), are now entering the labour market with estimates that they will account for 
20 per cent of the labour market in 2021 (Buckley & Bachman 2017; Goh & Lee 2018) 
and 75 per cent of the workforce by 2025 (Hall 2017). In 2019, 73 per cent of Hilton 
Hotels and Resorts workforce in the United States comprised of Gen X, Millennials 
and Gen Z (Hilton 2019 Corporate Social Responsibility Report). Hence, there is a 
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need to understand the nature and characteristics of these generations and the 
workforce as a whole as the guest experience can be shaped by static appearance and 
performative verbal and non-verbal mannerisms of the staff (Barko 2018; Christou, 
Avloniti, & Farmaki 2019; Wu et al. 2020).  
  
Generational theory proposed by Howe and Strauss (1991) considers behaviours and 
values that characterise generations giving them specific identities, usually resulting 
in socio-cultural, socio-economic and socio-political changes. Some characteristics of 
Gen Y, and perceivably Gen Z, include being ambitious and self-confident, 
technologically adept, a paradox between preferring to work individually as well as 
collectively in creative and dynamic work environments while desiring flexibility at 
work and a good work-life balance. They wish to be known as multi-taskers but have 
short attention spans and the need to be constantly engaged. While they are 
competitive and impatient for success, they want to be heard, crave attention and 
better work-life balance (e.g., Barko 2018; Brendah, Noah & Beatrice 2019; Brown, 
Thomas & Bosselman 2015; Ferdous, Ali & French 2021; Goh & Lee 2018; Tan, Lew 
& Sim 2019; Mooney 2016). Both Gen Y and Z are also ready to challenge the status 
quo and, in this case, the context of aesthetics, especially in the hotel environment as 
reviewed below. Some of their attributes make them suitable for the service sector 
while others appear to exclude them from the needs of the business. The dilemma 
faced by hotels is whether to suit business requirements to the newer generations or 
whether this workforce ought to change their views to suit more conventional 
business needs.  
  
Researchers agree that both of these generations are among the most mobile of 
employees to date in the work environment, resulting in high turnover costs. 
Together with the lure of international travel and job opportunities in the hospitality 
and hotel sectors, this results in a shortage of trained personnel (Davidson, Timo & 
Wang 2009, Goh & Lee 2018; Tews, Stafford & Tracey 2010). The apparent 
preference for and reliance on younger workers has a cause-and-effect reaction 
(Jenkins & Poulston 2014; Poulston & Jenkins 2103) and perpetuation of this cycle 
leaves few experienced staff to mentor newcomers.   
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Upscale hotels are particularly focused on their brand image and are 
characteristically conservative in nature where dress code, make-up and jewellery 
worn by employees are prescribed and physical attractiveness is seen as an asset 
(Magnini, Baker & Karande 2013; Ruetzler et al. 2012). How these hotels react to the 
modern trend of tattoos and visible body modifications (VBM) such as body piercings 
is therefore instrumental in maintaining aesthetic standards, brand representation, 
the effect of branded labour on guests (Baumann, Timming & Gollan 2016; Timming 
2017) and employee brand fit (Ruzzier, Terglav & Kaše 2021). VBM worn by staff 
was, until recently, considered undesirable where both management and guests 
considered them to be distasteful representations of the hotel brand (Nickson & 
Warhurst 2007b; Nickson, Warhurst & Dutton 2005; Timming 2015). All these 
attributes coincide with the P-O fit of the prospective employee (Arieli, Sagiv & 
Roccas 2020; Ghodrati, Joorabchi & Muati 2015; van den Berg & Arts 2018).  
  
In popular culture, tattoos and VBM no longer hold deviant connotations, rather they 
are looked upon from a socio-cultural perspective as fashionable self-expression of 
the current generation (Timming 2017). However, there are still prejudices against 
tattoos and VBM by both employers and guests with female employees facing more 
prejudice than men (Hopf 2018; Timming 2017). Linking SERVQUAL dimensions, 
particularly those of reliability, assurance and empathy, to guests’ perceptions of 
VBM, guests were found to have positive impressions of professionalism from 
attractive employees during the service encounter. In keeping with their traditional 
image while being selective and judicious, upscale hotels preferred employees 
without excessive VBMs. Paradoxically, this appears to be employers’ perceptions of 
customers’ views on tattoos and other VBM as an impediment in recruitment 
(Tiimmming 2015).   
  
Nevertheless, one of the nuances of the current workforce is their desire to express 
themselves in various forms and body art is seen as one way of expression. Hotels 
therefore need to deliberate the image they want to portray to their target market 
while also being creative in service delivery (Berry et al. 2010) and balancing the 
needs and characteristics of the present generations. However, because of mass 
migration, various levels of culture are involved in such decision sensitivities – from 
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the country level to the organisational, occupational and personal levels. This 
includes guests and staff from diverse backgrounds, each with its own subtleties 
while simultaneously keeping business interests at the centre of the decision.   
  
This section reviewed literature on the aesthetics in organisations and the aesthetics 
of organisations, particularly in the hotel and hospitality industry. The latter is 
closely associated with the servicescape to produce experiencescapes in service 
delivery for guests, valuing design to attract guests and differentiate their product so 
providing a perceived sense of quality (Lockwood & Pyun 2019). The servicescape or 
aesthetics of organisations is assumed to play on guests emotionally, cognitively and 
physiologically. Moreover, guests will be inclined to spend more time and money in 
pleasant settings (Lockwood & Pyun 2019). In contrast, a lack of aesthetics and EI 
leads to negative purchase emotions and diminished spending by customers (Quinn 
2007) and a poor experience resulting in post purchase dissonance (Warhurst & 
Nickson 2020). Aesthetics in organisations is related to aesthetic labour and lookism. 
It follows that sensory-pleasing somatic attributes are very likely sought during the 
employment phase believing that “what is beautiful is good” (Chelcea & Ivan 2016, 
p.39). Hence, there is a likelihood of cognitive biases as precursors to ageist attitudes 
where good looks and age are not thought to be mutually exclusive. In the context of 
this study, it is important to review how ageist attitudes, particularly in hotels, affect 
employers and flows on to employment decisions.   
  
2.4.2 Ageist attitudes in the hotel industry  
  
“Ageism”, a term introduced by Butler (1969), incorporates three facets: prejudices 
and attitudes; behaviours and stereotyping of age groups; institutional norms and 
strategies with decreasing opportunities. Ageism is therefore purported to be a 
preconception and banal construction of ageing and older people (Ayalon & Tesch-
Römer 2018). However, being a “prejudice by one age group against another age 
group” (Butler 1969, p. 243), it results in a lack of respect conferred to any age group 
because of one’s age (Abrams & Swift 2012; Lev, Wurm & Ayalon 2018; Mooney 
2016; Voss, Bodner & Rothermund 2018).  
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A biased view exists that physical ability, performance and attractiveness decrease 
with chronological age and managers only employ older workers as a last resort 
(Billet et al. 2011; Rupp, Vodanovich & Crede 2006). False assumptions through 
commonly held negative stereotyping also conflicts with critical thinking as it 
assumes that “older” people are a homogenous cluster, perhaps paradoxically due to 
the lack of an older workforce in hotels (Poulston & Jenkins 2013). The industry 
appears to favour and rely on a younger workforce, particularly in the frontline, as 
hotels are perceived to be physically challenging workplaces (Jenkins & Poulston 
2014; Solnet et al. 2016). Decisions on recruitment and selection of labour in 
customer service areas tend to be based more on lookism, attractiveness or aesthetic 
qualities rather than on technical skills (Jenkins & Poulston 2014; Nickson, Warhurst 
& Dutton 2004; Warhurst & Nickson 2020).   
  
ABS statistics from January 2022 show that in November 2021, from a total of 
852,7000 employed in the accommodation and food service industry, 639,600 or 
74.61 per cent were up to 39 years of age. Furthermore, 50.72 per cent of this 
group were employed part-time while 24.24 per cent were fulltime employees 
(ABS 2022; Appendix 4). In the main, Poulston and Jenkins (2016) advance two 
reasons for the under-representation of older workers in hotels: prejudices against 
older workers by hospitality employers and a lack of interest in the hospitality 
industry by the “older” demographic.  
  
“How old is old?” is an unanswered question in the literature. As age is a social 
construct with a cultural and socio-cognitive meaning (Kite et al. 2005), there is no 
consensus as to what constitutes “old”. The three dimensions of aging – social aging, 
psychological aging and physical aging – results in a complex discourse around age 
that is widely questioned (Chu & Chu 2013; Graham 2014). Being an ascribed status 
and transitional in a biological and/or social context, it is a relative term making it 
difficult to establish when a person is considered “old” (Powell & Wahidun 2008), 
more so in different cultures. Rather, Barak’s (2009) research across a range of 
countries found that subjective age was consistently younger than chronological age.   
  
It is rather simplistic to categories the working population into two groups of  
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“young” and “old” as both categories can be further subdivided chronologically (Ng & 
Feldman 2010). Instead, Ayalon and Tesch-Römer (2018) divide ageism into three 
levels: micro-level that deals with the individual; the meso-level that relates to social 
entities; and the macro-level, which applies to societal cultural values. Understanding 
the implication of age is important because it affects workers and prospective 
employers as well as the image of the brand and organisation that companies try to 
project; employees become “artefacts of the brand” (Harquail 2006, p.162). Although 
Mooney, Ryan and Harris (2017) also utilise micro, meso and macro levels, it is in the 
context of social identity connected with age, gender and ethnicity.   
  
Age at which workers are presumed to be old varies from 40 (Ng & Feldman  
2010) to 44 (Billet et al. 2011) to 50 (Loretto 2010). Although Nooyens, van  
Gelder and Verschuren (2008) suggest that cognitive decline starts at 43, Ferdous, 
Ali and French (2021) suggest that employees over 45 are middle aged and Furunes, 
Mykletun and Solem (2011) believe that it is between 45 – 47. The European Social 
Survey (Abrams & Swift 2012, p.2) states “… youth to end at 35 years and old age to 
begin at 59 years”. “Older” and “younger” workers are demarcated at a chronological 
age of 37 years by Schwartz (2013) and an Australian Government discussion paper 
(2018) has youth between the ages of 15 – 24 and mature age 55 years and over. 
Women generally consider the age parameters to be later than men do, and 
perception of these age lines is partly dependent on gender and relative age, which is 
in comparison to their own age (Abrams & Swift 2012).   
  
As there is no universal definition of what constitutes “old”, clearly age as a number 
is arbitrary and subjective. Cleveland and Hanscom (2017) offer alternatives such as 
functional, physical, social, subjective and biological age by which age is determined 
or measured. However, Abrams and Swift (2012) take a pragmatic work-based 
approach where age thresholds are dependent on contextual influences such as the 
industry in which one is working that determines who is young and old. In the 
hospitality industry, there is a tendency for workers to be deemed “old” at a 
considerably earlier age than many other industries (Barron, Leask & Fyall 2014), 
which probably indicates that functional and physical age are important criteria. For 
instance, Nickson and Warhurst (2007b) believe that a bar manager may be 
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considered “old” at the age of 30. With this wide chronological age range delineating 
“young” from “old”, Mooney (2016) and Ayalon and Tesch-Römer (2018) suggests 
that age norms are fluid, shaped by expectations, social and cultural context and 
reflected in management decisions.  
   
“Work effectiveness factors” and “maladaptability factors” are two dimensions 
applied to “older” people by human resources managers that act as barriers to their 
employability so perpetuating ageist employment decisions (Chiu et al. 2001). 
Research also indicated that ageism is entrenched in today’s society with a 
stereotypical bias against mature age workers irrespective of their actual performance 
(Billett et al. 2011; Kite et al. 2005). Some signs of ageism in organisations include 
employees of one generation complaining about those of another generation; hiring 
is predominantly from one particular generation; managers making assumptions that 
a particular generation is not suitable for certain tasks and competition between 
multi-generation teams (Barko 2018; Blauth et al. 2011). It could also be contextual 
and situational as a possible perceived stereotypical threat during an interview with a 
younger interviewer, (Voss, Bodner & Rothermund 2018) suggesting that ageism is 
practiced covertly when short listing applicants, confirming that age prejudice is 
present in the workplace.  
   
Research by Ghodrati, Joorabchi and Muati (2015) concluded that culture has a 
significant influence on how lookism and age-related stereotypes impact employment 
attitudes in some countries. They also maintain that such attitudes have been 
influenced by globalisation and that people themselves attempt to look the part and 
match the corporate image of organisations they work for. Although beauty is 
subjective, in some communities it also affects people of certain ethnic backgrounds to 
find and retain jobs because of the deviation and non-compliance from the “standard” 
or desired look and biased interpersonal preferences and stereotypes (Sims 2014; 
Warhurst et al. 2012). It would appear that AL is of importance in decision and 
selection criterion within the hospitality sector as is the perception that certain jobs 
are more appropriate for certain ages, and perhaps even ethnicities, especially in 
frontline operational areas (Kusluvan et al. 2010; Voss, Bodner & Rothermund 2018; 



CHAPTER 2  

60     
  

Warhurst & Nickson 2007b). Attractive people tend to earn more, and gender, race 
and age all play a part in the “Aphrodite effect” (Chelcea & Ivan 2016).   
  
AL is not gender specific and indications are that AL is strongly associated with 
youth, or youthful looks, though it is a requisite for “older”, or mature, employees, 
too (Warhurst & Nickson 2009; Warhurst et al. 2012). Hence, Mooney (2016, p.10) 
maintains the importance of a youthful body-age rather than chronological age and 
“age… as a dimension of power relations in hospitality employment”. Biased positive 
characteristics attributed to attractive individuals can be, and arguably are, exploited 
by organisations to create emotions and even social dominance among customers 
and guests (consumers) resulting in heightened positive emotions that leverages 
purchase-behavioural intentions (Tsaur, Luoh & Syue 2015).   
  
There can also be the possibility of ageist attitudes being driven by customers, societal 
norms, social factors and preferences (Ayalon & TeschRömer 2018; Billet et al. 2011; 
Chiu et al. 2001; Mooney 2016) and sexist attitudes may favour a particular gender 
(Quinn 2007). Less physically attractive individuals are seemingly socially 
discriminated by both employers and guests due to social categorisation and 
stereotyping (Chelcea & Ivan 2016). Not only could the subject of age be cultural but 
also be political and institutionally ingrained (Ghodrati & Joorabchi 2016; Ghodrati, 
Joorabchi, & Muati 2015). This apparent nexus between youthful good looks and 
chronological age influences employers in believing that this combination is important 
for their business when used as a strategy to help improve revenue (Ghodrati, 
Joorabchi & Muati 2015; Warhurst & Nickson 2020; Warhurst & Nickson 2009).  
  
There is also the reverse of the Aphrodite effect where when applying for positions that 
are stereotypically feminine in nature, highly attractive women hold an advantage, while 
attractiveness is not considered to be a criterion when they apply for jobs considered to 
be stereotypically male dominated (Chelcea & Ivan 2016). In contrast, these authors cite 
research that found managers to be more critical of poor job performance by highly 
attractive staff members than less attractive staff members. Another study by Braun, 
Peus and Frey (2012) found staff working under highly attractive female leaders 
considered them to be less trustworthy resulting in less loyalty to them. Despite these 
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seeming drawbacks of attractiveness, both studies uncovered that socially desirable 
characteristics usually related to “what is beautiful is good” has more advantages in 
service industries than “beautiful is beastly” (Braun, Peus & Frey2012; Chelcea & Ivan 
2016, p.47; Li, Zhang & Laroche 2019; Wan & Wyer 2015).  
  
It is apparent that a stigma exists in employing and retaining “older” frontline 
workers in hotels. The negative stereotypical belief among employers is that cognitive 
ability decreases with age, adaptability of older workers to different tasks declines, 
they are less trainable and that they have a poor attitude and lack confidence when it 
comes to learning, especially new technology (e.g., Gringart, Helmes & Speelman 
2013; Poulston & Jenkins 2013). They appear to be less motivated with a poorer 
attitude to their work resulting in lower expectations and diminished quality of work, 
particularly due to the physical nature of hospitality work (Gringart, Helmes & 
Speelman 2013; Hertzman & Zhong 2016; Poulston & Jenkins 2016, 2013).  
 
Disenchantment with younger supervisors and the glass ceiling phenomenon exists 
especially for older female workers. No respondents to Poulston and Jenkins’ (2013) 
surveys identified anyone under 45 as being old. These authors do, however, add that 
this age limit is “lenient” (p. 14) and that a third of the respondents were under the 
age of 35 with “younger employees favouring other younger employees” (p. 18).   
  
“Functional stupidity” exists in the form of a lack of reflexivity and narrow thinking 
in organisations by not tapping the experience of mature workers, rather believing in 
age-related apathy (Alvesson & Spicer 2016). Ironically, younger workers too are 
being stereotyped as having the qualities that are “perceived” to be lacking in the 
“older” workforce. Moreover, Cleveland and Hanscom (2017) remind employers that 
chronological age is only one factor in determining how age is viewed. Therefore, in 
relation to frontline entrylevel workers in four-star city hotels for the purpose of this 
research and in keeping with Schwartz’s (2013) view, it may be contended that youth 
ending at 37 years of age would be quite realistic and applicable.  
  
This section has reviewed and discussed literature related to culture of hospitality 
and culture in hospitality as well as aesthetics of organisations and aesthetics in 



CHAPTER 2  

62     
  

organisations related to the hotel sector. Attention now turns towards the mediation 
effect of culture on the hotel and hospitality industry and possible links to how 
employers make employment decisions. Culture is reviewed in greater detail in 
Chapter 3.  
  
2.5 The intersection of culture   
  
This section introduces the cultural aspects of the study, coupling it to literature 
reviewed in preceding sections. It bridges this chapter and the next, where literature 
on culture in the sociological context and the part it plays in employment decision-
making is deliberated in greater detail.  This study does not seek to establish Eastern 
versus Western cultural characteristics or comparisons but instead how 
hotels/hospitality and culture are related, and congruencies and differences are 
explained in a cross-cultural context. 
 

In the sections above, “culture” was referred to in numerous contexts: 
   

• Historical context: culture as principles, traditions and values of hospitality; the 
manifestation of “hospitality” by different national cultures and how culture 
embodies hospitality   

• “Hospitality culture” emanating from macro and micro levels in individual hotels 
resulting in the culture of hospitality and culture in hospitality  

• Sociological context: modern day understanding of the hotel and hospitality industry 
in the context of service, EL, aesthetics and ageism.   

  
Emotional labour relates to controlling one’s own emotions and those of the guests 
(Lam, Cheung & Lugosi 2021a; & Nickson 2007b). It also covers how guests and 
cultural societies in which they are located view aesthetics, influencing managerial 
employment decision-making. Behaviour is motivated by beliefs on which personal 
values are based (Rokeach 1973). Judgements are made on those values that 
perceptibly shape the hospitality experience and customer satisfaction (Beldona, 
Kher & Bernard 2020). In keeping with the symbiotic themes of emotional and 
aesthetic labour, this section draws a correlation between how organisations manifest 
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the culture of inseparability with AL, ownership structures of hotels and the culture 
of class, gender and age.   
  
2.5.1 Organisational culture and hospitality contexts  
  
The discussions so far have included aspects of national, organisational, occupational 
and individual or personal cultures. Although national and personal culture are 
discussed in more detail in the next chapter, prior to proceeding with the narrative of 
organisations and organisational culture (OC), a brief description of what it is and its 
place in this study is provided.   
  
While there is no complete definition of OC (Chander, Heidrich & Kasa 2017), to 
facilitate its purpose and understanding, Martin (1992) has categorised OC into four 
areas: behaviour within the organisation, based on its founders and history; clarifies 
management philosophy, giving employees a platform to work from; provides clarity 
in policies, procedures and norms (Chandler, Heidrich & Kasa 2017); relates to its 
performance and productivity. In an attempt to provide a definition, Hofstede, 
Hofstede and Minkov (2010) maintain that the OC can be determined by establishing 
the vision and mission statements of the organisation. They then answer the 
questions about who the organisation is, what they do and where they see themselves 
headed so inculcating a culture of their own.   
  
In organisations, culture can be taken as the basic assumptions influencing the 
behaviour and beliefs reflecting the philosophy shared by organisational members 
(Cameron & Quinn 1999; Clegg, Kornberger & Pitsis 2011; Szydło & Grześ-Bukłaho 
2020). As culture is an intangible social construct with numerous observable and 
hidden features, it is a complex concept making it difficult to define. Organisations 
being culture-bearing entities are dependent on the paradigms and perspectives that 
underpin them (Deery & Shaw 1999; Schein 1999; Willcoxson & Millett 2000). OC 
not only affects how the organisation is run but also its long-term profitability and 
success (Wiewiora et al. 2013). Moreover, OC may be grouped into external and 
internal variables. Both groups are applicable to this study. External variables include 
the type of environment in which they operate influenced by national, regional and 
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local cultures and features of the participants that include their demographics and is 
typified by its artefacts, values and basic assumptions.  Internal variables include the 
type of organisation and vocation and its features – that is, ownership structure and 
leadership styles, type of management, size of the organisation and national culture 
(Szydło & GrześBukłaho 2020). Most applicable to this research is that these 
variables are epitomised by having the same top leadership and management but 
functioning in different cultural environments (Szydło & Grześ-Bukłaho 2020) – that 
is, Sydney and Singapore. These aspects are elaborated in Chapter 3.  
  
Service is a major component of the hospitality industry and how it is produced and 
provided by the hospitality worker impacts on the overall guest experience of the 
“product”. Characteristics of service, intangibility, inseparability, heterogeneity and 
perishability typify the culture within the hospitality industry and differentiate it 
from other product-driven industries (Section 2.2.1). O’Neill (2012) theorises that 
such standardised norms affect the macro-culture of the hotel industry and that 
organisational culture is manifested in organisational practices.  
  
Since national cultures shape people’s sentiments and behaviour, they can influence 
micro-organisational practices. It is in the organisation’s interest to harness its 
human capital and control the culture for a positive economic impact (Harris & 
Ogbonna 2002; O’Neill 2012). Such strategic orientation can determine the 
interaction of organisations (hotels) with external stakeholders – guests and 
competitors (Han 2012).  
  
The rationale behind managing culture is based on the assumption that organisational 
culture is linked to business performance (Carvalho et al. 2019; Ogbonna & Harris 
2002). Differences in cultural dimensions can impact work-related outcomes. While 
senior executives are instrumental in corporate decision-making, executive operational 
managers in hotels are responsible for staffing requirements, job descriptions, 
recruitment and promotions. It may be argued that the board and executive managers 
influence the organisational culture as they may control or inadvertently influence the 
ideologies that constitute the culture of the organisation. Recruitment and internal 
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promotions could be prejudiced by visible manifestations and deep levels of 
underlying assumptions that may be institutionally ingrained.   
  
Arguably, factors affecting the organisational culture of the hotel sector may also include:  
 

• Local and stand-alone companies, as opposed to multinational companies  

• Influences of the parent organisation    

• Influences of the ownership structure   

• Residents of the host country versus expatriate executives and how their cultures and 
values may impact the overall organisational culture (Section 2.3.2)  

• The relationship between such national cultures and the leadership composition of the 
organisation, in this case two individual hotels (Dawson, Abbott & Shoemaker 2011)  

• Hotels in various countries may not conform to the directions of the 
board/headquarters in the parent country, in the case of managed and franchised 
hotels, due to the peculiarities of the country in which the hotel is located.  

 

With this grounding in OC, the rest of this section reviews how globalisation affects 
organisation and social class. It also discusses how owners and their cultural 
backgrounds can affect employment attitudes.   
  
2.5.2 Effect of globalisation on organisations, social class and lookism  
  
Globalisation has resulted in diversity of labour from different races, genders, age and 
educational backgrounds in the workplace, ensuing a blend of social and cultural 
identities forcing organisations to reframe traditional paradigms (Ghodrati & 
Joorabchi 2016). The economic and political impact of predominantly Western nations 
has led the way in crossing cultural boundaries and status identity (Ghodrati & 
Joorabchi 2016; Mathur 2010; Ooi 2019). The subsequent result is that conventional 
national beliefs, values and attitudes have gradually changed reflecting the dynamic 
nature of culture, particularly in the workplace.   
  
The complex convergence of different cultures managing hotels of the same 
organisation but in different countries and cities, as those in this study, points to a 
theoretical gap which this research aims to address. The multinational’s headquarters 
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based in France, regional office in Singapore and a smaller regional centre in Sydney 
requires alignment and synthesis of tasks, manpower and cultural awareness. Senior 
management expatriates transferred from the mother organisation bring with them 
different attitudes, norms and beliefs and combine with those of the host countries for 
common economic goals and business competitiveness. They can exert power in at 
least four ways: suppression, scheduling objectives, influencing ideologies and 
endorsing jobs for certain people (Fleming & Spicer 2007) bringing with it the 
potential for conflict with local operators who would be more conversant with the 
nature of their business and guests’ needs. This can cause emblematic dissent in the 
local hotels due to a variety of cultural dimensions and values that are not necessarily 
in sync with each other (Ghodrati & Joorabchi 2016; Witz, Warhurst & Nickson 2003).  
  
An effect of globalisation on organisations has been in the area of lookism with 
societal expectations changing due to cultural mobilities and the global reach of 
organisations in marketing and advertising (Ghodrati, Joorabchi & Muati 2015). 
Results of Ghodrati and Joorabchi’s (2016) study found that there is a significant 
positive relationship between lookism and globalisation; globalisation and culture; 
age groups and culture; and culture and lookism. Corporeal image was found to exist 
in the service sector influencing cultures at different levels regardless of age group or 
gender of employees, which these researchers termed “the mediation of culture” (p. 
98) while younger employees appeared to model themselves on societal cultural icons 
(Ghodrati, Joorabchi & Muati 2015).   
  
Motivational factors that drive organisations are inclined to vary dependent on the 
country and economic conditions prevalent in the region and Luthans (2008) adds 
that gender also plays a part in this. In social psychology, Attribution Theory studies 
the cognitive process by which sense is made about internal or situational and 
external or dispositional factors inducing stimuli so influencing behaviour. 
Situational attributions are reflected in organisational behaviour where external 
factors such as cultural and social influences affect personal behaviour (Kassin, Fein 
& Markus 2011; Luthans 2008). To this, Ooi (2019) adds that as values and habits 
change depending on circumstance, behaviour, reciprocations and responses are also 
situational, each affecting the other. Dispositional attributions are reflected in 
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personality traits and motivations (Kassin, Fein & Markus 2011; Luthans 2008). 
Consequently, employers who encourage dispositional attributions and employees 
displaying them can influence outcomes through their own efforts and skills. The 
resultant locus of control can be perceived to be prevalent in the hardware and 
software of AL, lookism and EL necessary for hotel frontline employees but is seen 
differently by employees from many different cultures working in these hotels.   
  
Some authors (cf. Bourdieu 1990; Mooney 2016; Warhurst & Nickson 2007b; Witz, 
Warhurst & Nickson 2003) suggest that social class identity, age, race, and location 
are embodied characteristics and instrumental components representative of AL. 
They continue that, seemingly, hotels prefer employees who possess more cultural 
capital and are adept in emotional and cultural intelligence. The interactive process 
by the performer is now seen to be more about superordination rather than the 
traditional servile or subordination that was associated with domestic service 
(Warhurst & Nickson 2007b). Paradoxically, the implication is that hotels themselves 
are complicit in linking service with servitude through the use of certain styles of 
uniforms, service rituals and norms on how to engage with guests suggesting low 
status work fit for the working class (Lashley 2017; Golubovskaya, Robinson & Solnet 
2017, Warhurst & Nickson 2020).   
  
2.5.3 Where hotel ownership structures and cultures collide  
  
In this contemporary age, ownership and operational structures of hotels can vary 
significantly. Multinational companies began divesting previously owned hotels to 
third-party owners and investors realigning their business model from owning and 
operating businesses to being “asset-light” and then leasing them back as 
management contracts or franchises. Beneficiaries of this financial structural 
arrangement have been private equity firms, real estate investment trusts (REITs) 
and hotel companies themselves (Blal, Bianchi 2019; Li & Singal 2019; Page 2007; 
Seo et al. 2021). Hotels are also owned by wealthy individuals, often as trophies to 
improve their standing in their social circle and “ego identity” (Shi & Wang 2011, 
p.93; Stern & Dietz 1994) and by luxury brands such as Versaces and Armani. The 
legal entity that owns a hotel can assume many different forms including wealth 
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funds, joint ventures, sole proprietorship, partnership or institutional owners as well 
as REITs and public listed corporations owned by equity funds as previously 
mentioned. They may also be strata titled, owned by banks as administrators and 
sometimes government-controlled entities. Hotels may exist as a single-site stand-
alone independent business or as part of a larger chain.   
  
New hotels are often owned by one party then franchised or leased and managed by 
transnational companies. In many cases, while the realty and/or actual hotel building 
is owned by one entity, the hotel business may be managed by another. The investor 
need not necessarily be the operator or involved in the daily operational activities of 
the business. Although the general manager (GM) acts as the agent of the owner and 
works for the management firm, owners, nevertheless, may exert their influence and 
monitor hotel operations, including that of employment and possibly promotions 
(Collins & Perret 2015; Gannon, Roper & Doherty 2010; Hodari et al. 2020; Kim & 
Jang 2018).   
  
When national cultural dimensions and motivational values contrast from one 
country to the next (e.g., Chhokar, Brodbeck & House (eds) 2007; Hofstede 2011; 
House et al. 2002; Schwartz, 2006; Schwartz et al., 2012) it often causes tensions and 
discord among the various actors. Cultures of owners, managing firms, senior 
managers and employees may collide causing disagreements between owners and 
multinational hotel operators on various aspects of hotel operations resulting in 
compromises being made by the operators to provide owners with substantial 
financial returns. Chapter 3 discusses cultural dimensions and motivational values in 
greater detail and explains how national culture plays an important role in this.   
  
It would not be unreasonable to assume that the ownership model at the firm level is 
affected at the macro and micro levels by national culture, structure of the controlling 
shareholders and national regulations (Kim & Jang 2018; Solomon 2013). Values and 
cultural backgrounds of the initiator(s) or founder(s) and major shareholders may 
exert a positional or ascribed dimension of power on the culture of senior 
management and the organisation as a whole (Hodari et al. 2020). National cultures 
between owners, managing firms, senior managers and employees may collide 



CHAPTER 2  

69     
  

causing disagreements between owners and multinational hotel operators on various 
aspects of hotel operations, resulting in compromises being made by the operators to 
provide owners with substantial financial returns. Culture and how it affects business 
and business decisions, including employment decisions, is deliberated in more 
detail in the subsequent chapter. 
  
2.6 Chapter conclusion  
  
This chapter is the first of two that reviews and discusses literature pertinent to this 
study. Setting the field of the research, this chapter provided a brief background of 
the hospitality industry from its early times when it was considered to be a spiritual 
and benevolent duty of a host towards nonhouseholders requiring the “holy trinity” 
(Brotherton 1999, p.168) of food, drink and accommodation to non-householders. 
Since then, it has morphed into a more technical and systematic study of managing 
services for mercantile and pecuniary benefits vying for a competitive advantage over 
other similar businesses.   
  
Literature in the areas of characteristics that define the hotel and hospitality industry 
were discussed. Work value is the psychological need of individuals that determine 
their choice of career and behaviour (Vansteenkiste et al. 2007). Based on Schwartz’s 
(1992) cross-cultural research and theory of human values and motivation, later 
classified into four basic categories (Schwartz 1994), Ros, Schwartz and Surkiss 
(1999) determined four work values that reflect an individuals’ motivation to work: 
extrinsic, intrinsic, prestige and social.   
  
The presence of social stigma among some cultures in frontline interactive service 
work in hotels was highlighted. Idiosyncrasies of the culture in hotels included the 
perception that employment in hotels was unattractive, lacking prestige, coupled with 
poor career advancement and opportunities. The paradox between being a social job 
through guest interaction and unsociable due to odd hours and shift work, extrinsic 
factors (e.g., perceived poor wages and lack of job security), lack of organisational and 
distributive justice result in an unconducive and unstable work culture. Intrinsic 
motivation is often inadequate, frequently being at odds with cultural attitudes and 
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socially acquired values of the individual and their families. The two cultures – work 
and societal – appear to be out of sync. Being traits common to hotels, it is collectively, 
if not simplistically, termed culture of hotels, referring to processes, habits, the way of 
life and “the way we do thing around here”. Similar to the sociological definition of 
culture that broadly encompasses social behaviour and norms in societies, hotels too 
have a culture that is an abstract, pervasive pattern of learned behaviour, shared by 
members of the hotel and broader hospitality community.  
  
Aesthetics of organisations are manifested in the organisations’ hardware and 
software, combining the animate and inanimate “into the physicality of place” (Witz, 
Warhurst & Nickson 2003, p. 45). Contemporary hospitality presents as being 
infatuated by style, particularly in the four and five-star hotel markets and an 
emphasis on the servicescape (Bitner 1992). This is evident in the proliferation of 
“soft-brand” boutique and lifestyle hotels, themed and designer restaurants and bars 
aimed to create an atmosphere that facilitates service, while providing guests with 
entertainment, relaxation, escapism and personal stimulating experiences (Baek, 
Choe & OK 2020; Jenkins & Roche 2010; Pine & Gilmore 1998; Witz, Warhurst & 
Nickson 2003; Wu 2021). These actions are conducted covertly and overtly using 
symbols, artefacts, EI and AL to distinguish and differentiate organisations from 
their competitors, establishing the inseparability of aesthetics and organisations by 
commodifying situational performances (Witz, Warhurst & Nickson 2003).  
  
Aesthetics in organisations also emphasised impressions management – moulding 
self-presentation and soft skills by providers in the service theatre, commodifying 
and packaging the hardware and software as an impressive product making it part of 
the material culture that will sell. Aesthetic labour, or lookism, is thought to be 
synonymous with youth and necessary to appeal to the senses of guests so adding to 
memorable guest experience. With static appearance and performative mannerisms 
(Wu et al. 2020) including EL, it is expected that guests will stay longer, spend more 
and encourage repeat patronage.  Both AL and EL also play a part in the person-to-
organisation fit (P-O fit) of the employee projecting the organisation’s (hotel’s) brand 
image. Lookism, or attractiveness of prospective employees, plays a considerable part 
in the psychology of employers as well as guests, attracted by the beauty halo and 
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Aphrodite effect believing that what is beautiful is good. Coping with the quirks of the 
hotel and hospitality culture further enhances the rationale that hotels, and the 
hospitality industry in general, appear to favour and rely on a younger workforce. The 
work is perceived to be physically challenging and a view that performance decreases 
with chronological age resulting in ageist attitudes prevailing in the hotel sector.  
  
The preference of “young over old” employees results in negative stereotypical views 
of mature workers. Although over 30 years have elapsed since Sterns and Doverspike 
(1989) conceptualised age in five categories: chronological, functional, psychosocial, 
organisational and lifespan, they are still widely cited and used (Cleveland & 
Hanscom 2017). Researchers have also suggested an extensive chronological age-
range as to what constitutes an “old” person. For the purpose of this research, with 
particular reference to the hotel and hospitality industry and in keeping with 
Schwartz’s (2013) view, youth is considered to end at 37 years.  
  
Globalisation and ease of mobility has increased diversity of labour in hotels and an 
acceptance of varied cultures. Globalisation has also facilitated increased foreign 
investment in hotels, further adding to cultural influences and the complexity of 
working with multiple national cultures to achieve financial targets. Hotel companies 
have diversified to being asset-light resulting in external parties owning the business 
while the companies manage and run these hotels. Owners therefore have some input 
in how they perceive their business should be run. Their level of influence often 
depends on terms of hotel management contracts and their own cultural background.  
  
Having emphasised the importance of culture in the hotel and hospitality industry 
and how culture may influence recruitment attitudes, particularly of frontline staff, 
the next chapter reviews literature pertaining to culture and decision-making in 
hotels. Focusing on two hotels, one each in Sydney and Singapore, it examines how 
socio-political, socio-economic and regulatory factors influence culture. Indications 
are that this novel line of inquiry in the study of hotels has not been conducted 
previously.   
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CHAPTER 3  

Culture: a review of the literature  
  
 

3.1 Chapter introduction  
  
This, the second of two chapters, reviews and discusses literature pertinent to this 
research. The chapter explores, examines and synthesises the divergent contexts of 
“culture” and its application to the hotel and broader hospitality industry. Culture is 
a theoretical concept and difficult to measure (Schwartz 2006), its intricacies and 
complexity necessitate the understanding of what culture is. As a concept, culture 
manifests itself through one’s own cultural lens, shaping values and perceptions so 
becoming their reality (Beugelsdijk, Maseland & Hoorn 2015; Oyserman 2017). A 
working definition for this thesis is presented later in the chapter.   
  

Some cultural theorists have represented culture as various dimensions and at 
several levels. This chapter reviews cultural paradigms presented principally by 
three prominent culturalists: 
   

• Cross-cultural psychologist Schwartz’s two theories – basic human values at the 
individual level (1992), later refined (Schwartz, Cieciuch, Vecchione, Fischer et al. 
2012; Schwartz 2017, 2016) and his framework on national or societal culture (1994)  

• Social psychologist Hofstede, among the most cited cultural researcher whose 
cultural dimensions have been dominant in social science  

• (Beugelsdijk, Maseland & Hoorn 2015; Fang 2012; Jones 2007; Minkov 2018)  

• A team of cultural researchers in Project GLOBE (Global Leadership and 
Organisational Behaviour Effectiveness) who’s dimensions are a study of leadership 
in organisations (House et al. 2004).   
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The chapter summarises how national, individual and organisational culture and 
values are central to this study, reflecting on the importance of culture in the hotel 
and hospitality industry. In doing so, it addresses Research objective 1 (p.16) and 
goes towards answering the research question and sub-questions conveyed in p.17. 
  
3.1.1 Cultural frameworks used in this study  
  

Understanding the intricacies of culture is increasingly important as various cultural 
models assist in defining how individuals and groups function (Mooij & Hofstede 
2010; Shi & Wang 2011). Because a country’s culture is not a homogenous 
representation of its character, dependence on a single approach can foster a narrow 
view of the complex phenomenon of culture. Hence, the necessity to synthesise 
cultural frameworks to get an inclusive insight into this construct (AlMutairi, Yen & 
Heller 2018). Consequently, an amalgam of theories has been used, with more 
prominence on Schwartz’s motivational values and national cultural theories, 
Hofstede’s national cultural dimensions and GLOBE’s leadership cultural 
dimensions.   
  
Both Schwartz’s theories – that of motivational values at the individual and national 
levels of culture – are frameworks that feature prominently in this research. 
However, Hofstede, Project GLOBE and other theorists such as Hall (1983) and Hall 
and Hall (1990) also feature in the discussion of culture at the national and 
individual levels as applied to hotels. There appears to be a paucity of literature 
evaluating the micro and macro environments of the hotel and hospitality industry; 
this study advances the contribution to literature.   
 

Schwartz’s (1992) theory of motivational values at the individual level has a strong 
theoretical grounding having been built on the Schwartz Value Survey (SVS). It is a 
widely recognised, developed and tested framework used in behavioural studies and 
empirical research in over 80 countries (Belugelsdijk, Maseland & Van Hoorn 2015; 
Bojanowska & Urbańska 2021; Giménez & Tamajón 2019; Saito et al. 2021; Rudney, 
Magun & Schwartz 2018). Because values have near equivalent meaning and 
consistency across cultures, they are suitable for cross-cultural comparisons 
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(Burgess & Steenkamp 2006; Schwartz 1992; Schwartz & Bardi 2001; Schwartz & 
Boehnike 2004). In describing values, Schwartz (2011b) and Schwartz and Cieciuch 
(2021) consider them to be desirable motivational goals that vary in importance and 
symbolise guiding principles of social actors that help explain their actions. This 
theory provides individual values recognised across cultures and reveals concerns 
that confront humankind, comprehensively covering values that motivate 
individuals (Arieli, Sagiv & Roccas 2020; Schwartz 1992). Moreover, this values 
theory is of importance to this research as “personal values are the main drivers of 
behaviour” (Roos Reale & Banning 2022).  
  
Schwartz’s (1994) second theory of cultural dimensions at the national level is 
considered to be an advanced framework in cross-cultural psychology (Smith, Bond 
& Kagitcibasi 2006). His dimensions are derived from theory, there is cross-cultural 
equivalency and validity, they specify dimensions that work with or oppose each 
other so invoking values and culture (Siegel, Licht & Schwartz 2012; Schwartz 
2004). Additionally, values, whether at the individual or country level, are important 
from a management perspective determining culture, leadership and organisational 
behaviour (Czerniawska, Czerniawska, & Szydło 2021).  
  
Hofstede’s framework on national culture is acknowledged as being among the most 
influential, widely implemented and inclusive cultural foundation (Balante, van den 
Broek & White 2021; Halkos & Petrou 2018; Litvin 2019;  
Minkov 2018; Radojevic, Stanisic & Stanic 2019; Schwartz 1994). His model of 
culture, the first assimilated from a large sample, has been used extensively in 
research (Taras & Steel 2009). He is one of the most cited cultural researchers in the 
European Citation Index and Social Sciences Citation Index and remains a highly 
significant theorist of national culture (Evans 2014; Leung & Morris 2015; Minkov 
2018). Because of the theory’s influence in international business organisations and 
cross-cultural management research, Peppas (2004, p.59) describes Hofstede as 
“the father of the idea that national culture affects management”. As a pioneer of 
cross-cultural research in the context of empirically assimilating conceptual 
constructs, Hofstede provided a “conceptual roof” (Gelfand et al. 2004, p. 441) for 
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future studies. Hailed by Schwartz (1999, p.24) as “the most comprehensive study”, 
it would be remiss not to include Hofstede’s views on culture in this study.   
 

Hofstede’s dimension of individualism/collectivism is among the most widely used 
and studied (Gouveia & Ros 2000; Gutterman 2009; Huff & Smith 2008; Parks-
Leduc, Feldman & Bardi 2015; Schwartz 1994) comparing values and attitudes 
across cultures. It is also the foremost cultural dimension studied in hospitality 
research (Mattila 2019). Hofstede’s fifth cultural dimension, Long-term Orientation, 
added in 1991 (Hofstede & Bond 1988; Hofstede 20011, 2001), relates to economic 
growth at the time. Initially called Confucian Work Dynamism featured in The 
Chinese Culture Connection (1987), it analysed the Confucian value of virtue and 
included the value of “face” and dignity.   
  

The Global Leadership and Organisational Behaviour Effectiveness research project 
(Project GLOBE) resulted from over 160 researchers conducting focus-groups, 
interviews and content analysis between 1993 and 2003 (House et al 2004). While 
extant literature focuses on conceptual levels, GLOBE offered an integrated theory 
studying the interrelationship between national and societal culture predicting 
leadership styles and behaviours in organisations (Ashkanasy 2007; Gutterman 
2019; House et al, 2004; House et al. 2002; Javidan et al. 2006) and not leadership 
per se. The GLOBE study is also considered to be a comprehensive analysis in 
leadership and management practices with respect to cultural congruence 
(Gutterman 2019).  
 

This theory suggests that characteristics differentiating cultures predict behaviour of 
the organisation and leaders in that culture (House & Javidan 2004). Leaders are 
instrumental and responsible for shaping culture (Kim, Toh & Baik 2022) and 
communicating the service culture of the organisation to their employees, especially 
frontline staff in hotels (Saito et al., 2021; Walumbwa et al., 2019). GLOBE 
identified six global leadership dimensions of national and individual significance 
(House et al. 2004; Javidan et al, 2006). Because of the diversity of countries 
covered in GLOBE’s research and their range of culturally endorsed leadership value 
dimensions, it was deemed appropriate to include them in this research. In this 
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context, similar to Czerniawska, Czerniawska and Szydło (2021) who advocate the 
importance of values from a leadership and management viewpoint, Schein (2008,  
p.362) explains that the importance of leaders is “… to create and manage culture … 
their ability to understand and work with culture”.  Since this is a study of how 
primarily recruitment decisions are made by managers and leaders transcending 
international boundaries, GLOBE lends to the analysis of circumstances in which 
decisions are taken from a leadership perspective. Decisions made by leaders are 
often influenced by their own cultural backgrounds and organisational culture and 
values.  
  
Although these three theorists feature prominently in this research, to integrate 
theories in cross-cultural research it was also necessary to include contributions 
from other cultural theorists. For instance, anthropologist Hall (1983) and Hall and 
Hall (1990) advocated culture-based communication in context, space and time that 
are unique to each culture. Context, “information that surrounds an event… 
inextricably bound up with the meaning of the event” (Hall & Hall 1990, p.6) 
produce messages across cultures. These researchers explained that communication 
has three parts: words, material things that include power and status, and 
behaviours that are all interpreted and filtered through a cultural standpoint (Ooi 
2019). Because all three dimensions – context (communication), space and time – 
are essential in the service industry, particularly in hotels and hospitality, it is 
important to include these researchers in this study.  
    

As advanced by Licht (2008), Schneider and Barsoux (2003), Schneider, Barsoux 
and Stahl (2014) and Thomas and Peterson (2015), culture is also examined using a 
sociological platform of elements: socio-cultural, socio-political, socio-economic and 
socio-environmental, demonstrating how culture influences all aspects of society. 
This is also similar to Bourdieu’s (1986) model of economic, cultural and social 
capital. Schwartz (2006) too is of the opinion that culture and values are both 
influenced and impacted by social, legal, political, demographic and economic 
environmental changes. These elements in turn shape how people behave and assist 
in the analysis of cultural behaviours.    
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3.2 The multifarious construct of culture  
  

In his lexicon related to culture and society, Williams (1985, p.90) identified three 
possible meanings of culture: “a general process of intellectual, spiritual and 
aesthetic development”; “a particular way of life, whether of a people, a period, a 
group or humanity in general”; and culture as an activity as “works and practices of 
intellectual and especially artistic activity”. Although this last meaning referred to 
the arts such as music and theatre, in the context of this investigation, “artistic 
activity” refers to the intricacies of the art and culture of hospitality and service.   
  
All three of Williams’ views are included in this study as there are synergies between 
each that cannot be segregated. These meanings have been interpreted to represent 
the following. The intellectual and spiritual process of thought and action in 
Williams’ first meaning of culture is reflected in behaviour and attitudes, while that 
of aesthetic development was discussed in the previous chapter as aesthetics in 
organisations and aesthetics of organisations. His use of the word “activity” is taken 
to be a social way of life and in the context of this study, refers to the rationale and 
actions of social actors in the hotel sector.  
  

Culture is manifested in how and why individuals or groups of people at varying 
levels: national or country, industry or occupational, organisational and individual 
or personal levels, behave or respond to particular stimuli. Levels, in this setting 
refers to extents and intensities that the cultural phenomenon is detectable and can 
be observed (Schein 2004). As culture is multi-layered in nature it also involves 
interactions between the individual and groups at different levels (AlMutairi, Yen & 
Heller 2018). Pizam (1993), a researcher in hospitality and tourism management, 
represents levels of culture as a pyramid with national cultures at the apex followed 
by industry, occupational and corporate cultures with organisational structure 
including managerial practices and work attitudes at the base. Levels of culture are 
discussed in Section 3.8.1.   
  
The stimuli-organism-response (S-O-R) framework (Mehrabian & Russell 1974) 
alluded to in Section 2.2.1 is now extended to include how behaviour and the 
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resulting stimuli is a manifestation of culture. Because culture affects every facet of 
our lives (Schwartz 2006), compartmentalising this phenomenon may provide a 
restricted view of its comprehension (AlMutairi, Yen & Heller 2018).   
  
In the hotel context, the perception of service by guests and service providers  can be 
ascribed to national cultural characteristics reflected in behaviour and values (Choi, 
Lee & Alcorn 2020). To this extent, Baskerville (2005) reasoned that national 
character is synonymous to national culture. East Asian countries (for example, 
Singapore), tend to be high-context collectivistic cultures who build close personal 
relationships. Zhong, McKenna & Copnell (2017) allude to three features of a 
collectivistic society: conformity, connectedness and humility. Interaction with 
people and relationship building is more significant than productivity (Hall 1981, 
1983; Milla & DosSantos 2019; Ooi 2019). They have an implicit communication 
style where unwritten rules, body language and a person’s status carry meaning. 
They are also polychronic – that is, able to do more than one thing simultaneously. 
On the other hand, Western countries, for example Australia (Sydney), are more 
likely to be low-context and monochronic – that is, communication style is direct 
and explicit and the ability to concentrate on one task at a time (Hall 1981; 1983; 
Kawar 2012; Ooi 2019). Emphasis is on efficiency; time is linear and tangible and 
schedules are preferred over extended interaction with people. Despite 
distinguishing these cultural contexts, Hall and Hall (1990) caution that no culture 
is exclusively high or low context and some cultures are more dominant at one end 
of the scale than the other. Behaviour is therefore shaped in accordance with 
importance placed on how these dimensions are perceived by different cultures, 
especially in this globalised world of cross-cultural complexity requiring “cultural 
logic” (Ooi 2019, p.14) to manage guests and staff in the hotel environment.  
  
Both Schwartz and GLOBE place countries into clusters or regions with each 
displaying similar cultural and value attributes. Schwartz (2013, 2006) has eight 
transnational cultural regions, while GLOBE divided countries into 10 clusters 
(Dorfman et al. 2012; Javidan et al. 2006). GLOBE’s country clusters are depicted in 
Figure 3.1 below. Similarly, Ronen and Shenkar (2017) also map the world as a 
“culture tree” with 10 “branches”. Singapore is part of the Confucian “branch” while 
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Australia is on the Anglo “branch”. Schwartz’s Western Europe and GLOBE’s Anglo 
segment of English-speaking cultural regions can be regarded as low-context 
monochronic cultures and Schwartz’s South Asia and Confucian Influenced and 
GLOBE’s Middle East, Confucian Asia and Southern Asia regions can be classified as 
high-context polychronic cultures.  
  

  
  
Figure 3.1 GLOBE’s country clusters   
Source: House et al, 2004, p. 190.  
  
Schwartz, Hofstede and GLOBE have studied culture extensively in the management 
and organisational disciplines. They explain the phenomenon of national or societal 
culture using a range of value dimensions evaluating and justifying their definitions 
quantitatively and qualitatively. Dimensions, as defined by Hofstede (2011, p. 7) are 
“aspects of a culture that can be measured relative to other cultures”. In the main, 
countries are the unit of analysis for comparing their cultural characteristics 
allowing for cross-national and cross-cultural investigation (AlMutairi, Yen & Heller 
2018). However, dimensions are not necessarily homogenous representations of a 
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country’s culture or character. Regional cultures and sub-cultures in conjunction 
with similarities of neighbouring countries, further influenced by other socio-
environmental elements may also impact cultural diversity (Beugelsdijk, Kostova & 
Roth 2017). Additionally, cultures are influenced by the environment and not static 
resulting in changing values and norms (Browaeys & Price 2019; Kim, Toh & Baik 
2022) more so due to globalisation.  
 
Hence, aggregating national scores to symbolise similarities between citizens of any 
particular country may not necessarily be accurate and could result in stereotyping 
individuals (McSweeney 2009; Patel 2013). Culture needs to be approached both as 
emic and etic objective elements (AlMutairi, Yen & Heller 2018). Hence, these 
entwined dimensions of culture assist in understanding how embedded country, 
organisational and individual culture and values influence decision-making, and in 
this research, practices for recruitment in two culturally different countries.   
   
Having assessed the diverse extent of culture, the next section reviews definitions of 
culture and values as guiding principles on the national and individual levels. It then 
proposes a working definition for this study.   
  
3.3 Culture – a socially constructed phenomenon  
  
More than 160 definitions of culture were identified by Kroeber and Kluckhohn 
(1952). Since then, there have been “hundreds of definitions of culture” (Fan 2000, 
p.5; Venaik & Brewer 2015), reinforcing the complexity of the term as a social 
construct and the difficulty scholars have in arriving at a single universally 
acceptable definition.   
  

Among the earliest definitions, fundamentals of which are still widely accepted 
today, Taylor (1896, cited in Venaik & Brewer 2016, p.566) described culture as a 
“complex whole, which includes knowledge, belief, art, morals, law, custom, and any 
other capabilities and habits acquired by man as a member of society”. Borrowing 
from Taylor’s range of concepts and numerous definitions since then, common 
terms integrated into definitions of culture by researchers include inherited, learned 
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and shared values, beliefs, rituals, traditions, practices, assumptions, norms and 
schemas, all representing abstract ideas and concepts of the internal and external 
environment. Dividing these constructs into two simplifies the definition: generic 
culture or concepts that are shared by all humans and local culture that refers to 
specifics shared by particular groups or societies (Kawar 2012).   
 
Culture includes a socially developed interpretation of the meaning of reality and 
commonly shared views of accepted behavioural and emotional norms (Trice & 
Beyer 1993). For instance, Jahoda (2012, p.290) refers to culture as “refinement of 
the mind or taste” and “qualities of an educated person”. The latter statement is 
rather condescending as it assumes uneducated people are devoid of culture. 
Comprising of a combination of tangible and intangible components, Hirschfeld 
(2018) and Yao (2009, p.257) see culture as a “thing” with the latter defining it as “… 
the thing one does and practices… giving identity, shape and solidity” that are “both 
personal and collective”. Due to the presence of internalised and underlying 
assumptions and the inability to accurately define, view or quantify culture, Tayeb 
(2001) refers to it as a “woolly” phenomenon while Bond and Muethel (2012) refer 
to it as being “nebulous”, making culture difficult to measure (Schwartz 2006).  
  
“Culture is not a monolith” (Ooi 2019, p. 17) but is manifested in visible, explicit 
forms such as traditions, artefacts, relics and invisible, implicit and intrinsic forms 
such as values and beliefs that influence behaviour in a set of everyday practices 
(Oyserman 2017). While it is not readily recognised, culture features in almost all 
aspects of human behaviour and the paradigm through which culture is studied also 
influences its definition. Ooi (2019) propagates three approaches to culture: 
essentialist, functional and negotiated. Essentialist theorists, featuring prominently 
in this research, reduce the intricacies of culture into dimensions. Functional culture 
is “practice-oriented” (Ooi 2019, p. 15) and the implications of negotiated culture are 
academic. This research takes a holistic approach to culture – that it is a 
combination of complex values, beliefs and practices embedded in a society. 
Although Ooi (2019) asserts that in negotiated culture, “elite groups” attempt to 
shape society for their own pursuits, this research agrees that organisational culture 
can be influenced by founders, owners and operators of hotel business but does not 



CHAPTER 3  

 
   

  

 
83 

succumb to Ooi’s position that it is necessarily manipulated or socially “engineered” 
by “elite groups”.   
  
Because of the abundance of literature notably from the West, there is a more 
ethnocentric acceptable and dominant view of this phenomenon (Browaeys &  
Price 2019; Lowe 2001), resulting in the possibility of a Western bias (Smith, 
Petersen & Schwartz 2002). The Eastern paradigm of Yin-Yang duality balances this 
mono-culturalist view. It suggests that harmony is more holistic and dynamic with 
internal and external forces influencing culture. It views culture as a paradox of 
independent opposites as against exclusive opposite dimensions (Fang 2012). In 
these contemporary times, there is considerable “cultural borrowing” (Denison, Xin, 
Guidroz, & Zhang 2011, p.575) making the Yin-Yang duality even more relevant as it 
has established a widespread influence on modern culture (The Chinese Culture 
Connection 1987). Enhanced by globalisation resulting in the cross-cultural nature 
of guests and staff, there is a need to understand how this “cultural borrowing” 
affects hotels, and hospitality in general, at the industry, organisational, 
occupational and individual levels.   
  
Clearly, culture is a socially constructed phenomenon that means different things to 
different people. It is during the socialisation process that one learns patterns of 
behaviour from the prevailing environment (Schwartz 2016). At the national level, 
culture is induced by shared expectations, values and behaviours among a 
community and imparted to subsequent generations (Hofstede 2015). Against this 
background, sections 3.4 to 3.6 reviews theories and models proposed by Schwartz, 
Hofstede and Project GLOBE that guide this investigation. A working definition of 
values and culture apposite for this study is articulated in Section 3.8.          
 

3.4 Schwartz’s two theories: individual values and national cultural 
dimensions  
  

Drawing on two sets of data, social-psychologist and cross-cultural researcher 
Shalom Schwartz’s proposed two theories by which individuals in all societies differ. 
Built on Rockeach’s (1973) research, Schwartz’s first theory was initiated on a 
comprehensive sample representing 74 nations and 76 cultural groups from 1988 to 
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2000, yielding 56 values assigned to motivational types (Schwartz 2009, 2003). 
These values differed in accordance with an individual’s motivations. Initially 
grouped as individual or collective values they were re-grouped into 10 different 
value types responsible for motivating human behaviour (Schwartz 1992). 
Demonstrating consistently across 65 nations, reasonably equivalent in meaning 
and similarity for cross-national comparison, these values were considered valid, 
having the same meaning across cultures (Arieli, Sagiv & Roccas 2020; Schwartz 
2016, 2014; Schwartz & Bardi 2001). These 10 individual motivational values were 
later refined to 19 values (Schwartz et al. 2012; Schwartz 2017, 2016).  
  
Schwartz second theory (2006, 1994) rationalised the functioning of societal 
organisations, studied normative value orientations and differed at the 
national/societal level. This theory postulated seven cultural value orientations that 
help relate “to societal level characteristics – e.g., average family size, level of 
corruption, country wealth, level of democratisation, etc.” (pers. comm SH Schwartz, 
email, 28th May 2020) so describing and comparing societies at the national level.   
  
The purpose of two theories derived from different sources was values that drive 
personal choices reflected in personalities are different from value dimensions at the 
societal level (Schwartz 2011a). Schwartz’s two models facilitate cross-national 
cultural studies to distinguish integrated structures that profile the entire 
population. Using these models, this research explains behaviour by using a 
combination of indigenous and comparative cross-cultural management studies that 
assumes cultural similarities and differences exist (Thomas & Peterson 2015).   
  
3.4.1 Schwartz’s individual motivational value dimensions  
  

Like those before him, Schwartz grounded his suppositions on theories of other 
cultural researchers. His theory of individual motivational values is strongly 
influenced by Kroeber and Kluckhohn (1952), Kluckhohn and Strodtbeck (1961) and 
Rokeach (1973), borrowing Rokeach’s method of dividing values into instrumental 
and terminal values (Schwartz 2011b; Thomas & Peterson 2015; Tuulik et al. 2016).   
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In any society, values are abstract principles influenced by the internal and external 
environment in which cultural activities take place (Fischer 2017; Roberts & Okereke 
2017; Schwartz 1992). Values guide behaviour and in the macro environment, they 
are shaped by society while at the micro level, by an individual’s motivational 
priorities (Beugelsdijk, Maseland & Hoorn 2015; Fischer 2017; Rokeach 1973; Sagiv 
& Schwartz 2007). Consequently, values are trans-situational goals and beliefs in 
varying importance about what is acceptable in the quest of those beliefs (Cieciuch, 
2017; Roos, Reale & Banning 2022; Schwartz, 2017). Schwartz’s theory characterises 
values that confront humankind, studying the relationship between values from one 
individual to another. Personal values are principles that guide a person’s behaviour 
and attitudes and may combine with other values in varying proportions according 
to the environment and situation (Fischer 2017; Rokeach 1973; Schwartz 1992). 
Additionally, because values are time sensitive, they change over time (Beugelsdijk, 
Maseland & Hoorn 2015; Gunnell 2016). As it is the individual who is at the centre 
of a social group, understanding how cultural values at the individual level are 
manifested and mirrored in the national ethos is vital.  
  
Schwartz’s (1992) theory of basic human values that motivate people consisted of 
four higher order values grouped into 10 basic values that exist universally in all 
societies. This was later revised and grouped into 19 values (Schwartz et al. 2012; 
Schwartz 2017, 2016), that help understand how personality, attitudes, behaviours 
and even demographics relate to values (Hanel, Litzellachner & Maio 2018; Schmidt, 
et al. 2021; Schwartz et al. 2012). Recognising contemporary influences of the Asian 
paradigm and values from the Chinese Value Survey (The Chinese Culture 
Connection 1987) in a globalised society, Schwartz’s refined values theory included 
“face” (mianzi) or prestige and humility, applicable when analysing cultural 
congruencies. Organised into a circumplex, or circular continuum, values relate to 
each other in accordance with their compatibility – the closer values are in the 
circumplex, the more compatible they are (Figure 3.2 below).   
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Figure 3.2: Inter-relationship between Schwartz’s 19 refined motivational values   
Source: Schwartz 2017, 2016; Schwartz et al 2012  
  
These motivations were classified by Schmidt (2002) as being personal, 
demographically influenced, psychological and social. Motivational domains similar 
to Kroeber and Kluckhohn’s (1952) systems that affect counterculture, are reflected 
and recognised across cultures as the guiding principles in that culture. Value 
dimensions have social and practical implications and may oppose or have 
compatible synergies with each other depending on their position on the circumplex 
thus giving structure to the theory (Bojanowska & Urbańska 2021; Schwartz et al., 
2012; Borg, Bardi & Schwartz 2017). Regardless of the value hierarchy or how an 
individual envisaged the importance of their values, the circumplex is maintained.    
  

Schwartz’s 19 refined values, illustrated in Figure 3.2 above, were arranged in two 
diametrically opposite or orthogonal pairs of higher-order level dimensions. The 
first pair, openness to change versus conservation, relates to individual thought and 
action against maintaining traditional practices. The second pair, self-enhancement 
versus transcendence, competes against social justice and concern for welfare and 
the quest for individual success and dominance in society (Saito et al. 2021; 
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organisation they join, too. Of the six vocational interests identified by Holland 
(1997), social and artistic are relevant to hotel and hospitality workers as they 
represent the higher-order value of self-transcendence that express tolerance, 
concern and care for others. Openness to change synchronises with values 
excitement, novelty and stimulation (Arieli, Sagiv & Roccas 2020; Sagiv & Schwartz 
2000), especially applicable when providing individual experiences to guests.   
  
As this research seeks to understand the importance of values and culture in 
decision-making relating to employment in the hotel environment, Schwartz’s value 
theory is important to the inquiry. Typically, hospitality and hotel businesses have 
individuals hailing from various nations working together, bringing with them a 
variety of values, beliefs and practices, essential components of culture, exhibited 
through their service ethos. Traditions can be attributed to historical precedents or 
“polyculturalism”, while “omniculturalism” is more about culturally bound 
behaviour (Moghaddam 2012). These traits also relate to work-related behaviour 
that may influence how the societal and organisational levels function or conversely, 
affect  
values at the individual level (Fischer et al. 2010; Arieli, Sagiv and Roccas, 2019). In 
relation to Sydney and Singapore, the two cities in this study, a combination of 
Schwartz’s 19 values and systematic hierarchy attached to them determines the 
behaviour, assumptions and norms of the individuals, which affect their views and 
accordingly shapes their behaviour and attitudes towards employment.   
 

3.4.2 Schwartz’s country-level dimensions  
  
Schwartz’s (1994) second framework explained culture and values at the national or 
societal level, emphasising the relevance of values in cross-cultural studies. Because 
owners, operators, senior managers and other hotel employees constitute a 
multicultural management and workforce, this theory is of importance to the 
investigation. Schwartz’s conceptual theory of six normative values is central to and 
the root of social practices on which nations can be compared and understood 
(Schwartz 2014; Smith, Peterson & Schwartz 2002). Having determined that culture 
is a social phenomenon that regulates human activity, Schwartz derived this 
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theoretical model from reflecting on three problems that confront all societies 
(AlMutairi, Yen & Heller 2018; Breuer & Salzmann 2012; Licht, Goldschmidt & 
Schwartz 2007; Sagiv & Schwartz 2007; Schwartz 2014, 2009, 1999, 1994):   
 

(i) Defining boundaries and relationships between the individual and the group 
reflected in Hofstede’s (1980) reference to individualism and collectivism. This 
questions whether it is the individual’s or group’s interest that takes precedence and 
the autonomy as against embeddedness of the individual.   

(ii) Preserving social fabric by responsible behaviour of community members by 
examining hierarchical roles. This is attributed to effects of social power, authority 
and wealth (Schwartz 1999), similar to Hofstede’s, and later GLOBE’s, power 
distance dimension.  
Diametrically opposite harmony is the value of egalitarianism.  

(iii) Managing the relationship between humanity, natural and social aspects 
surrounding society. This examines the orientations of mastery that includes 
ambition and success against harmony, which  
reflects fitting into the environment and being one with nature. The latter is similar 
to Confucian teachings.  

  
Not only do all three confront society in the macro sense but also at the industry 
level in hotels and hospitality. For instance, the relational groups of individualism 
and collectivism are reflected in how hospitality workers combine to achieve a 
collective goal – provide guest service and memorable guest experiences. In hotels, 
hierarchical roles are more the norm in decision-making and social power is 
assumed to be with guests. Managing relationships with guests is also a function of 
hotel employees.  
  
In this context, Schwartz’s circumplex diagram of bipolar values consist of three 
fundamental “vectors” of divergent orientations (AlMutairi, Yen & Heller 2018; 
Breuer & Salzmann 2012; Drogendijk & Slangen 2006; Schwartz 2014) that 
distinguish all cultures: autonomy verses embeddedness; hierarchy verses 
egalitarianism; and mastery verses harmony. Although autonomy is one dimension, 
Schwartz sub-divides it into two: intellectual and affective autonomy. The former 
emphasises self-direction, similar to Hofstede’s Individualism, while affective 
autonomy accentuates stimulation and hedonism (Hofstede 2015; Schwartz 1994). 
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As a social psychologist, Schwartz captures the psychological nature of elementary 
human values in his bipolar dimensions (Drogendijk & Slangen 2006; Gutterman 
2009; Schwartz 2017, 2016, 2006, 1994; Schwartz & Sagiv 1995). Because these 
value dimensions are integrated but not an orthogonal system, this model of 
national cultural attributes differs from Hofstede’s model (Ng & Lim 2018; Schwartz 
2011a, 2006). Figure 3.3 below shows the country-level cultural dimensions and 
their interrelation with each other.   

  

Figure 3.3: Schwartz country-level cultural dimensions. Source: Schwartz, 2006  

 
Schwartz (2013, 2006) applied his six country-level bipolar value dimensions to 
characterise eight transnational cultural regions: Western Europe, English-speaking, 
Latin American, East-Central and Baltic European, Orthodox East European, South 
Asia, Confucian influenced and African and Middle Eastern. Because some regions 
may show similarities and synergies due to cross-border “diffusions” of shared 
language, religion and history extending beyond geographical boundaries, there 
could be considerable meaningful variations to cultural values in the same region 
(Schwartz 2014). Cultural distance between countries is therefore the magnitude to 
which social behaviour and values differ between them (Drogendijk & Slangen 2006; 
Hofstede 2001; Zhang, Tian & Hung 2020).  
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In relation to this study, value orientations in the English-speaking region, (e.g., 
Sydney), were high in mastery, affective and intellectual autonomy and 
egalitarianism. With its large ethnic Chinese population, Singapore falls into the 
Confucian-influenced region (Huang & Chang 2017). Due to Confucian virtues of 
benevolence, peace, harmony and justice (Lai 2009), where societal norms and 
political order are embedded in its value system (El Amine 2015), Singapore is more 
likely to display country-level value characteristics higher in harmony, 
embeddedness and hierarchy than Sydney. At the national level, these cultural 
dimensions, in conjunction with those of Hofstede and GLOBE, assist in 
understanding the possible reasons behind how and why managers in the two hotels 
under investigation may make decisions for employing frontline staff.   
  
3.5 Hofstede’s contribution to cultural theory  
  

Hofstede’s (1980) formative research was on cultural differences between nations and 
empirical dimensions were used in the context of organisational culture (Evans 2014).   
While his cultural paradigm is criticised as being outdated by some authors (e.g., 
Holden 2004; Lowe 2001; McSweeney 2013, 2009, 2002; Magnusson et al 2008; 
Minkov 2018; Ng & Lim 2018; Orr & Hauser 2008; Steenkamp 2001; Venaik & 
Brewer 2016), Drogendijk and Slangen (2006) suggest that it would be untimely to do 
so. Hofstede remains integral to studies in culture and management, helping to 
rationalise dissimilarities in behaviour across countries, especially in a multinational 
organisation as in this research (Browaeys & Price 2019; Swoboda & Batton 2019).  
  
Based on theories by Inkeles and Levinson (2008/1969), Hofstede (1980) explained 
his initial cultural framework of four national attributes and cultural dimensions 
that correlate with previous researchers’ findings (Hofstede 2011). Hofstede 
maintained that people in any given country demonstrated certain value 
orientations. In turn, these orientations or dimensions had a large influence on the 
culture of that country. These dimensions, or value orientations, were named power 
distance (PDI), uncertainty avoidance (UAI), individualism versus collectivism 
(IDV) and masculinity versus femineity (MAS). A description of these dimensions or 
value orientations are summarised in Table 3.2 below.   
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This value-belief theory submitted that values and beliefs influence individuals, 
groups and organisations and are considered justifiable within a given culture 
(Hofstede 2001). Values, according to Hofstede, are the core elements of culture 
(Hofstede 1980; Halkos & Tzeremes, 2013). This view of values differs slightly from 
Schwartz’s (2017) in that Hofstede does not appear to consider the hierarchy of 
values to an individual or that the importance of values can change depending on 
situations. Instead, he considers values to be common among members of a group 
(e.g., hotel workers). Accordingly, he reasons that measuring values is a realistic way 
of measuring culture and that culture of a group can be identified through their 
values (Javidan, House et al. 2006). However, Hofstede agrees that “cultural values 
drive practices” (Javidan, House et al. 2006, p. 899) both on the individual and 
societal level while Schwartz believes that values are driven by motivations at group 
and individual levels.  
  
Recognising that there could be more cultural dimensions (Hofstede 1980; Schwartz 
1994), but not exceeding seven unless they were considerably different (Hofstede 
2001; Ng & Lim 2018), a fifth, Long-term orientation (LTO) versus short-term 
orientation, relating to economic growth at the time was added in 1991 (Hofstede & 
Bond 1988; Hofstede 2011, 2001, 1991). Initially called Confucian Work Dynamism 
featured in the Chinese Culture Connection (1987), it analysed the Confucian value 
of virtue. Like Schwartz et al. (2012), it included the value of ‘face’ and dignity. 
Hofstede reasoned that LTO was more likely to be found in Eastern normative 
societies considering respect for traditions, status obligations and social pressures, 
so universalising the Yin-Yang effect on culture. Paradoxically, he also states that 
countries where this dimension was prominent were “unfamiliar with Confucius’s 
teachings” (Hofstede 2001, p. 315). Later, a sixth dimension,  
 
Indulgence versus restraint (IVR) was added (Hofstede, Hofstede & Minkov 2010). 
This dimension considered the extent of control of basic human desire and 
hedonism in a given society. All six dimensions, or value orientations, are 
summarised in Table 3.2.  
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The intention of Hofstede's dimensions was to profile – critiques may say stereotype 
– national cultures either on political, social, psychological or behavioural grounds 
and apply them to the corporate world (Minkov, Bond & Blagoev 2015). Hofstede’s 
“collective programming of the mind …” definition of culture (Section 3.3), which he 
calls his “shorthand” definition, though widely critiqued, highlights that culture is a 
collective societal phenomenon.  
 

He later added that “… if it is not shared it’s not culture …” (Hofstede 2015,  
p.547) indicating that culture, a collective experience derived from the social 
environment, is learned and manifests itself in heroes, symbols and rituals. 
Accordingly, there were three levels of programming minds: individual, collective 
and universal (Hofstede 2001). At the individual level was the unique personality of 
the person. Collective mental programming is that which is learned through “… the 
same learning process but who do not have the same genetic makeup” (Hofstede 
2001, p.3). Universal mental programming included shared characteristics among a 
group. Some such traits that are universally shared and identifiable in human nature 
include emotions, responsiveness and cognitive ability (Haslam 2006), although 
they may vary in the degree to which they are mentally programmed.   
  
Using the Hofstede Insights tool and value indicators represented in numbers, 
Figure 3.4 below compares national level cultural attributes of Australia (Sydney) 
and Singapore. The city-state of Singapore scores very high on PDI demonstrating a 
formalised hierarchy of power and “whoever holds power is right and good” 
(Hofstede 1991, p.43; Hofstede 1994). Singaporeans are a collectivistic society and 
tend to lean slightly to femineity in the MAS dimension. Countries very low in UAI 
signify that they abide by rules and do not like uncertainty in their lives. Such 
societies take fewer risks and manager selection is based on seniority where loyalty 
is a virtue in relation to organisations (Hofstede 1980). According to Confucian 
teachings, Singaporeans are high in LTO and slightly below average in IND.  
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Figure 3.4: Hofstede’s six national cultural dimensions comparing Australia and Singapore. 
Source: <https://www.hofstede-
insights.com/countrycomparison/australia,singapore/>  
  
In comparison, Australia (i.e. Sydney) is fairly low on PDI with informal 
communication and direct access to managers. They are highly individualistic, 
representative of a loose-knit society where people are expected to take care of 
themselves and their direct families. On the MAS dimension, they display a competitive 
society where personal success is rated very high. Australia is almost neutral in UAI 
and although a pragmatic society, it is low in LTI but high in indulgence.  
  
Hofstede maintained that his cultural dimensions motivate individuals within 
organisations and “why people act as they do” and that “it is the job content (which) 
makes people act, not the job context” (1991, p.153). His theory assumes that 
national, organisational (occupational) and individual cultures are all portrayed in 
his six dimensions.  
  
These country-level traits determine the culture of a society and drive behaviour of 
the general populace. With both hotels in this study having multicultural 
workforces, employees at all levels need to be cognisant of how their values and 
behaviours are manifested and interpreted by their colleagues. Similarly, managers 
also need to be mindful about how their practices and instructions are delivered and 
construed by their subordinates. Hotels are culture bearing entities where norms, 
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rituals and symbols exhibited particularly by the owners, operators and managers, 
together with Hall’s (1983, 1981) cultural dimensions of context (communication), 
time and space can affect the organisational culture of that hotel and therefore also 
affect employment attitudes.   
  
Having reviewed Schwartz’s and Hofstede’s cultural dimensions and their influence 
on the hotel and hospitality industry, the next section reviews the third set of 
cultural dimensions included in this research. Global Leadership and Organisational 
Behaviour Effectiveness (Project GLOBE) is important to this analysis as it examines 
cultural dimensions of leadership in an organisation. Diversity among the 
managerial cadre necessitates the need to understand how GLOBE’s views on 
culture, values and leadership affect organisational decision-making and 
employment and employee performance while also recognising what managers 
value (Dawson, Abbott & Shoemaker 2011). As managers are also influenced by 
established organisational, country-level or cultural norms at the individual level 
(Smith, Peterson & Schwartz 2002), cross-cultural management strives to identify 
and enhance interactions between values and behavioural practices of all 
stakeholders in culturally diverse societies (Alder 2002). Additionally, the focus in 
interactive culture is on how managers and multinational firms contend with 
operating in numerous but dissimilar cultural environments (Beugelsdijk, Maseland 
& Hoorn 2015) while also maintaining their own organisational culture.   
  
 3.6 Project GLOBE – an adaption of dimensions   
  
While Hofstede’s study was based on empirical evidence and Schwartz’s models 
based on theoretical knowledge, GLOBE integrated both, developing an empirically 
based theory that helped to understand cultural nuances in societies. Project GLOBE 
evaluates “culturally generalisable and culturally specific aspects” (House et al 2004, 
p.19) between organisational culture, leadership in organisations and societal 
culture in cross-cultural environments (AlMutairi, Yen & Heller 2018; Evans 2014; 
House, Javidan et al. 2002; Ollier-Malaterre et al. 2013). GLOBE analyses the 
abstract construct of culture from the individual, national (societal) and 
organisational point-of-view and implications of their range of dimensions on 
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employee motivation, leadership and management in organisations (Gunnell 2016; 
Javidan & House 2001). The cultural context in which organisations operate shape 
their policies and practices (Ollier-Malaterre et al. 2013). Because managerial 
decisions are based on the internal and external environments, including strategic 
direction of the organisation, in the context of this study, GLOBE’s model fulfils the 
criteria of decision-making in cross-cultural societies.   
  
Many cultural attributes determined by GLOBE, although conceptualised, 
operationalised and measured differently, are reframed or derived from other 
researchers (Javidan, Dorfman et al. 2006). For instance, Thomas and Peterson 
(2015) and Shi and Wang (2011) trace some of GLOBE’s dimensions to Kluckhohn 
and Strodtbeck (1961), Cyert and March (1963) and McClelland (1961).   
  
National or societal characteristics are the result of evolution of societies into groups 
with some displaying characteristics that are more prominent in one community 
than the other (Evans 2014; House, Javidan et al. 2002). By distinguishing one 
society from another GLOBE created a more reliable source of knowledge assisting 
leaders, managers and businesses in pancultural environments to recognise that a 
style of leadership effective in one nation need not be as effective in another and that 
culture plays a role in the behaviour of leaders (Gutterman 2019). Shared values of 
employees and practices of leaders therefore form culture laden organisations.  
  
Leadership style in any given community is the result of attributes of that particular 
culture (Gunnell 2016; Gutterman 2019; House et al, 2004; Javidan, House et al. 
2006) and evaluating country-level value dimensions help in cultural awareness 
(Smith, Petersen & Schwartz 2002). What happens in a culture is informed by 
recognising the values in that culture (Javidan, House, Dorfman et al. 2006). 
GLOBE emphasised culture and leadership in organisations. They defined culture as 
a “sharedness” of beliefs, values and meanings resulting from common experiences 
and conveyed across generations (Evans 2014; Javidan & House 2001). Culture is 
then operationalised by agreement of commonly observed attributes or practices 
among groups (House et al., 2002). In their context, values are aspirations about 
preferences and on how things should be done.   
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GLOBE proposed nine core culturally generalisable values (dimensions) covering 
practices and values: assertiveness, future orientation, gender egalitarianism and 
differentiation, uncertainty avoidance, power distance, institutional collectivism, in-
group collectivism, performance orientation and humane orientation. These nine 
dimensions are summarised in Table 3.3.  
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GLOBE differentiated these nine attributes on two levels: “As Is” or actual societal 
cultural practices and “Should Be” or perceived values and manifestations of cultural 
practices in different settings (AlMutairi, Yen & Heller 2018; Dorfman et al. 2012; 
Javidan & Dastmalchian 2009; Shi & Wang 2011; Venaik & Brewer 2016). Cross-
cultural attributes distinguishing two or more cultures derived by House et al (2004) 
assist management to understand the “between” and “within” cultural differences of 
their staff members, how they behave and what motivates them. Recognising 
cultural differences between employees helps managers understand cross-cultural 
alikeness between societies so obtaining optimum productivity by understanding 
what motivates people (Javidan & House 2001) as is required in the hotel and 
hospitality industry.  
 
Due to globalisation and the need to manage across cultures, communication 
between and within staff is an area that requires additional consideration with a 
need to frame communication best suited to the cultural attributes of the workforce. 
Thus, there is a symbiotic relationship between GLOBE and Hall’s (1983, 1981) 
framework of interpreting high and low-context cultures. Also, as mentioned in 
Chapter 2, founders, owners and leaders of the organisation leave a large footprint 
on organisational culture by influencing behaviour of other leaders, legitimising the 
organisational culture. This influences actions of other managers establishing a 
culture-specific organisation affected by cultural variation (Javidan et al, 2006; 
Smith, Peterson & Schwartz 2002).   
  
Similar to Schwartz’s transnational regions, GLOBE clustered 62 societal cultures 
into 10 groups (Figure 3.1), each group showing near-homogenous behavioural 
patterns. Nations were clustered based on their geographic proximity, ethnic social 
capital and mass migration (Gupta & Hanges 2004). Singapore, with the influence of 
Confucian philosophy on its large ethnic  
 
Chinese population falls under GLOBE’s “Confucian Asia” cluster. Australia 
(Sydney) is part of the “Anglo” cluster. Lawson (2002, p.2) takes a more cynical 
approach and calls the study of culture “identity politics” when defining the identity 
of a region.  
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Confucian Asian nations demonstrated that their “As Is” societal cultural practices 
are high in performance orientation, institutional collectivism and in-group 
collectivism. They had mid-score attributes in assertiveness, future orientation, 
humane orientation, gender egalitarianism, power distance and uncertainty 
avoidance. The Anglo country cluster were high in performance orientation, with 
mid scores in other dimensions except in-group collectivism, which scored low 
(Gupta & Hanges 2004). Project GLOBE found that societies where collectivism is 
high strive towards assertiveness. There is a positive correlation between assertive 
values and both forms of collectivism (Hartog 2004). Managerial implications of 
these dimensions related to staffing, training, reducing failure rate among the 
expatriates and effective management (Gupta & Hanges 2004).   
  
Project GLOBE’s model focused on how predominant cultural values in different 
countries affected leadership and management styles. Their focus was on diversity 
and cross-cultural leadership and how leaders needed to adapt to societal culture to 
succeed in that environment. Despite Schwartz’s, Hofstede’s, Project Globe’s and 
numerous other researchers’ extensive work on culture and values at the national 
level, Fang (2012) suggests that it is still under-researched as societal culture is the 
culmination of the interpretation of how values are observed and practiced in 
different societies. To be effective leaders and managers, they need to be aware of 
the diversity of their team members and heterogeneity of cultures at the national 
level while also considering the cultural context in which organisations operate 
(OllierMalaterre et al. 2013). Such an understanding is applicable in this study as 
multinational leaders and managers oversee a diverse workforce in a hotel 
environment in two culturally different countries.   
  
The next section integrates and synthesises Schwartz’s, Hofstede’s and Project 
GLOBE’s cultural frameworks at the national level in relation to this study. It also 
rationalises that because personal values are precursors to behaviour (Allen, Ng & 
Wilson 2002) they guide behaviour (Bardi & Schwartz 2003; Kahle & Valete-
Florance 2012; Rokeach 1973), and in the context of this research, values and 
behaviour influence employers of frontline staff. As Schwartz’s motivational value 
framework at the individual level is among the more widely accepted models to 
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explain and assess values, having also contributed to the field of consumer research 
(Keh & Sun 2008), it is appropriate for this study.  
  
3.7 Integrating and evaluating Schwartz, Hofstede and GLOBE’s models  
  

As the three primary models in this study work in unison, this section takes a holistic 
approach in synthesising them. It considers their similarities and differences, 
critiques the theories, then defends Schwartz’s refined individual motivational value 
theory (2017, 2016, 2012, 1992).   
  
Each of the theories aggregated dimensions of culture permitting pancultural 
comparisons, although some facets overlapped (AlMutairi, Yen & Heller 2018). 
Together, they present similar aspects of values and norms but in different contexts. 
Schwartz put forward two theoretical models, one aimed at motivational values at 
the individual level and the other at the national or societal level. Hofstede assumed 
that cultural dimensions ascertained from one organisation could be applied 
universally. GLOBE studied the effect of culture on leadership and managerial 
decision-making in an organisation. Personal values of school teachers and student 
were the source of data for Schwartz (1992) and Schwartz and Bardi’s (2001) study 
of values reflected in national culture. Teachers were found to have higher 
conservative values and lower open values than the students. While Hofstede (1980) 
studied the views of line staff from just one organisation – IBM – although across 
different countries, GLOBE’s data collection and measurement of values and culture 
was from middle managers over a range of industries (House et al 2004; Thomas & 
Peterson 2015).  
  
All three theorists had qualitative and quantitative components to their research. 
Schwartz (2008) quantitatively tabulated national level value dimensions of 80 
countries. This list was not updated as “I no longer use the scale on which they were 
based” (pers. comm SH Schwartz, email, 28th May 2020). However, while Schwartz 
measures abstract values and takes the view that individual values are motivational 
and hierarchical, Hofstede measures behaviour and GLOBE correlates culture and 
leadership in organisations. Nonetheless, there are similar undertones to Hofstede’s 
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collectivism and Confucian dynamics and GLOBE’s in-group collectivism and 
humane orientation. Schwartz (1992) and Schwartz and Bardi (2001) proposition 
benevolence values as being the most important and therefore the highest rated 
values of helpfulness, honesty, forgiveness, loyalty and responsibility. Similarly, self-
direction as an intrinsic motivational value that promotes creativity, innovation and 
independence is rated high on the pan-cultural hierarchy as it does not compete with 
extrinsic reward-seeking individuals.  
Conceivably, these values are also important in the hospitality industry.  
  
Hofstede’s values of masculinity/femineity and GLOBE’s gender egalitarianism are 
reflected in Schwartz’s achievement values that validate success as perceived by 
society. While it motivates individuals to achieve group success, these achievement 
values could be seen as self-interest. Consequently, this value is rated as moderately 
important. Schwartz considers the dimensions of social justice, equality and broad-
mindedness (universalism values) to be less important and rates them second and 
third. Comparing Hofstede’s dimension with his own and in the context of this 
study, Schwartz (1994) agrees that Singapore is high in hierarchy and conservatism 
but low in autonomy and mastery.   
  
GLOBE expanded Hofstede’s (2010, 1991, 1988, 1980) value dimensions as an 
alternative method of comparing national cultures. Of these, two dimensions, 
gender egalitarianism and assertiveness, were intended to replace Hofstede’s 
dimension of masculinity versus femineity. Gender egalitarianism and performance 
orientation synchronise with Schwartz’s (1994) country-level dimensions of 
egalitarianism and mastery respectively. Hofstede (2011) suggests that GLOBE’s 
dimension of future orientation is a rebadging of his LTO while the dimension of 
humane orientation shows similarities with Schwartz’s (1992) individual 
motivational values of universalism and benevolence. Both future and humane 
orientation can be traced further back to Kluckhohn and Strodtbeck’s (1961) 
dimensions of Past, Present, Future Orientation, showing a nexus between how 
multiple researchers explain similar dimensions.   
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Both Hofstede and GLOBE’s versions of collectivism and uncertainty avoidance are 
seen in Schwartz’s security and conformity values that place an emphasis on 
maintaining prevailing conditions and are not particularly strong in motivating 
innovation. In Schwartz’s case, traditional Confucian values result in the smooth 
functioning of groups and contribute to solidarity but are rated lower as guiding 
principles in most countries. UAI measured by Hofstede and GLOBE measure 
different facets: the former measures UAI-stress, while the latter examines UAI-rule 
orientation (Venaik & Brewer 2016).  
  
Power distance represented by Schwartz (2007) as power values, gratification and 
dominance over people and resources perceived to exploit and damage social 
relations, are rated last in Schwartz’s pan-cultural order. Finally, hedonism and 
stimulation, the equivalent of Hofstede’s IVR, are low on the pan-cultural scale 
although rated as more important than power values. Schwartz (1992) considers 
them to be physical gratification and biological requirements of human existence. 
What is important is that although there are similarities in dimensions of all three 
theorists, they measure different aspects of the values in that society. These 
similarities and equivalent value dimensions, or orientations, at the national level 
between the three models are shown in Table 3.4. 
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3.7.1 A critique of Schwartz, Hofstede and GLOBE  
  
Although Schwartz’s model of motivational values is widely used and respected 
(Saito et al. 2021; Keh & Sun 2008), Hoang et al., (2017) profess that at best, it 
provides marginal impact and validity on personal values. This casts doubt on the 
application of the model because the multidimensional aspect of each value may be 
problematic in the measurement of adjacent values showing a lack of internal 
reliability (Giménez & Tamajón 2019). Because this theory is based on respondents’ 
perceptions of values, the extent that the individual considers some values desirable 
may skew the overall findings (Schwartz 2017). Moreover, values are age-specific 
with values of self-direction, power and tradition being most consistent in middle-
aged people but least consistent in other age groups (Borg 2019). Because of this, 
together with values being personal guiding principles (Borg 2019), it is likely that as 
people age, their hierarchy of values also change depending on what they deem to be 
important. Hence, in relation to the hotel and hospitality business, values could be 
more inclined towards a work-life balance and reduced work-family-conflict. 
Williamson (2002) argues that Schwartz’s research instrument was not designed for 
business purposes as it surveyed perceptions of teachers and students.   
  
However, Morales et al. (2019) contradict this view as they use Schwartz’s integrative 
value framework, particularly with the higher-order value pair of self-enhancement 
and openness-to-change, to explain culture and values in entrepreneurship. It is 
possible that surveys of homogeneous groups such as teachers and students can reveal 
very similar results that are necessarily applicable to the wider community (Lee et al., 
2021). To this, Licht, Goldschmidt & Schwartz (2005, p.237) reply that teachers are 
“key carriers of culture” playing an unequivocal part in value socialisation.  
  
In Schwartz’s model on national dimensions, Gutterman (2009) believes that  
Schwartz’s model is better accounted for by macro-social variables while in  
Hofstede’s model, macro-economic variables are more important. Although 
Schwartz claims that his theory applies universally, Hofstede (1991) indicates that 
this may not be the case as concepts are developed in the context of a particular 
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environment and therefore may not necessarily be applied in another environment. 
Additionally, Schwartz is criticised for his theory being “discordant” and weak 
because the correlation between some of his national indices are insignificant but 
theoretical significances are seemingly more important to Schwartz than empirical 
details (Minkov, Bond & Blagoev 2015).   
  
GLOBE, like Hofstede, correlates individualism and power distance with national 
wealth (Hofstede 2011). Four of GLOBE’s normative practices measure in-group 
collectivism resulting in a possible amplification of measurement errors (Saucier et 
al., 2015). Venaik and Brewer (2016, p.564) also identify challenges with face, 
discriminant and convergent validity in both GLOBE’s and Hofstede’s models, which 
they term “dubious”. While GLOBE provides culture-specific dimensions applied to 
international leadership effectiveness and explains types of leaders (Ashkanasy 
2007; Evans 2014; House et al. 2004; Pathak & Muralidharan 2018), Hofstede’s 
dimensions apply cross-cultural studies to management and organisations. In 
comparison with Hofstede’s “onion”, where practices interconnect values, rituals, 
heroes and symbols with values driving practices (Hofstede 2001), GLOBE 
differentiates between practices and cultural values because national culture is a set 
of behaviours, values and beliefs specific to a particular national group (Leung et al, 
2005). This is of importance when applied to leadership in hotels as they are 
practice-oriented businesses with a diverse workforce.   
  
Hofstede’s and GLOBE’s models result in the misinformed perception of national 
culture and cultural unawareness, especially at the individual and organisational 
levels (Venaik & Brewer 2016). Hofstede (2010) claims that values are “desired” in 
his theory. However, GLOBE looks at values in terms of their “should be” facet so 
referring to the desirable. Due to the doubt caused and the perpetuation of cultural 
incongruences, together with criticisms from other academics (e.g., Fang 2003; Ng & 
Lim 2018; McSweeney 2013, 2009, 2002), Veniak and Brewer (2016, p.564) call for 
the “suspension of the use of Hofstede and GLOBE scores” in cross-cultural studies.   
  
Other limitations pertaining to Hofstede’s model include generalisability and 
overlooking intra-societal differences, lack of internal and face validity and some 
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constructs such as the IDV dimension being too narrow (McSweeney 2013; Minkov, 
Dutt et al. 2017). Hired by IBM to analyse work values and goals, using only one 
organisation is unsuitable to provide information on national cultures (AlMutairi, 
Yen & Heller 2018; Browaeys & Price 2019; McSweeney 2013, 2002). Some 
researchers take a cynical view of Hofstede implanting his fifth and sixth dimension 
retrospectively. They claim it is a limitation of his model because they did not feature 
in the original research and were added retrospectively (Javidian, Dorfman et al. 
2006; Orr & Hauser 2008). Additionally, because the LTO dimension weighs in 
favour of “Eastern” cultures, it contradicts the Yin-Yang philosophy of 
interconnecting opposing forces (Fang 2003).   
  
While Hofstede’s theory attempts to portray the cultural and value characteristics of 
individuals hailing from different countries in a work environment, there is minimal 
consideration of sub-cultures or explanation on why social actors behave in a certain 
way. His dimensions therefore have limited application in the varied complex 
multicultural environments of hotel employees, management and guests worldwide 
(Venaik & Brewer 2016). Hofstede assumes that there is cultural and occupational 
uniformity not only among his research participants, but that his findings can be 
applied universally to other occupations and industries. For instance, House et al. 
(2004) suggests that Hofstede’s MAS dimension may be prejudiced as his study had 
a disproportionate number of male participants so challenging the reliability and 
validity of this dimension. There is the possibility of a strong bias in his exploratory 
and empirical model of national culture (Venaik & Brewer 2016). Only after 1991 did 
Hofstede consider the existence of cultural variety in different units of the same 
organisation (McSweeney 2002) and the possibility that organisations may have 
multiple cultures.   
  
Hofstede’s individualism verses collectivism dimension is among the most studied 
cultural dimension (Parks-Leduc, Feldman & Bardi 2015), and is applicable to the 
hotel industry because horizontal collectivism, or cultural patterns of the self, are 
assimilated within in-groups (Mattila 2019). Moreover, the appetite for risk taking 
or uncertainty avoidance is linked to tourists’ perceptions and destination images 
(Seabra et al. 2013; Lu, Chi & Lu 2017), both of which affect the hotel trade. Mattila 
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(2019) suggests that the importance of measuring dimensions in this globalised age 
would be an apt way of operationalising culture and explaining cross-cultural 
differences. Hence, in this study, all three essentialists’ theories (Section 3.3), 
Schwartz, Hofstede and Project GLOBE, are put into practice in the context of the 
hotel industry.   
  
3.7.2 Appraising the construct of national culture  
  

Despite Hofstede being a leading influencer in cultural studies (Evans 2014; Jones 
2007), his assumptions on national culture have come under considerable criticism. 
Hofstede’s definition of culture as being derived and learned from the “collective 
programming of the mind” implies that all people in a given society have the same 
values that are indoctrinated in them and these values are exercised to the same 
extent. As an alternative, “shared cultural values and beliefs” (Javidan & House 
2001; Lawson 2002, p.3; Schwartz 1999, p.25) indicates that culture in a given 
community is not homogenously “programmed”. He suggests that in his theory, 
value orientations are central to societal culture and influence the minds of 
individuals rather than being built into their minds as a psychological construct 
(Schwartz 2011b). While Hofstede’s six cultural dimensions are aimed at the national 
or societal level and applied to organisations, Schwartz’s (1992) formative model of 
motivational values are dimensionalised on the individual level and a second model 
(1994) depicts values at the national or societal level. Hofstede (1991, p.35) views 
values as “broad tendencies to prefer certain states of affairs over others”. Rather, 
actions and reactions are influenced by the extent to which a combination surface 
under certain situations. Combinations can therefore change depending on the 
conditions in any given environment regardless of the society individuals live in.   
  
Hofstede (2011, 2001) declares national culture to be fairly static. He does not 
appear to consider social environmental trends due to globalisation, ease of labour 
mobility and the speed of knowledge transfer (Fang 2012) that transcend traditional 
boundaries and borders making culture more dynamic due to multiple actors 
affecting it. Additionally, because of the symbiotic relationship between culture and 
values and because norms and values are constantly changing, it follows that culture 
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cannot be static and does change over time (Browaeys & Price 2019; Kim, Toh & 
Baik 2022; Leroch 2014; Kawar 2012). The pace at which culture changes and its 
evolution, albeit at a relatively slow pace (e.g., AlMutairi, Yen & Heller 2018; Licht, 
Goldschmidt & Schwartz 2005; Schwartz 2013, 2006; Taylor & Wilson 2012), assists 
in the understanding of the historical information about the demographic, political 
and economic environments of those societies (Schwartz 2011b).   
  
Using Schwartz’s national dimensions, Breuer and Salzmann (2012) studied how 
Schwartz’s two models affected corporate governance in countries and how this was 
reflected in organisations. National culture and values of the owners or founders 
influence the choice of corporate governance structure, be they insider (bank-based) 
or outsider (market-based), each of which has a different bearing on the decision-
making of majority shareholders (Breuer & Salzmann 2012). These authors 
differentiated Eastern cultures as predominantly exuding the values of hierarchy, 
tradition and embeddedness, where people are viewed as part of a collective society. 
National cultures emphasising values of hierarchy also see work as being intrinsic to 
life (Schwartz 1999). Conversely, people in Western nations are considered to be 
more egalitarian, individualistic and convey hedonism, intellectual and affective 
autonomy (Breuer & Salzmann 2012). Associated with egalitarian societies are the 
values of social justice, equality and social responsibility, which strive for wellbeing 
in society (Gutterman 2009). This may account for the welfare system prominent in 
Western societies benefiting the less fortunate.   
  
National, individual and organisational cultures and values can and do vary even if 
the individuals are from similar backgrounds and countries (Schwartz 1994). Non-
cultural aspects such as political situations, geography of the region and composition 
of the workforce create “noise”, bringing about actions that vary within any given 
society, let alone an entire country (Minkov, Bond & Blagoev 2015; Tayeb 2001). 
Paradoxically in a cross-cultural sense, while it is difficult to dimensionalise national 
culture by the variations the populous exhibits in their cultural characteristics, it 
enables a comparison of similarities and differences when using the same 
dimensions (Tayeb 2001). Essentialists cultural dimensions therefore assist in 
understanding the diverse cross-cultural workforce such as in the hotel industry.  
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As culture of a nation “is the mother of all path dependencies” (Licht 2001 p. 150; 
Licht, Goldschmidt & Schwartz 2005) it therefore follows that it is “the 
consequences of culture rather than the culture itself” (Leroch 2017, p.134) that 
influence values and behaviour. Nevertheless, Mattila (2019) cautions that 
developing a theory in one culture need not indicate that it is applicable to another 
culture. She adds that some constructs related to the hospitality literature are 
appropriated from other academic fields such as psychology and marketing, which 
bring with them a Western-centric mindset resulting in possible predispositions. 
Mattila (2019) believes that tightness and looseness of cultures is a cultural 
dimension absent in the hospitality literature. Tight cultures are those that have 
strong norms and a low tolerance of divergent behaviour. They are similar to 
Schwartz’s (2017, 2016) individual values of conformity and tradition and higher-
order value of conservatism, emphasising deference of social norms, values and 
behaviours across the populace. Loose cultures are more heterogenous as they allow 
for a higher tolerance of divergent behaviour and weaker social norms resulting in 
less conformity (Pan, Nau & Gelfand 2020; Uz 2015). Loose cultures are similar to 
Schwartz’s (2017, 2016) individual values of hedonism, self-direction and 
stimulation and the higher-order value of openness to change.  
 
Understanding the contrast in the tightness-looseness dimension, and consequently 
Schwartz’s higher-order values of conservatism versus openness to change, could 
assist in an awareness of behaviours in guests and employees, particularly in the 
diverse globalised hotel environment. In the context of this study, Singapore would 
appear to have a tighter culture than Sydney and the tightness-looseness duality 
could be reflected in aesthetic labour and employment attitudes in the hospitality 
industry (Mattila 2019).    
  
3.7.3 Rationalising Schwartz’s framework for this research  
  
Having reviewed and discussed theories on culture by Schwartz, Hofstede and 
GLOBE, this section rationalises the selection of Schwartz’s two theories that guide 
this study. In addition to some of the strengths of Schwartz’s theory of cultural 
dimensions at the national (societal) level mentioned in Section 3.1.1, it specifies 
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dimensions that work with or oppose each other so invoking a hierarchy of values 
and culture (Sagiv, Schwartz & Arieli 2011; Schwartz 1994). Making fewer 
assumptions than Hofstede and grounded in literature, Schwartz’s method is an 
“approach as a triumph of theory, providing an empirically consistent telescopic 
view” (Javidan, Dorfman et al. 2006, p.272).   
  
Two separate theories identifying cultural dimensions and value sets across 
individuals and at the broader societal level are presented by Schwartz (Fischer et al. 
2010). Rather than reflecting single values, behaviour is a trade-off between 
competing values in Schwartz’s circumplex structure of values (Evans 2014). In 
explaining how values relate to individuals and combining it with his theory on 
national culture Schwartz provides a more holistic rationale on culture. Implications 
of these convergent theories (Javidan, House et al 2006) are at both levels and how 
they affect organisations is up to the leadership and management.   
  
Schwarz’s research is important and credible in that it is based on the universal 
theory of human values (Schwartz 2006, 1992). Both his theories are closely related 
and correlate the dynamics and interaction of values in their circumplex structure 
and emergent constructs are expressed in the level of analysis (Javidan, House et al. 
2006). Both theories have been replicated at both levels of analysis and his 
quantitative analysis is sound in comparison to that of Hofstede, which was 
considered to be problematic (Gelfand et al. 2004; McSweeney 2013). Due to 
systematic sampling and conceptualisation of values, Brett and Okumura (1998) 
advocate that Schwartz’s framework is preferable to Hofstede’s.  
  
Moreover, at the individual level, neither Hofstede nor GLOBE examine values per 
se, how they affect individual or personal culture or have any hierarchy attached to 
their dimensions. Schwartz’s theory of values takes a cross-cultural perspective and 
are uniform across cultures (Arieli, Sagiv & Roccas 2020; Burgess & Steenkamp 
2006). There exists a strong argument that despite the popularity of both the 
Hofstede and GLOBE models, they lack adequate critical reflection by academics 
(McSweeney 2013; Venaik & Brewer 2016). Additionally, Schwartz surmised that his 
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theories and dimensions improve on those of Hofstede by focusing on correlation 
between individuals and groups (Evans 2014; Schwartz 1992, 1994).   
  
Notwithstanding the explanation above, it would be prudent to also include both 
Hofstede’s six cultural dimensions and GLOBE’s nine cultural dimensions at the 
national level in this study. Besides being among the most dominant, inclusive, 
influential and cited cultural theory in social sciences (Beugelsdijk, Maseland & 
Hoorn 2015; Carbaugh 2007; Fang 2012, 2010; Halkos & Petrou 2018; Jones 2007; 
Minkov 2018; Radojevic, Stanisic & Stanic 2019), Hofstede’s dimensions are more 
closely aligned to management and organisational culture while GLOBE focuses on 
leadership styles and behaviours in organisations (Section 3.1.1). Both organisational 
culture as well as leadership styles and behaviour, are pertinent to this study that 
investigates employment attitudes in hotels. However, Schwartz’s individual 
motivational values feature more prominently in this thesis as they are a diverse set 
of social attributes underlying and influencing personal value orientations, moral 
choices, attitudes and behaviour, especially in a social and culturally diverse 
workplace (Ahmad et al. 2020; Hitlin & Piliavin 2004).  
 
To complement these dimensions, it is therefore pragmatic to use Schwartz’s (1994) 
country-level value dimensions.   
  
National cultural values in Schwartz’s model were reflected in how societal problems 
were dealt with (Gelfand et al. 2004). There is a positive correlation between rule of 
law to autonomy (intellectual and affective) and egalitarianism but an unfavourable 
relationship to embeddedness/hierarchy (Licht, Goldschmidt & Schwartz 2007). 
Schwartz’s dimension of autonomy versus embeddedness are reflected in Hofstede’s 
and GLOBE’s dimension of uncertainty avoidance. Culture is influenced by the 
economic status of nations and impacts the rule of law in that country (Licht 2014; 
Licht, Goldschmidt & Schwartz 2007; Schwartz 2014).   
  
Two crucial societal characteristics that influence values are the levels of socio-
economic development and socio-political status in that country (Schwartz & Sagie 
2000).  Societal/national values of egalitarianism and autonomy are higher in stronger 
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economies while hierarchy and embeddedness are at the lower end of the spectrum 
(Schwartz 2014). Moreover, with the individualism versus collectivism dimension being 
among the most studied in hospitality research (Mattila 2019), results of Gouveia and 
Ros’s (2000) research show that when comparing similar dimensions in Hofstede and 
Schwartz’s models, macro-social variables are better explained by Schwartz while 
Hofstede is better in explaining the macro-economic variables.   
  
A notable anomaly is Singapore, with a strong economy but with a more Confucian-
oriented culture, where hierarchy and embeddedness are strong attributes. Economic 
variables and rule of law prevailing in the two countries in this research are influencers 
of culture and reciprocally impact on Schwartz’s cultural dimensions, particularly his 
model of six societal/country-level dimensions. Legislative processes reflect cultural 
influences on a community (Licht, Goldschmidt & Schwartz 2005).  They help 
determine where power lies and how decision-making, in this case employment of 
frontline staff, is influenced by cultural variables in a cross-cultural context.  
  

Both Schwartz’s theories have also been used widely in research and discussions on 
age, gender, behaviour and attitudes (Schwartz 2017), values and happiness (Tamir 
et al. 2017) and values and leadership styles (Kafa & Pashiardis 2020), all of which 
fall within the purview of this research. Schwartz’s theories also have a diverse reach 
and application, for example: religion (Vishkin et al. 2020), politics (Vecchione et al 
2015), values and music (Manolika & Baltzis 2021), values and entrepreneurship 
(Morales et al. 2019; Santos et al. 2021) and, very pertinent to the present day, 
personal values during pandemics (Daniel et al. 2021) and Lemay Jr. et al. (2021).  
  

Earlier discussions determined that national culture of individuals can influence 
their behavioural traits with culture-specific meanings. Both Hofstede’s and 
GLOBE’s models attribute dimensions to countries, and in GLOBE’s case puts them 
on an “East versus West” collision course. Schwartz’s two theories are of particular 
interest as they affect multiple aspects of this research – culture at the individual, 
organisational and national levels as well as leadership. Schwartz and Sagie (2000), 
Licht (2014, 2008), Licht et al (2007, 2005) all bring varying paradigms to the 
discussion of culture and values. Not only does culture influence, and is influenced 
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by, the environment, but it also has a strong influence on social norms, the law and 
corporate governance. Moreover, because there is a symbiotic relationship between 
culture, values, behaviour and attitudes (Arieli, Sagiv & Roccas 2020; Choi, Lee & 
Alcorn 2020; Hanel, Litzellachner & Maio 2018; House & Javidan 2004; Schwartz 
1992), individuals with strong self-transcendence and conservation values are a 
positive fit into the service environment (Saito et al., 2021). This is further enforced 
at the organisational level as many international hotels and hospitality organisations 
develop policies and procedures that mitigate the scope to be differently interpreted 
by staff (Saito et al 2021).   
   
3.8 Refining the concepts of culture and values  
  

Sections 3.4 to 3.7 above provided a grounding of synergetic relationships between 
Schwartz, Hofstede and GLOBE theories. It also afforded a foundation of the 
concepts of culture and values. Against this background, this section considers 
formulating definitions of values and culture in the context of this study. National 
culture used synonymously with national character (Baskerville 2005) results from 
models of culture and value traits, assumed to characterise homogenous 
populations. However, these traits are only indicative as culture and values are 
variously affected by the complexity of these conceptions. There is an assumption 
that culture is based on values and reciprocally, all values are cultural (Taras & Steel 
2009). Although uniformities and social action shape behaviour, changes in the 
social, legal, political, economic and environment also influence patterns of conduct 
(McSweeney 2013).  
 
While culture may be a group phenomenon where a set of assumptions differentiates 
one group from another (Phillips, Goodman & Sackmann 1992), the complexity of 
the various “groups” in this study necessitates clarification of how the construct of 
culture is considered. As this research seeks to understand how culture at various 
levels affects recruitment practices, it is important to determine those levels while 
also considering the cross-cultural nature of the hotel business and values of the 
owners, operators, staff and guests who frequent the hotel.  
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3.8.1 Levels of culture  
  

The multidimensional nature of culture can be studied at various levels. Akin to an 
onion (Evans 2014; Hofstede 1991, 2001; Javidan, Dorfman et al. 2006), culture has 
many layers emphasising the importance in cultures and sub-cultures that might 
otherwise be considered homogeneous. Hofstede’s (2001, 1991) onion analogy 
consists of four layers: symbols, heroes, rituals and values at the core, with all layers 
being interconnected by practices. In the three-tiers proposed by Schneider, 
Barsoux, and Stahl (2014), the explicitly visible topmost layer consists of artefacts 
and behaviour. The middle layer consists of values, beliefs and norms while at the 
implicit innermost layer are basic assumptions. Schein’s (2004) levels are similar: 
artefacts being the visible surface, below which are espoused values and beliefs. In 
the third layer are tacit underlying assumptions and unconscious beliefs. These 
levels are sometimes represented as an iceberg with only the first level, artefacts, 
being visible (Thomas & Peterson 2015). In most cases, within these layers are 
tangible and intangible components of culture.   
  

In other models, levels of culture differ in their context and appear to be more 
operational and purposeful than latent or philosophical. For instance, Schneider, 
Barsoux, and Stahl (2014) propose six interacting cultural spheres at the national, 
regional, industry, professional, company and functional levels. Similarly, Pizam’s 
(1993) hierarchy of culture has five levels: national, industry, occupational, corporate 
and organisational that include managerial practices and work attitudes. Kawar 
(2012, p.105) shuffles the levels at which “a culture can work”: national, 
organisational, occupational and gender. Comparable to Schein and Hofstede, levels 
are considered on two different fronts: firstly, they explain that certain elements of 
culture are observable while deeper levels are not. The second consideration is 
organised and applied at the management level, ascribing patterns that transcend 
specific groups with shared experiences.   
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3.8.2 Values and culture: inextricably connected  
  
Although some variations may exist, culture consists of transferable traits, with 
values being “the essence of culture” (Licht, Goldschmidt & Schwartz 2007, p.3; 
Schwartz 2014) or central construct that are taught and learned in a society. As with 
culture, there is difficulty in defining or measuring values. Quantitative studies such 
as the Rokeach value survey (RVS), Schwartz value survey (SVS), the Chinese value 
survey (CVS) and the World values survey (WVS) have attempted to measure values 
numerically at the national, organisational and individual levels.   
  
Culture and values are inextricably connected where values are the layer between the 
explicit and implicit assumptions and the core in the onion analogy. Hofstede et al. 
(1990) believe that values are inculcated at childhood and do not change. This 
contrasts with Schwartz’s view that there is a hierarchy of values and they can be 
systematised according to the situation. As Schwartz (2015, p.2) suggests, values are 
“in the eye of the beholder, not in the object of perception”. Besides, an individual’s 
values are comprised of individual types such as hedonism, achievement and 
stimulation as well as collective types such as prosocial (benevolence), security and 
tradition (Schwartz 1990). Conceptualising values depends on a person’s awareness, 
relevance and stability of their values and factors that influence value priorities 
(Seewann 2021). Accordingly, an individual’s values priorities differ depending on 
how they view the world.   
  
The foundations of culture on the individual and national levels are reflected in 
traditions, experiences and social behavioural patterns of individuals with values 
characterising various cultures. This “structural identity” (Fischer et al. 2010, p.136), 
explains the application of the concepts and dimensions of the same values at the 
different levels: individual, national/societal and organisational.   
  

As a social cognition, values facilitate a person to adapt to their environment 
(Weiner 1988). Personal or individual value dimensions therefore differ, depending 
on the country culture of that individual affecting social behaviour. They also differ 
on sociological grounds (Section 3.1.1). These shared core and periphery values 
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create a value system found in various cultural settings such as organisations, hotels 
in the context of this research, making values central to both the individual and the 
setting in which they reside. For example, the Chinese Culture Connection (1987) 
categorised values integral to Chinese ethnicity into four dimensions: integration, 
human-heartedness, moral discipline and Confucian-work dynamism listed in a 
framework of 40 values, later increased to 71 by Fan (2000). This scaffold 
symbolised a national philosophy into individual units of what is important to their 
national identity. As both Schwartz and GLOBE classify Singapore in the Confucian-
influenced country cluster, these values frame the predominant culture, regardless of 
the argument of whether cultures are values or values are culture.   
  
Theorists adopt some implicit features in their value theories creating a coherent 
integrated structure: values are beliefs and provoke feeling; they motivate action to 
achieve desirable goals and situations; they guide this selection of actions (Fischer et 
al. 2010; Schwartz 2003). Values are therefore fluid to the extent in that, as guiding 
principles, they depend on how they are framed and reframed by the individual. As a 
result, values are an intrinsic part of culture and are reflected in an individual’s 
behaviour. Karl and Fischer (2022) emphasise that culture is reflected in values that 
are the philosophical foundations of one’s personality and are manifested in their 
behaviour. Hence, culture, values and behaviour are integrated.  
  
Based on Schwartz’s national and individual value dimensions, a working definition 
for values for this study is:   
 

Values are a cognitive set of philosophical principles and beliefs held by an individual 
or group (Karl & Fischer 2022) that are situational and vary in importance (Kim, Toh 
& Baik 2022).   

  
It is this hierarchy of values that differ in different settings and when activated 
influence behaviour and attitudes, guiding actions “operating outside conscious 
awareness” pan-situationally (Schwartz & Cieciuch 2016, p.108; Schwartz et al., 2012). 
While values form the core of culture, they are pan-national, informing the activity of 
the individual in a national, individual and work organisational setting inductively or 
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deductively. However, at the organisational level, some values may be shared among 
that in-group depending on the circumstances and environment. Consequently, 
cultures are based on values and value types that are held dear to that group.   
 
Each of these aspects apply to the hotel and hospitality industry across various levels 
of the hierarchy. In the first instance, values are a set of principles and beliefs held by 
individuals – values of the owners, operators, managers and line staff can all differ as 
can the hierarchy of values for each group, depending on their personal needs and the 
environment. For example, as a priority, hotel operators may value the relationship 
with their owners while line staff may value their job. Each level of hierarchy shares 
similar human values among their in-groups, although the eventual purpose may vary. 
Keeping with the example, hotel operators maintain a good working relationship with 
their owners to minimise the possibility of conflict and losing their management 
contract. On the other hand, the owner may prioritise his business over the need to 
maintain good working relationships with the hotel operators.   
  
Culture is a pattern, a substance of relationships that is constantly evolving, 
embroiling the interaction rather than isolation of elements that compose it (Lowe 
2001). While culture is central to values displayed and the product of the 
environment, in a national, organisational, vocational and individual sense it is also 
“made” semi-consciously by the social actor, slowly emerging from a society that has 
“network characteristics” and “a set of relationships between ideas… and understood 
as a process” (Lowe 2001, p.325). A framework comprising socio-cultural, socio-
economic, socio-political and socio-environmental elements can be formed on which 
cultures and values are based.  
 

Nevertheless, culture is manifested by values be they metaphysical or functional. 
Culture is what is held common and shared between a group and in the business 
sense, it adds “structural stability, depth, breadth and patterning or integration” 
(Schein 2004, p.14). In an organisation, culture is created and shaped at all levels of 
the hierarchy and not only from those with formal power (Alvesson & Spicer 2016). 
“Strong cultures” are the result of homogenous thinking and “culture does the 
thinking for them” but limits their worldview (Alvesson & Spicer 2016, p.192). From 
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a critical perspective, these levels permit reflexivity and denaturalisation of how one 
views culture.  
 
A definition of culture is therefore an extension of that of values and borrows mainly 
from the three theorists in this study. The traditional definition of culture has also 
undergone a change to include individual insights and socialisation on a globalised 
scale (Ghodrati & Joorabchi 2016) from simply being shared patterns of behaviour 
and interaction (Hofstede 1980; Schwartz 1990).  
  
In the hospitality industry and context of this research, culture is a combination of 
three aspects: values brought and inculcated by founders and owners, hotel 
operators and all levels of a diverse workforce. Senior leaders are influenced by 
values at the individual and national levels, not only how they see the world but also 
how they see their business. As the ultimate aim of any mercantile enterprise is 
commercial gain for shareholders, it is done through a service philosophy created by 
the leaders culminating in customer satisfaction. Additionally, Schwartz (2014, 2013, 
2011) refers to the “culture press” indicating that because of various intra-cultural 
beliefs among groups, communities or organisation, it impacts how they think and 
behave. These collective thoughts and beliefs “press” upon them, as a prime that 
represents the ongoing impact of a culture on the people who encounter it (pers. 
comm. S Schwartz 2020, email 27th May 2020).  
  
Service philosophies of organisations reflect human values of senior leaders expressed 
in the mindsets of the hierarchy of a diverse workforce. Culture in organisations often 
explains the “how” and “why” things are done resulting in the cliché “the way things 
are done around here”. Culture is consequently crafted in the hotel environment 
which, having idiosyncrasies of its own (Chapter 2), differs from other occupations. 
This is the case particularly in the hospitality industry as there is little to distinguish 
one brand from another, mainly due to the star ratings given to them. However, as 
each brand have their own set of standards, “the way things are done around here” 
may differ. To function and evolve effectually and compatibly with the local 
environment, organisations, particularly multinationals, need to adapt to the 
dominant national culture of the country they are in (Sagiv Schwartz & Arieli 2011).   
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In respect to this investigation, there appears to be a complex cultural relationship 
between the corporate office based in France and other global regional offices. 
Corporate office transfers their staff to other parts of the globe so taking with them 
their organisational, managerial and administrative practices and communication 
styles, all part of their country cultural attributes. However, due to cultural distance, 
these cultures do not always “fit” with the country staff are seconded to, resulting in 
the possibility of conflict. On the other hand, regional centres have flexibility of the 
standards set by the corporate office, for example adapting furniture and fittings to 
suit their purpose. Hence, cultures and values do not always remain constant although 
they are inextricably connected. The next section discusses the compatibility and 
conformity of cultures and human values in Sydney and Singapore.  
  
3.9 Congruencies between societal cultures in Sydney and Singapore  
  
National cultures rarely have a single integrated and stereotypical culture (Minkov & 
Hofstede 2012; Schwartz 2009), more so in cross-cultural cities such as Sydney and 
Singapore. This is more likely in countries where values may not be the same in all 
regions and sub-cultures (House & Javidan 2004), either due to cultural diversity, 
physical distance or both. While some traits may prevail, demographic compositions 
of national populations affect the overall observed and underlying culture and values 
of that country and diversity is significant in ascertaining cultural dimensions 
(Schwartz 1994, 1992). Other factors may also influence values and “as is” culture 
such as historical legacy, geographic proximity, the socio-political environment, 
prevalent ethnicity, sub-cultures, religion, language and education (AlMutairi, Yen & 
Heller 2018; Dorfman, Javidan et al. 2012; Schwartz 2014, 2009, 1999) and, in more 
recent times, the influence and power of advanced technology.   
  
With similar characteristics of a low birth rate, a higher median age of workers, 
fewer working-age adults to each citizen aged 65 and above and an increasingly 
ageing population (ABS 2020b) the culture in the two countries would be influenced 
by dominant value types of demographics. The Australian national census of 2016 
documents the top six countries by birth of population in Greater Sydney as 
Australia, China, England, India, New Zealand and Vietnam. Of the local population 
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49.4 per cent lived in families where both parents were born overseas while the 
percentage where both parents were born in Australia was 33.1 per cent (ABS 2016). 
According to QuickStats (ABS 2021c) “2021 data will be released from June 2022”. 
This was verified through personal communication with the ABS (pers. comm. Max 
Webber, email, 18th March 2022; Darren Pyke, email, 16th March 2022). 
Singaporean population comprised primarily of three distinct ethnic groups, 
colloquially referred to as “races” by the locals. Ethnic Chinese, primarily from the 
Fujian province, consisted of 75.9 per cent of the population resulting in a prominent 
Chinese influence. Malays and Indians totalled 22.5 per cent and the remaining 1.6 
per cent consisted of “other” ethnicities (Population in Brief 2021). Although 
demographic compositions of national population change, values of the dominant 
composition affect value priorities (Schwartz 1999).   
  
Despite both cities considering themselves to be multicultural melting-pots, 
Browaeys and Price (2019, 2015) distinguish between mosaics and melting-pots. 
Singapore is akin to a mosaic, what Li, Ngin and Teo (2007) term a cross-cultural 
blend of cultures. In such a populace, cultural groups tend to maintain their 
identities and remain socially intact. Yet in Singapore, the “Eastern” influence is 
more noticeable by virtue of the dominant ethnic Chinese population. On the other 
hand, a melting-pot has greater assimilation of cultural communities (Browaeys & 
Price 2019, 2015) such as in Sydney, albeit that Western traits are overtly more 
prominent. However, culture of country origin does make a mark on each of the 
cities. For instance, both cities have a prominent “China Town” while Sydney also 
has, unofficially termed, “Little Italy”, “Little India” and “Little Vietnam” areas and 
suburbs. Hence, although there is assimilation of migrant populations in this 
melting-pot, original cultural traits remain strong. Through this bilinear process, 
people preserve their culture of origin, or enculturation, while harmoniously 
assimilating with the culture of the host country (Wu & Mak 2011).  
  
Sydney has a multicultural population hailing from over 160 countries (ABS  
2016), and as a melting-pot has greater assimilation of cultural communities 
(Browaeys & Price 2019) though some traits of an “Australian culture” may 
dominate. In both cities, bipolar values of autonomy verses embeddedness and 
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egalitarianism verses hierarchy affect the socio-political nature of democracy in the 
country (Schwartz 2006). The political, legal and social environments influence 
rituals and behaviour, enforcing the notion that culture is a complex social 
phenomenon. Whether it is the environment that influences the culture or vice-
versa, McSweeney (2013) suggests that culture is therefore part explanation of the 
overall setting.  
  
Notwithstanding being a democratic country since independence in 1965, 
Singapore’s ruling government heavily emphasises Confucian values. Traditional 
Chinese society and culture venerates elders, has a strong respect for hierarchy, is 
entrenched in embeddedness and harmony and work takes a prominent place in the 
lives of people (Schwartz 2006, 1999). The national culture advocates more positive 
attitudes towards older workers by the younger population. Complying with elders’ 
directives especially dependent on seniority is deeply valued and takes precedence 
over cognitive age and conformity (Yao 2009). Trusted authority figures make 
decisions tending to hierarchical cultures and the prominence of what Sung (2004) 
terms the power of “elder respect”. In hospitality, how guests and staff perceive these 
elements impacts service delivery and the host-guest relationship.   
  
At both country and individual levels, culture and human values of individuals also 
affect their attitudes and behaviour towards age (Schwartz 2006). Components of 
the power dimension including social power, wealth, authority and preserving a 
public image or face (mianzi), are more acceptable in hierarchical societies where 
mastery is also high (Kopania 2020; Schwartz 2012; Schwartz & Cieciuch 2016) 
implying that social behaviour and attitudes are dependent on a stratified structure 
(Hanel et al. 2017). Similarly, Oyserman (2017) explains that honour, closely linked 
to collectivism, also relates to reputation and respect. Collectiveness is a strong trait 
in Chinese society and can be seen in their conformity of connectedness, humility 
and where the interest of the group prevails over that of the individual’s (Balante, 
van den Broek & White 2021).  
  
In contrast, where autonomy and egalitarianism are strong, the norms of entitlement 
are stronger. In mapping countries to his six dimensions, Schwartz (2009, 2006, 
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2004, 1999) indicated that Singapore demonstrated hierarchy, embeddedness 
(conservatism), and mastery as their strongest values as do other Confucian cluster 
countries.  All three value dimensions are neighbours in his circumplex diagram of 
bipolar values (Figure 3.3). Conversely, in Schwartz’s English-speaking cluster, 
Australia (Sydney) was closest to affective autonomy, mastery and intellectual 
autonomy, all neighbouring each other in his circumplex diagram. Although it was 
understandable that Singapore was farthest from egalitarianism because it is bipolar 
to hierarchy, it was surprising that Australia was fairly distant from this dimension, 
too. It would therefore be pragmatic to suggest that differences between guests and 
service staff in the two cities are reflected in power relations, mirrored in levels of 
hierarchy and embeddedness (conservatism) or egalitarianism and autonomy.  
 

Despite Singapore being classified as Confucian influenced by both Schwartz and 
GLOBE, Chung and Lim (2005) classify Singaporean society as monochronic, and 
therefore by default low-context citing the influence of their colonial heritage. 
Paradoxically, while Singaporeans follow schedules and deadlines making time 
linear, their social orientation of being a collectivistic society and conforming to 
group norms with often implied communication, shows they gravitate towards a 
high-context polychronic culture. In the service arena, focus is on guest satisfaction 
and relationship building. Although time is of the essence for most tasks, in high-
context polychronic cultures, time devoted to guests results in building interpersonal 
relationships (Hall & Hall 1990). However, Singaporeans display traits of 
monochronic, low-context cultures – they follow rules and schedules, businesses 
place importance on productivity and are slow to change plans. This accounts for the 
sliding scale of high and low context within the same community or culture based on 
the context (i.e., embedded in the meaning of the event) of the situation.  
  
 A prominent Chinese trait is one of forging interpersonal relationships (guanxi), 
which require time to build a social and commercial network, preferably with people 
in power (Chan 2006; Kopania 2020; Dinh & Hilmarsson 2020). Schwartz’s 
country-level dimensions of embeddedness and hierarchy, not unlike Hofstede’s 
(1980) dimension of high power distance, result in a more formal process of guest 
interaction in Singapore. This differs from the Western concept of networking, which 
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is more applicable to business relationships and at the organisational level (Chan 
2006). Generally, while Western guests prefer tangible cues, efficiency and 
responsiveness and are more self-indulgent, Asian guests largely prefer personalised 
service, expectations of a higher overall service experience and more restraint (Ying, 
Chan & Qi 2020). These values coincide with Schwartz’s values of affective and 
intellectual autonomy more prevalent in Westerners and hierarchy; embeddedness 
and harmony more likely in Eastern cultures. Similarly, they also conform to 
Hofstede’s dimensions of power distance, individualism and indulgence/restraint 
values. As evaluation of service is often culture bound (Mattila 1999; Zeithaml & 
Bitner 1996), stimulation values during recruitment of line staff are therefore 
pertinent to provide culturally diverse guests with memorable experiences.   
  
There is a difference between Confucian and Anglo societies. Having culture specific 
significance, individual values characterise societies and in-group cultures influence 
their behaviour with “differences being more salient and compelling than 
similarities” (Schwartz & Bardi 2001, p. 287). Traditional Confucian ideology 
stresses values of a collectivistic society: respect for elders, importance of family, 
relatives and friends, maintaining harmony where social harmony is encouraged and 
avoiding conflict (Huang & Chang 2017; Wong 2001). Hierarchal norms determine 
the superior-subordinate relationship in organisations and business relationships 
and a code of etiquette and the concept of saving one’s face, mianzi, are evidenced in 
the  
CVS (Fang 2012; Schwartz 2017, 2016; Schwartz & Cieciuch 2016; The Chinese 
Culture Connection 1987; Wong 2001). In this context, by maintaining one’s image 
and so avoiding humiliation, face is a security and power value (Schwartz & Cieciuch 
2021). Culture changes over time, across nations and in accordance with the 
environment (AlMutairi, Yen & Heller 2018; Kim, Toh & Baik 2022; Schwartz & 
Sortheix 2018). As values are culturally bound and change dynamically (Browaeys & 
Price 2015; Taras & Steel 2009), it follows that culture is not as stable as Hofstede 
(1980) and Carbaugh (2007) suggested.    
   
This implies that societal culture shaped by human values of in-groups can influence 
organisational values and culture, or vice versa. Employment attitudes are affected 
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by ascribed status, where power, seniority and authority are not only a part of the 
social fabric but also something to aspire to for status and legitimacy (Schwartz 
1990). Understanding specific behaviour of leaders is made more complex by the 
mobility of labour and the cross-cultural nature of management hierarchy in hotels.   
  
In the main, Australians tend to be a low-context monochronic society displaying 
Schwartz’s dimensions of egalitarianism and affective autonomy (pleasure, exciting 
life) and individualism. They are also lower on Hofstede’s power distance scale 
resulting in more informal communication and guest interactions (Figure 3.4). 
These traits also shape the social component of the servicescape and how service is 
performed and evaluated in both countries, ultimately affecting consumer 
experience and emotions, so differentiating service delivery from service encounter 
(Pizam & Tasci 2019). While the service experience is co-produced, cultural norms 
and orientations play a large part in the participation of the individual in that co-
production. This can impact the paradigm on how employers view the world and 
may therefore be reflected in who they recruit driven by values they consider to be 
important for guests satisfaction.  
  
“Australian culture” is an oxymoron, full of contradictions (Ashkanasy 2007). 
Egalitarianism, revolving around the theme of equality, is a strong and noticeable 
trait among Australians. However, in practice the same author suggests that there is 
a hierarchical structure and a stratified society. This “enigma” contradicts the co-
existing class system that is based on reward and the generation of wealth, akin to 
Schwartz’s dimension of mastery. Australia, a male-oriented society with a culture of 
mateship and standing up for your mates, demonstrates the virtue of social justice, 
in-group and institutional collectivism. Ashkanasy (2007) also affirms that 
Australians are generally a conservative but cohesive society where a driving force is 
the control of wealth.   
  
In the context of hotels, this value may be less observable due to a multinational 
workforce yet to adapt to “Australian values”. While Australia (Sydney in the case of 
this study) is a multicultural melting-pot, Ashkanasy (2007, p.302) calls it a 
“pluralist society” displaying traits of generosity and tolerance. They are 
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performance orientated and are marginally risk averse with a higher score in in-
group collectivism, humane orientation and egalitarianism in an otherwise highly 
individualistic and capitalistic society. However, due to the melting-pot influences, 
some traits are now less observable.  
  
Sydney being the largest metropolis in Australia with a diverse cross-cultural, 
melting-pot population, has numerous traditional yet varied influences on its 
culture. Due to this diversity in multiculturalism, it is therefore problematic to 
ascertain if there is a specific “Sydney” culture as compared to a more conspicuous 
“Singapore” culture where the population of ethnic Chinese is more dominant. The 
current social and political culture attributed to Singapore is heavily influenced not 
only by the government promoting Confucian traits but also by strongly influencing 
decision-making in society as a whole (Li, Ngin & Teo 2007). Arguably, the historic 
influence of the British, assertiveness and future orientation of a government leaning 
towards modified Confucian values and contemporary technological changes are still 
shaping the culture in Singapore (Li, Ngin & Teo 2007) to a greater extent than in 
Sydney, where the government does not wield as much power.   
  

Having assessed some of the many facets of culture and the need to incorporate 
approaches by various researchers forming a sum of their parts, the next section 
explores the influence of culture on the hotel sector.  
   
3.10 Values and culture’s influence on the hotel industry  
  
This study is situated in two hotels in geographically-distanced countries, and two 
separate cities – Sydney and Singapore, both inheriting some cultural heritage from 
the British who ruled them at given times in history. Chapter 2 discussed literature 
related to the hotel and hospitality industry and in a social and cultural setting with 
Derrida (2002, p.361) claiming that “Not only is there a culture of hospitality, but 
there is no culture that is not also a culture of hospitality”. Via the cognitive process, 
culture organises experiences (Oyserman 2017).   
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In the service environment, Westerners rely on tangible cues to assess quality of 
service delivery also deriving more pleasure from the consumption experience than 
their Eastern counterparts (Kok, Ar & Aydin 2017; Ying, Chan & Qi 2020; Zeithaml, 
Bitner & Gremler 2018). This is perhaps attributable to their hedonistic and 
stimulation motivational values (Schwartz 2017, 1992; Schwartz et al. 2012). Part of 
this hedonic stimulation is fascination with lookism, or “culture of beauty” (Wolf, 
2002 p.5). However, Ghodrati, Joorabchi, and Muati, (2015) found that although 
perceptions of what constituted beauty varied, it was also prominent in regions of 
the Middle East and Asia. Asians, or Easterners, assess services on implicit and 
inferred expectations (Ying, Chan & Qi 2020) with culture being termed a “silent 
language” (Hall & Hall 1990). The dichotomy between tangible cues versus 
metaphysical can also be manifested in Hall’s (1983, 1981) high-and low-context 
cultures. To illustrate, low-context cultures in the West rely on formal, quantifiable 
contracts while high-context cultures, like those in Asia, primarily focus on guanxi 
rather than the actual agreement itself. Rapport is built on trust, respect and 
courtesy where face saving plays an important role in the association (Browaeys & 
Price 2019).   
  
Shaped by democratisation, these cultural and emotional facets also affect the 
subjective evaluation of lookism in hotels. Societies are conditioned to beauty norms 
by means of social media activity, corporate branding, international media and 
advertising (Chelcea & Ivan 2016; Ghodrati & Joorabchi 2016; Warhurst & Nickson 
2020). Kok, Ar and Aydin (2017) relate this phenomenon to Hofstede’s dimension of 
indulgence versus restraint resulting in optimism among Westerners and less so 
among Easterners. Resulting from the internationalisation of the hotel industry and 
cross-cultural nature of employees, the inference is that guests evaluate their service 
encounters on the basis of their cultural background (Park, Kim & O’Neil 2014).  
  
In a hotel environment where hospitality is codified, a variety of criteria determine 
how social interactions can take place and how these perceived socially constructed 
realities of experiences and moments of truth are conferred to guests. Essentially, 
service quality is assessed by consumers in three ways: the physical environment, 
which constitutes the theatre or servicescape in which service drama is enacted; the 
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service delivery process itself; technical abilities of the staff and establishment 
(Grönroos 1997). Although multinational hotel organisations mainly try to 
standardise service protocols across their hotel brands, Zeithaml, Bitner and 
Gremler (2010) assert that culture influences how consumers perceive the 
servicescape and service delivery resulting in the overall assessment of their 
experience, creating a “consumptionscape” (Venkatraman & Nelson 2008). Culture 
therefore plays a significant role in service operations by careful management of the 
servicescape employees’ interactions with guests (Hofstede 2015; Thomas & 
Peterson 2014).  
  
Drawing on Maslow’s (1954) hierarchy of needs theory and Rokeach’s (1973) 
terminal values, Kahle (1983) and Kahle, Beatty and Homer (1986) developed a set 
of nine values initially applied to the psychology of marketing and a predictor of 
consumer behaviour (Table 3.5). Because hotels and hospitality are based on the 
concept of “home” where the host bestows hospitality on guests (Chapter 2), these 
nine values can also be applied to the psychology of purchase decisions of guests in a 
social and service setting. They are therefore compatible with the service sector that 
includes hotels and hospitality (Beldona, Kher & Bernard 2020). Since values are 
situational and differ in hierarchy and setting, societal values influence individual 
levels (Schwartz & Cieciuch 2016). The psychological impact of these nine values also 
affects values as motivating goals that shape decisions, emotions and actions in the 
social setting.   
  
Kahle, Beatty and Homer’s (1986) list of values, similar in nature to values displayed 
in the hospitality industry, were categorised into three dimensions by Beldona and 
Gopalakrishnan (2015), namely relational, recreational and preservational values. 
Relational values are similar to components of Berry, Zeithaml and Parasuraman’s 
(1990) classical SERVQUAL model, which include reliability, responsiveness, 
empathy, assurance and tangibles. Recreational values include experiences, activity 
and lasting memory and, finally, preservational values of safety, security and a sense 
of place.   
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environment (Arieli, Sagiv & Roccas 2020). Symbiotic values assist employees, or 
prospective employees, to adapt and fit seamlessly into the organisation (Anderson, 
Flynn & Spataro 2008; Arieli, Sagiv & Roccas 2020). Reflective of hospitality 
workers in both cases, individuals who display self-transcendence and openness to 
change, values required of hospitality workers, reflect their suitability to the job. 
Hence, values direct and influence a career path embracing social interests that deal 
with guiding and helping others and enterprising interests that promote leadership 
principles (Arieli, Sagiv & Roccas 2020). These workers adapt to the work 
environment, heightening job satisfaction. Organisations – hotels in the case of this 
research – are able to achieve better synergies between organisational values, tasks 
performed by the staff member, emotions and attitude towards service and guest 
experience and reduce staff turnover (Anderson, Flynn & Spataro 2008; Gorenak, 
Edelheim & Brumen 2020).   
  
Cultural norms dictate the social host-guest relationship and although cultural traits 
may differ between countries and communities, it affects the “style”, duties, quality 
and requirements of how hospitality is portrayed (Kirillova, Gilmetdinova & Lehto, 
2014). Culture can therefore be the conduit to help understand the host-guest 
relationship and what guests want (Lashley 2008). Additionally, culture influences 
consumption decisions that supports consumption divergences (Ng & Lim 2018). In 
the context of this study, while it would appear to be less cultural divergence, 
Schwartz’s (2013) Confucian influenced (e.g., Singapore) and English-speaking (e.g., 
Australia) cultural clusters influence on how consumers distinguish their service 
experience. It demonstrates the social nature of the guest’s cultural orientation, 
influences and drives the servicescape and service expectations of guests, guided by 
culture and core values of the organisation, service provider and consumer.  The 
metaphor of seeing a whole elephant rather than just its parts when referring to 
national cultures holistically gives cross-cultural studies credence (Tayeb 2001). 
Following Tayeb’s rational it appears that at times there is confusion about how non-
cultural factors affect organisational cultures and the workplace. In an organisational 
context, there may also be a strong undercurrent of power and influence in decision-
making exerted by the culture and values of founders (Schein 1990; Schwartz 2016), 
owners, hotel operators, managers and floor staff.   
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GLOBE classifies six types of leaders: charismatic, team-oriented, participative, 
humane-oriented, autonomous and self-protective (Dorfman et al., 2012; Pathak & 
Muralidharan 2018), exerting power by suppression, scheduling objectives, 
influencing ideologies and endorsing jobs for certain people (Fleming & Spicer 
2007). Hard (coercive) and soft (persuasive) power are manifested as social power, 
wealth, prestige, authority and dominance over people and resources (House et al. 
2004; Schwartz 1999). Founders and owners may exhibit power in varying forms, for 
example social power, prestige, control over people and resources (Arieli, Sagiv & 
Roccas 2020; Schwartz 2016, 1996) to coincide with the higher-order value of self-
enhancement, depending on how they want to portray themselves and their 
organisation in society. In masculine cultures, power values of men are superior to 
those of women (Borg, Bardi & Schwartz 2015). Trophy hotels improve their 
standing in their social circle and “ego identity” (Hodari & Sturman 2014; Shi & 
Wang 2011, p.93; Stern & Dietz 1994) plays a large part in their perceived successes 
with values influencing attitude and behaviour (Borg, Bardi & Schwartz 2015).    
  
Expatriate managers adjust their management style in these two different 
environments as there is no fixed leadership pattern although some aspects of 
management and leadership may be common with values differing in importance. 
Additionally, it is the leaders and managers who are instrumental in decision-
making. Culture groups differentiated by nationality and diversity in this study are 
central to distinguish dimensions (Schwartz 1994). How leaders behave also reflects 
organisational practices that consequently mirror acceptable norms in that society 
(House et al 2002). Foundations of culture are reflected in norms, traditions, 
experiences and social behavioural patterns of staff members that, Brannen and Salk 
(2000) argue, result in the advent of a “negotiated culture”.  
  
Mobility in the cross-cultural context of the hotel industry can affect the tensions in 
managerial styles between cultural groups. While culture may determine the macro 
work environment, values determine what stakeholders hold to be important in 
pursuing this culture. Additionally, the dynamic influence of guests as stakeholders 
combine to expound an organisation’s culture, forming a culture-specific hotel 
property. In a micro sense, some value constructs may feature stronger in some 
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communities than in others (Tayeb 2001). Although hotels themselves are 
multicultural melting-pots, stakeholders form a hotel-specific converging culture, so 
creating a “globalised culture”. This “new” addition to culture is still affected by 
beliefs, norms, customs, individual preferences and perceptions and to some extent 
religious beliefs. While culture functions at a deeper level, it produces emotional 
activity with people shaping culture while it also materialises from them (Hirschfeld 
2018; Rowe 2007).   
  
Thomas and Peterson (2015) propose three broad categories that underscore culture: 
culture is shared, learned and systematic, and organised. These three categories 
appear to have synthesised Murdock’s (1940) seven characteristics that accentuate 
culture: culture is learned; inculcated or indoctrinated; a social phenomenon; is 
abstract, conceptualised as behavioural patterns or customs; is gratifying, consistent 
across societies; is adaptive and functional changes can be made; and is an 
integrative feature in most definitions of culture. These seven characteristics are still 
current in most contemporary definitions of culture. Each of these features are 
integrated and applicable in the hotel environment to varying degrees, driven by 
owners, operators, the leadership team and guests. For instance, the culture of 
hospitality and culture in hospitality (Sections 2.4.2 and 2.5), together with the 
culture prominent in each hotel is shared by staff who, by undergoing various forms 
of initiation in their place of work like orientation or on-boarding, learn the culture – 
“the way we do things around here” – of their workplace. Because of the hierarchical 
and systematic nature of the hotel industry, this form of culture is organised and 
changes slowly.    
  
Hofstede et al. (1990) found an overlapping connection with organisational culture 
and strategy but there was no consensus on a single definition. Hofstede’s “collective 
programming of the mind” conflicts with this varied range of behavioural patterns in 
a given business (hotels in this case). Because individuals work collectively in the 
hotel industry, the “individualism versus collectivism” dimensions co-exist, making 
it difficult to observe and resulting in extremely subjective measurement. When staff 
come together as a group, a shared culture is created sharing common assumptions 
and beliefs with a common meaning (Alvesson & Spicer 2016). For instance, 
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diversity of the workforce in the hotel industry is a melting-pot for various cultural 
values, norms and attitudes. However, in the context of the organisation they work 
for, staff assume and portray the values and beliefs of that organisation, and as 
promulgated by the founder, owners or management company and interlaced with 
the culture of the country they are in.  
  
Because of the regimented nature of hotel hierarchy, regardless of the geographic 
region where the hotel is situated, a strict hierarchy could exist in that hotel 
reflecting the power distance dimension. In the two hotels in this research, power 
distance is represented by how the guest/staff and managers/line staff interact with 
high power distance as prevalent in Singapore (Figure 3.4). In low power distance 
cultures, this stratification exists to a lesser extent, viewing the organisation in 
accordance with their cognitive beliefs (Alvesson & Spicer 2016). National culture 
may also influence recruitment procedures (Minkov 2018). Behaviour of managers is 
influenced and emphasised by dominant values, accepted practices and expectations 
of the environment in which they are located (Smith, Peterson & Schwartz 2002). 
Accordingly, GLOBE’s nine values apply to a greater or lesser extent. Moreover, the 
explicit and implicit expectations communicated in the organisation emphasise the 
core cultural values (Schwartz 2014).  
  
3.11 Chapter conclusion  
  
This chapter reviewed and discussed literature on how cultures are profiled 
analysing social constructs such as values, norms, behaviours, traditions, personality 
and attitudes by positioning individuals and countries on cultural and values scales. 
Not only do societies and individuals display a certain “culture” that typifies them 
but values are also affected by internal and external elements. They are reflected in 
the way business is conducted and manifested in organisational behaviour.  
  
Similarities and differences between models and dimensions proposed primarily by 
three prominent researchers and cultural psychologists, Schwartz, Hofstede and 
House et al. from Project GLOBE, were analysed. Schwartz proposed two models of 
cultural value dimensions aimed at the individual and national levels, also applicable 
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to the business community. Licht (2008), Licht, Goldschmidt and Schwartz (2007, 
2005) established how culture influences legislative aspects that influence the 
community. Culture is also affected by internal and external environmental factors 
such as history and tradition, socio-economic status, age and level of education. In 
more culturally restrained societies, educational achievements are of pride to the 
family and their standing in society (Ng & Lim 2018) as is the case in Singapore. 
Related to the multicultural cities of Sydney and Singapore, Browaeys and Price 
(2019, 2015) distinguish between mosaics and melting pots. Although both cities 
have a colonial heritage, Singapore is akin to a mosaic of cultures while the 
assimilation of cultural communities in Sydney makes it a melting-pot. These 
different characteristics are examined holistically on four levels: national or country, 
industry or occupational, organisational and individual or personal.   
 

In this study, culture plays its part in the national/societal level on two fronts. 
Firstly, the national culture of Singapore and Sydney and cross-cultural nature of 
employees and guests. Secondly, that of the individuals as their values are affected by 
a diverse range of factors. Owners and operators, including senior and middle 
managers who are involved in the recruitment process, may all have different 
perspectives due to their varied cultural assumptions, values, beliefs and biases 
influenced by their backgrounds. Societal culture is also reflected in an 
organisation’s policies, procedures and practices and is not carried by any individual 
but is shared (Schwartz 2014). These aspects impact decision-making, especially 
when it comes to employment attitudes and trends of frontline staff in these hotels.  
 

Although Hofstede is considered a pioneer in cross-cultural studies (Javidan et al 
2006), his definition of culture was critiqued as the connotations are that everybody 
in a given society think and behave in a homogenous manner. Moreover, in 
contemporary times with globalisation, ease of travel and relative ease of 
employment in other countries, Hofstede’s six dimensions could be indicative rather 
than definite. While a certain characteristic may be more prominent in a society, it is 
the extent to which these values are displayed that vary from one person to the other. 
Despite this, Hofstede is acknowledged as being among the most influential studies 
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(Beugelsdijk, Maseland & Hoorn 2015; Jones 2007; Minkov 2018; Schwartz 1994) 
and his six dimensions are still applicable.  
  
Project GLOBE studied the interrelationship between the social phenomenon of 
national and societal culture, leadership effectiveness and behavioural levels in 
organisations (Ashkanasy 2007; House, Javidan et al, 2002; House, Hanges et al 
2004; Javidan, House et al. 2006). Culture, an abstract construct, was studied from 
the individual, national (societal) and organisational point-of-view and the 
implications of GLOBE’s nine dimensions were applied to leadership and culture in 
organisations. GLOBE evaluates “culturally generalisable and culturally specific 
aspects” (House, Hanges et al 2004 p.19) behind similarities and differences 
between cultural values and practices in culturally diverse societies and their 
influence on leadership practices including decision-making in organisations 
(House, Javidan et al, 2002).   
  
National culture affects every aspect of society. Values influence the motivation, 
expectations and preferences of members of that society. In more egalitarian 
countries, education, as a social net, is seen to be an entitlement (Ng & Lim 2018). 
National cultures and individual values are affected by family-oriented collectivism, 
religious beliefs with high within-country variances and prevailing philosophies 
(Fischer & Schwartz 2011a; Tan 2012), levels of government control and political 
stability, the economy and legislation and the manner in which law (Licht et al. 
2005) affects the ownership structure and corporate governance of businesses 
(Breuer & Salzmann 2012; Licht et al. 2007; Schwartz 1999).   
 
In the context of this study, national cultures and values based on cultural 
frameworks that could impact recruitment practices in both Sydney and Singapore 
include focuses on Schwartz’s (1994) seven values of hierarchy, embeddedness, 
harmony, mastery, egalitarianism and intellectual and affective autonomy. 
Moreover, they also align with Hofstede’s (1980) dimensions, particularly those of 
individualism/collectivism, power distance and indulgence/restraint. Cultural values 
are also reflected in GLOBE’s (2004) framework which have similarities with 
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Schwartz and Hofstede. These value dimensions at the national level are succinctly 
complied and synthesised in Table 3.4 (p.105). 
  
Not only are these aspects noticeable at the country level but also in how the 
individuals in that society think and behave. In the main, these traits influence the 
perception of the hotel and hospitality industry as being servile and menial, hence 
not being a desirable or viable career. While it is theorised that culture changes 
slowly, in the contemporary era culture is conceivably more dynamic as global 
development has resulted in a faster pace of cultural change. This affects hotels and 
hotel operations too as leaders and managers need to change due to generational 
changes of guests’ and employees’ needs and attitudes and hire staff accordingly. 
Similarly, values change with age and other intrinsic and extrinsic factors. 
Consequently, culture becomes the “mother of all path dependencies” (Licht 2001 p. 
150). Although Schwartz’s two frameworks were considered more holistic and apt for 
this investigation, it would be remiss to omit Hofstede’s and GLOBE’s contributions, 
especially as Hofstede is complimented as “the father of the idea that national 
culture affects management” (Peppas 2004, p.59) and GLOBE’s cultural dimensions 
concern leadership. Also applicable to the hotel industry are Hall and Hall’s  
(1990) dimensions of communication (context) space and time. Moreover, Kahle, 
Beaty and Homer (1986) values complement this review.   
  
This chapter reviewed and discussed literature on hospitality and hotels, emotional 
intelligence and ageism (Chapter 2) and how culture influences everyday tasks, 
especially in the context of making decisions on recruitment. It contextualised 
disparate constituents related to theories on culture and provided the conceptual 
framework employed in the following chapter, research design. Chapter 4 explains 
and justifies the methodology and methods used to collect and then analyse data for 
this study.  
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CHAPTER 4 

Research design, methods and methodology 

  

  
4.1 Chapter introduction  
 

This chapter explains and justifies the research design of a plan for conducting the 
research and its components, including the philosophy behind the study, apt 
methodology and methods (Creswell 2013; Graue 2016). Consequently, approaches 
to data collection and analysis suited to this research are consistent with the 
theoretical constructs discussed in the two previous chapters that predicate this 
research. Being a study of how culture and value motivating behaviour instigate 
recruitment decisions of frontline staff in four-star hotels in two multicultural cities, 
Chapter 2 discussed literature in the realms of the hotel and hospitality industry, 
while Chapter 3 reviewed literature on culture and motivational values.    
  
This is an explorative study relevant to social science and management studies 
underpinned by an inductive and interpretive approach for which a qualitative study 
is most suitable (Denzin & Lincoln 2011; Gog 2016). Moreover, a qualitative and 
interpretive study is suitable to hospitality (that includes hotels) research “because 
hospitality is an abstraction … meaning and understandings are socially and 
experientially constructed” (Golubovskaya, Robinson & Solnet 2017).   
  
Based on the researcher’s reflexive foundations of prior understanding and 
knowledge of the topic under investigation (Section 1.2.1) yet open to new insights 
(Alharahsheh & Pius 2020), tools used to gather data included semi-structured 
interviews for senior and middle managers, focus groups for line staff and a journal 
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for field notes and memos. These notes and memos acted as a reflective journal 
facilitating reflexivity and assisted in interpreting and making meaning of 
participants’ viewpoints on recruitment decisions. Two case studies of four-star 
hotels, one each in Sydney and Singapore, set the boundaries for the investigation 
binding the cases by time, place and context (Stake 2005; Yin 2018, 2014). 
Compliance with ethical considerations and University guidelines are also discussed.   
  
4.2 Methodological framework   
  
The starting point of any academic research is implementing a suitable philosophical 
framework (Mayer 2016). The framework adopted represents the assumptions and 
world view of the researcher and is illustrated by the nature of this knowledge and 
how it is developed (Graue 2016; Kellmereit 2016; Mayer 2016).   
  
In this investigation, as with any qualitative research, assumptions made in social 
sciences are based on four key philosophical viewpoints of ontology, epistemology, 
axiology and methodology (Creswell 2013; Denzin & Lincoln 2011; Jennings 2010; 
Killion & Fisher 2018). The relationships between constructs in this study are 
summarised as: epistemology or correlation between the subject of research and 
researcher and justifiable knowledge and reflexivity of the researcher’s view of the 
world. Reflexivity is more than being reflective. It “critically examines the power 
relationships in the research process … the collection of empirical material … the 
interpretation of those material” (Killion & Fisher 2018, p.22), all leading to 
knowledge creation.   
  
By positioning himself in what Heron and Reason (2006, p.149) term as “critical 
subjectivity” epistemology, the researcher applied measures of objectivity in 
analysing and framing of the data thus mitigating researcher bias (Creswell 2013, 
2009). Via the process of reflexivity, the researcher’s prior experience and knowledge 
of the hotel industry assisted in co-constructing and generating knowledge by 
interpreting multiple realities of research participants at various levels of the 
organisational hierarchy and their frames of reference (Alharahsheh & Pius 2020; 
Killion & Fisher 2018; Pearce 2005). Additionally, Fontana and Frey (2005) 
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emphasise that success of the study also depends on how the researcher positions 
himself in the research setting.  
  
While ontology, sometimes referred to as “first philosophy”, was sought to answer 
the “what is” questions that could shape interactions and reality, epistemology 
probes knowledge and the nature of relationship between the researcher, “how we 
know”, and “what it means to know” (Crotty 1998, p.10; Killion & Fisher 2018; 
Masadeh 2012; Slevitch 2011). Founded on participants’ interpretations, ontology in 
this study sought to understand participants’ perceptions, without referencing their 
gender, on how culture affected recruitment decisions of frontline staff. Based on the 
emic perspective, multiple realities exist not only for the researcher but for 
respondents as well, influencing the “collection, analysis and interpretation of 
empirical materials” (Killion & Fisher 2018, pp.14-15).  
  
Axiology, a more recent addition to research philosophy, aligns with the values and 
ethics of how the researcher sees the world, acknowledging the value-laden nature of 
the research (Creswell 2013; Jennings 2010; Killion & Fisher 2018). To this end, the 
researcher declared his past and present connection with the hotel and hospitality 
industry while also explaining the significance of this research (Sections 1.1.1 and 
1.3). Together with epistemology, ontology and axiology, methodology is the mode of 
investigation. Subsequently, methods or techniques and tools are used to gather, 
refine and analyse lived experiences and observed situations of participants (Denzin 
& Lincoln 2011; Killion & Fisher 2018; Mayer 2016; Slevitch 2011; Tumele 2016; Veal 
2017).    
  
Methodology – that is, the theory and philosophical assumptions overarching the 
phenomenon being studied – bridges the research approach to methods used and the 
paradigm in which the study is situated (Bryman 2016; Hess-Biber & Leavy 2011; 
Saunders, Lewis & Thornhill 2012). Consequently, in this research, the research 
paradigm is guided and defined by three basic philosophical assumptions: it is an 
inductive process; the manner in which the data is organised is made known; and it 
leads to the creation of new ideas (Killion & Fisher 2018; Neuman 2014).   
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As suggested by Van Rheed, Tromp & Blomme (2009), the interpretative paradigm 
used in this study permitted the researcher to examine lived experiences of the 
participants, i.e., hospitality workers at four-star hotels, so making sense of their 
values, beliefs and interpretations of their work surroundings. Similarly, Dammak 
(2015, p.2) and Denzin and Lincoln (2011) refer to this interpretive epistemology as 
multiple layered connections between the “knower and the known”. As suggested by 
Lincoln, Lynham and Guba (2011), because knowledge is being constructed as 
against being discovered, the interpretive paradigm is also sometimes referred to as 
the constructivist paradigm. Authors such as Alharahsheh and Pius 2020; Babbie 
2016 and Hair Jr. et al. 2016 refer to the subjective world of human experience, 
which in the context of this research, allows for the social phenomenon of 
recruitment and lookism, or ageism, to be investigated.  
  
Methodology used in this study is justified as ontological assumptions underlying the 
interpretivism paradigm is dependent upon beliefs and attitudes at a given time. The 
interpretive approach therefore lends itself to question how cultures at various levels 
interact with the organisation and other environmental factors so affecting 
recruitment decisions. Because interpretivism regards social reality “as the product 
of processes” (Blaikie 1993, p. 96), by understanding the intersubjectivity of 
participants’ frames of reference, meaning can be constructed. Axiology or values of 
various stakeholders (e.g., owners, operators, employees/research participants and 
the researcher) are therefore inherent in the research process. Application of 
relationships between these four philosophical components that guide this study are 
contextualised and summarised in Table 4.1 below. The third column authenticates 
their relevance to this investigation.   
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Suited to empirical and explorative hospitality studies, these philosophical 
assumptions and qualitative methodology situated in the interpretive paradigm 
(Lugosi, Lynch & Morrison 2009) assisted in answering the research question 
introduced in Section 1.5 which was articulated as:  
  

How does culture, embedded in country, occupational, organisational and individual 
levels and their values, influence practices for recruitment of entry-level frontline 
staff in four-star hotels in Sydney and Singapore?   

  
Two sub-questions assist a comprehensive review and discussion of the research question:  

• How are attitudes on age and aesthetics manifested in management decisions related 
to recruitment and promotion of frontline staff?  

• How do cross-cultural influences effect recruitment of frontline employees?  

  
The methodology that underpins the research grounds multiple realities co-
constructed by participants and researcher, making sense of subjective human 
experiences or the ontology (Saunders, Lewis & Thornhill 2012), hence the need for a 
cross-section of research participants across the organisational hierarchy (see 
population characteristics and demographic break down in Section 3.9). From an 
epistemological viewpoint, the emerging meaning of reality was co-produced and co-
experienced between the researcher and frontline actors, with the subjective nature 
of the individuals’ worldviews “imposed on the object by the subject” (Crotty 1998, p. 
9; Kirillova, Gilmetdinova & Lehto 2014).  
 

4.2.1 A qualitative research approach  
   
A qualitative approach to research is based on the researcher’s epistemological 
beliefs (Bryman & Bell 2011; Gog 2016). It encompasses nonnumerical data and 
interprets information gleaned from interaction with research participants in the 
form of words. Lengthy contacts and social debates between research participants 
and the researcher through interviews and focus group discussions helped achieve a 
holistic view of the phenomenon being studied, so making meaning of institutional 
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and cultural practices of the researched subjects (Saunders, Lewis, & Thornhill 
2012). Grounded in interpretivism, the epistemological belief of this research helped 
understand the subjective world of human experience (Bryman & Bell 2011; Gog 
2016; Neuman 2012; Silverman 2016). The interpretivist paradigm is sometimes 
criticised as the research may be unduly influenced by the researcher’s 
interpretations resulting in a more subjective view (Dean 2018) but via reflexivity, 
the researcher could acknowledge possible biases.   
  
The research question not only complemented and guided the design of this study 
but was also a direct consequence of the research problem (Silverman 2013), 
explaining rich data gathered from multiple research participants, be they of 
“individuals, places or organisations” (Veal 2017), all three of which apply to this 
research. The relationship between the qualitative nature of this study and the 
interpretive paradigm are clarified by Denzin and Lincoln’s (2011, p.3) definition that 
qualitative research is “a set of interpretive, material practices that make the world 
visible”. The resultant information provides a complex set of material for the 
researcher to explore. Themes being investigated, and analysis of the data obtained, 
are achieved verbally (Hair Jr. et al. 2016; Rapley 2016).  
  
In relation to this investigation the researcher’s view is similar to that of Levin and 
Greenwood (2011), that the paradigm is contingent to the research question, 
ontology and the epistemology making scientific knowledge realistic in the social 
sphere. Consequently, the activities engaged (research methods or tools selected) to 
shape and operationalise the design for this investigation and achieve the research 
objectives all provided primary data. Accordingly, the data gathering methods 
selected are case studies, semi structured interviews, focus groups and a field-
journal, all of which lend themselves to qualitative analysis. These data collection 
methods are usually conducted in juxtaposition of the participants and the research 
environment (Miles, Huberman & Saldaña 2020). Recordings of interviews and 
focus groups are transcribed verbatim prior to analysis so gaining a holistic and 
integrated overview of the study.   
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In keeping with Creswell’s (2013) and Killion and Fisher’s (2018) suggestion that 
qualitative research exhibits certain characteristics, this research took place onsite at 
each of the two hotels that were at the centre of this study. Access was provided to 
engage directly with research participants in their natural setting. Another feature is 
that there are typically multiple methods of data collection and analysis (inductive or 
deductive). The researcher therefore designed data gathering instruments (methods) 
to collect and record data as previously stated. However, it is necessary to be flexible 
and prepare for frequent changes in techniques and procedures, depending on how 
participants view their social world.   
  
The process behind qualitative research is to engage with participants and garner 
information permitting the researcher to use complex reasoning in order to extricate 
concepts that are of utmost interest, promoting conceptual validity (Creswell 2013; 
Miles, Huberman & Saldaña 2020; Neuman 2014). Qualitative methodology is most 
suited to describe and explain how and why contributors to the research come to 
their conclusion. Focusing on multiple perspectives of participants, meaning is made 
of their views resulting in emerging information and themes, thus co-creating 
knowledge. On analysis, these themes are categorised (Section 4.5), laid out in 
Chapter 5 and discussed in Chapter 6.   
  
As there is little evidence that cultural influences on employment attitudes relating to the 
observed phenomenon in hotels has been investigated in any detail, it makes exploratory, 
inductive and descriptive research ideal for this study (Miles, Huberman & Saldaña 2020 
p.17). These authors profess that “highly inductive, loosely designed studies make good 
sense … unfamiliar cultures, understudied phenomena or very complex social process”, 
all of which are components of this study. However, they also advocate tighter designs 
that allow for focus and clarity. Furthermore, despite traditionally prosaic status ascribed 
to hospitality studies, it challenges scientific frontiers characterising scientific philosophy 
(Botterill 2011/2000). The implementation of a qualitative and explorative research 
facilitates an understanding of the ostensible lack of mature-aged workers in the 
frontline of four-star hotels in two culturally distanced cities/countries. Using a 
qualitative methodology, the aim of the research was to construct knowledge, from an 
epistemological and ontological perspective.  
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Having explained and justified the foundations of the research philosophy on which 
this study is built, attention now turns to methods used to gather data for this 
investigation. The following section discusses the suitability of case study followed by 
other data collection methods used to discover and establish lived experiences of 
participants at various levels in the hierarchy of the hotels.   
  
4.3 Case study: investigating a contemporary phenomenon in its real-life 
settings  
  
This research adopted elements from case study methodology in its design and 
execution. Case studies are suitable for theory building (Aczel 2016; Flyvbjerg 2011; 
Yin 2018; Zainal 2007) and case study research is the preferred strategy to maintain 
a “chain of evidence” (Yin 2014, p.3). It helps answer ‘how’ and ‘why’ questions being 
asked, as in this investigation, making it suitable to a qualitative inquiry (Yin 2018, 
2014). It is also the favoured research methodology in social sciences for exploring 
and obtaining a systemic and holistic in-depth description of the social phenomenon 
under investigation and explanation to understand participants’ perspectives of 
contemporary occurrence in a defined, real-world context (Aczel, 2016; Miles, 
Huberman & Saldaña 2020; Tumele 2016; Yin 2018, 2014). The focus is on gathering 
information relating to behaviour from the real-life context of the social actors (Hair 
Jr. et al. 2016; Stake 2005; Neuman 2012; Yin 2018, 2014).   
  
The underpinning philosophy behind case studies propagated by Stake (2005) and 
Yin (2018, 2014) is based on the constructivist paradigm where knowledge is socially 
constructed and “truth” is dependent on one’s own perspective of the reality of the 
phenomenon. In this research, the researcher had little control over events such as 
timing of conducting data collection as they were situational, dependent on 
permission and advocacy of senior hotel executives and business demands of the two 
hotels comprising the cases. Although within boundaries, there were no defined 
delineations between the context and the phenomenon (Bryman 2016; Yin 2018, 
2014) where the two hotels in different cities were the units of analysis.   
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Simply defined, cases are “phenomenon of some sort occurring in a bounded 
context” (Miles, Huberman & Saldaña 2020, p.24). As a system, a case study 
therefore functions as “both a process of inquiry about the case and the product of 
that inquiry” (Stake 2005, p. 444). Case study research, according to Stake (2005) is 
more of a method, selecting an issue or problem that is to be studied, bounded by 
time and place. However, researchers such as Denzin and Lincoln (2011), Lucas, 
Fleming and Bhosale (2018) and Yin (2018) take a different view and consider case 
studies to be a methodology or strategy. Moreover, due to the perceived lack of 
scientific consistency and rigour, case studies in qualitative research have sometimes 
been criticised due to their limitation to generalise the study and difficult to conduct 
(Stewart 2014; Yin 2018, 2014; Zainal 2007).   
  
In keeping with Creswell (2013, p.97), this research considers case studies to be “an 
object of study … product of inquiry”, that is, a qualitative methodology or strategy. 
Following a collective case approach (Stake 2005), it assists in exploring multiple 
cases with two case sites, Sydney and Singapore, focusing on:  
  
• in-depth, “thick description” (Mills, Durepos & Wiebe 2012, p.474) to understand real 

life experiences of participants working in hotels and the hospitality industry   

• building on theory rather than testing (Eisenhardt & Greabner 2007)  

• complexities streamlined but participants experiences interpreted from multiple sources 
bound by place, context and time (Stake 2005; Yin 2018; 2014).   

 
Being an instrumental case where the purpose is to facilitate comprehension of the 
phenomenon being studied (Mills, Durepos & Wiebe 2012), it contributes towards 
identifying cultural rationale behind recruitment decisions resulting in a 
predominance of young, aesthetically appealing frontline workers. In doing so, it 
fulfils epistemological and ontological philosophies in the context of four-star hotels.  
  
Generalisation is one of the important preconditions that researchers possess when 
carrying out scientific research leading to accumulation of knowledge (Yin 2014). 
Critical reflexivity of the “Black Swan” case where Popper (1959) proposed that a 
single sighting of a black swan disproves the notion that all swans are white, 
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demonstrates that a level of generalisation is appropriate for case studies (Peräkylä 
2016; Yin 2018, 2014). Yin (2018, 2014) notes that replicability is one of the 
constructs valued in research and this study can be replicated at other sites to test 
the assumptions and findings for similarities or contrasts. The issues of conceptual 
validity (Denzin & Lincoln 2011; Fryvbjerg 2011; Tumele 2016), case study design 
and the selection of the cases, along with other qualitative data gathering methods 
used in this study, are suitable to this investigation as the social scientists’ task is to 
accurately describe how people in their familiar environments perceive what they 
consider to be factual (Aczel 2016; Donmoyer 2008). Moreover, interpretivists 
support case study methods when researching phenomena such as culture as it 
permits the researcher to engage with the research in the context in which it occurs 
(AlMutairi, Yen & Heller 2018). This research fulfils four criteria for case studies 
espoused by Aczel (2016) and Neuman (2014): construct or face validity, internal 
and external validity and reliability.   
  
Having explained the purpose of case studies and their synergies with the overall 
methodology for this investigation, the following section explains the rationale on the 
selection of the two cases.   
  
4.3.1 Selection of cases   
  
Providing the need for authenticity and credibility in case studies (Killion & Fisher 
2018), the phenomena under investigation in this study, the two cases were selected 
on conceptual grounds rather than on representative grounds (Miles & Huberman 
1994). Conceptually, this research sought to understand how prevailing culture at the 
national, vocational, organisational and individual levels influence employment 
attitudes of frontline employees.   
  
Justification for the choice of property sites to conduct the research factored in 
ownership structures. In 2015, approximately 53 per cent of the global hotel market 
comprised of branded properties of which 30 per cent belonged to five of the largest 
hotel companies and 65 per cent of hotels in the development pipeline were also 
branded (Collins & Perret 2015). Related to ownership structures, the multinational 
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hotel company in this research is ranked fourth globally as hotel managers with 59 
per cent of their portfolio managed by them and ranked eighth worldwide in hotels 
franchised (37 per cent of their portfolio). Internationally, only one per cent of their 
hotels are owned or leased by them (2020 Integrated Report; Weinstein 2021). At 
the time of data collection, the hotel in Singapore was owned by a Real Estate 
Investment Trust (REIT) while in Sydney, it was owned by a sovereign wealth fund. 
At the time of data collection, the hotel in Singapore was owned by a Real Estate 
Investment Trust (REIT) while in Sydney, it was owned by a sovereign wealth fund. 
In comparison, Marriott Hotels and Resorts, currently the largest hotel company by 
rooms (Weinstein 2021), owned and leased only 1 per cent of their portfolio while 
they managed 27 per cent and franchised 70 per cent (Collins & Perret 2015; 
Cederholm 2014).  
  
From a theoretical perspective, criteria for selection of hotels in this study (see 
Section 1.2.2) ensured comparability in business and operating levels so setting the 
case boundaries (O’Leary 2010; Yin 2018, 2014). It also limited the sample size, 
making non-random representative selection and replication possible (Flyvbjerg 
2011; Neuman 2014). The sample frame required the hotels to be stable operations in 
a mature stage, possibly with three consecutive years of meeting organisational 
performance. Both cases in the study are in the four-star (upscale) hotel category.   
  
In keeping with inductive research, the cases selected reside in a sample of cases, 
where the diversity of their multiple perceptions of practices due to the cross-cultural 
nature of the studies can be critically observed and explained (Yin 2018). The two 
hotels in this study being part of the same branded international chain, permitted an 
analytical generalisation and holistic study of the phenomenon being explored. The 
target clientele is corporate guests predominantly during weekdays, more so in 
Sydney than in Singapore. The leisure market including local families were targeted 
primarily during weekends and holiday periods. Staycations, a contemporary 
phenomenon, was more prominent in Singapore than in Sydney, with local 
Singaporeans staying over at the hotel especially over the weekends as an escape 
from their daily routine. Thus, it may be surmised that the clientele of the hotel 
represented a segment used to experiencing superior standards and facilities without 
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having to pay elevated prices at five-star (upper-upscale) hotels for comparatively 
similar services.   
  
Having narrowed the sample population, through personal contacts and professional 
referrals, the researcher could revert to purposive sampling by confining the section 
to two hotels, one in Singapore and the other in Sydney. The area human resources 
manager in Sydney and the area general manager in Singapore, both contacted 
through personal referrals, were very willing and helpful, readily agreeing to 
participate in the research and providing access to staff members at all levels. 
Snowball sampling – professional referrals by participants to other prospective 
participants, popular in qualitative research (Neuman 2014; Parker, Scott & Geddes 
2019) – was used to get the initial expert research participant to introduce other 
participants. During the data collection stage, three executive managers were 
introduced by this method.  
  
The next section explains the research methods – that is, the methods used to collect 
reliable data in the bounded settings of the two hotels. Methods considered most 
effective and suitable to achieving the aims and objectives of this investigation from a 
diverse community with multiple experiences were previously mentioned.  
  
4.4 Research methods: a pragmatic approach for this investigation   

  
The participants’ version of reality is largely dependent upon their beliefs, attitudes 
and behaviour thereby shaping culture (Cieciuch & Schwartz 2018; Hirschfeld 2018; 
Sagiv et al. 2017). As was discussed in Chapter 3, culture changes slowly and the 
political, legal, economic, social and contemporary pace of technological 
advancement impact on how society reacts to these forces. The tempo of change of 
values in society and symbiotic relationship and interdependence between culture 
and values was also previously discussed in Chapter 3. In keeping with the 
investigative and descriptive nature of qualitative studies, the research question and 
sub-questions pose the ‘how’ questions.   
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4.4.1 Recruiting participants of this research 
  
Having contacted the area human resources and area general manager of the same 
hotel chain in Sydney and Singapore respectively, first by email and following-up 
with personal phone calls, they agreed to provide ready access to staff members at all 
levels in their hotels. Data sourcing methods were explained as was the voluntary 
nature of the research while maintaining anonymity of all participants.  
  
In Sydney, data was collected between the end of July 2014 and early July 2015. In 
Singapore, it was from the end of October to the start of November 2014. (A timeline 
of data collection in both hotels is illustrated in Appendices 5 and 6). Personal 
circumstances, including care giving, relocation and supervisory changes contributed 
to the lag between data collection and completion of this study. On average, each 
interview and focus group lasted for approximately an hour. When repetition of 
information became apparent and data saturation was reached (Creswell 2013; 
Neuman 2014), validating and supporting internal and face validity, these meetings 
were concluded.  
  
All interviews and focus groups were recorded on a digital voice-recorder and entire 
conversations were transcribed verbatim by the researcher. Permission was sought 
from participants to record the proceedings on a digital voice recorder. This was 
placed inconspicuously to mitigate intimidation and the “Hawthorn effect”, i.e., 
awareness of being observed and monitored causing individuals to react instinctively 
and modify their behaviour in accordance with accepted organisational conventions 
of behavioural control (Lim & Weissmann 2021; Mostafazadeh-Bora 2020), 
propagated by the theory of planned behaviour (Ajzen & Schmidt 2020; Conner 
2020). During the interviews and focus groups, the researcher took an emic 
approach – that is, ascertaining how participants view their setting, their experiences 
and view of reality (Pearce 2005).  
  
Recruitment of interviewees  
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A request was made to interview executive and middle managers and hold focus 
groups with frontline staff from the rooms division and food and beverage 
departments. A list of suggested participants by position was provided to the human 
resources managers of the respective hotels who liaised with prospective participants 
and the researcher, arranging a mutually convenient date and time that did not 
hinder hotel operations. A list of all research participants illustrating coding and 
characteristics of the demographic group in Sydney and Singapore are provided in 
Appendix 7 and 8 respectively.    
  
Regional and area executives and executive committee (ExCom) members of the 
hotel management from a cross-section of departments were interviewed to get 
different perspectives of employment decisions. Hence, in keeping with Crotty (1998, 
p.10), Killion and Fisher (2018), Masadeh (2012) and Slevitch (2011) who advocate 
“what it means to know” and to maintain parity, this cohort in both hotels were 
asked similar, if not the same questions during the interviews. Regional and area 
executives are responsible for corporate decision-making while executive hotel 
managers are responsible for staffing requirements, recruitment and promotion 
decisions.  
 
Hence, the interview questions were designed around recruitment and culture in the 
hotel industry to meet the research objectives: 
 

• What do you look for when recruiting frontline staff? (Research objectives 1, 2 
and 3) 

• Are there any specific demographics and attributes that you are looking for 
during recruitment? (Research objectives 1, 2 and 3) 

• Would you please explain the cultural influences [national, organisational, those of 
the owner] that affect employment of frontline staff? (Research objective 1 and 2) 

• What directives do you give middle managers and other recruiters of frontline 
staff? (Research objectives 1, 2 and 3) 

• In your opinion, what do guests look for in frontline staff? (Research objectives 1, 
2 and 3) 



CHAPTER 4  

     155  
  

• How involved is the owners of this hotel in the day-to-day operations of this hotel 
and does this include recruitment of frontline staff members? (Research 
objectives 2 and 3) 

• What is the organisational practice when recruiting frontline staff? (Research 
objective 1 and 2) 

• How would you explain the organisational culture of this hotel and of the 
organisation as a whole? (Research objective 1 and 2) 

 
Probes such as: please would you elaborate on your statement about [e.g., 
recruitment, culture, owners] or please explain further what you mean by ..., helped 
detail intricacies of replies to questions asked of these senior managers. The organic 
nature of interviews permitted and led to additional, un-scripted questions being 
asked of the interviewees.    
 
In both hotels, Middle managers (Mid Mgr) were also interviewed as they were 
responsible for recruitment and operational decisions in their departments. A one-
on-one meeting with senior executives and middle managers was part of the research 
design. Questions put to them therefore were more of an operational nature such as:  
 

• What do you look for when recruiting staff in your department? (Research 
objectives 1, 2 and 3) 

• Are you particular of the gender of applicants that you may interview and 
consider suitable for the job? (Research objectives 1, 2 and 3) 

• Do your senior managers give you any guidelines or directives on who you should 
recruit for your department? (Research objectives 1, 2 and 3) 

 

Probes such as the ‘how’ and ‘why’ question and asking for elaboration on why these 
applicants were considered suitable were in line with the structure of semi-
structured interviews.  
 
In the interest of ethics, the researcher disclosed having a prior background in hotel 
management (Section 1.1.1), providing an opportunity to develop professional bonds 
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as both a hotelier and academic with these participants. This overt disclosure of the 
researcher’s positionality and situatedness also added a level of trustworthiness 
(Killion & Fisher 2018).  
  
In Sydney, seven members of the ExCom were interviewed. This included the hotel 
general manager, who was also the area general manager, and another hotel general 
manager from the adjoining hotel of the same company, who had been with the 
organisation for a considerable length of time. Although the executive chef is not a 
front-of-house manager, he was interviewed to try and establish differences between 
his views and those of managers who were in charge of guest-facing staff. Another 
research participant, senior vice president, talent and culture pacific region based at 
the head office, was introduced via the snowballing technique and interviewed about 
a year later. This interview assisted with clarifying and confirming data that was 
undergoing analysis and no follow-up interview was necessary.  
  
A similar process was followed when interviewing middle managers although some 
of the prepared questions were modified slightly, tailored to their hierarchical level 
in hotel operations. In Sydney, six middle managers were interviewed, totalling 13 
semi-structured interviews, seven of whom were female. Most of these middle 
managers had been with the organisation for five years or more and specifically in 
this hotel for two years or more. These managers were aged between 24 and 30 years 
while some of those in the ExCom were older. Although most of the interviewees 
were Australian born but from different ethnicities, there were a few who were born 
overseas but had lived in Australia for a considerable length of time. All were full-
time employees of the hotel.   
  
In Singapore, semi-structured interviews were conducted with five ExCom members, 
including the hotel general manager who was also the area general manager. Two 
additional referrals were provided by the snowballing technique: one to the vice 
president of global human resources. The other was an area human resources 
manager of a competitor multinational hotel company, based in Singapore, but who 
had previously worked for the organisation investigated in this research in both cities 
in this study. All these participants had been with the organisation for two years or 
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more with the exception of the marketing manager, who had been there for just one 
year. As in Sydney, a similar process was followed when interviewing middle 
managers. There were eight middle managers, all full-time employees. This made a 
total of 15 interviewees, five of whom were female. Three interviewees were 
Singaporean born though of different ethnicities, while the others were from 
different Asian and European countries.   
  
Unlike the hotel in Singapore, the Sydney hotel did not have a dedicated marketing 
manager as marketing functions were conducted from the head office. Interviews, 
particularly in Sydney, were frequently rescheduled due to participants 
unavailability, especially where business demands took preference. This resulted in 
an extended period of data collection. In Singapore, the interview with the area 
human resources manager, (ExCom Sing 5, Appendix 8), was cut short on the 
allocated day and continued some days later. All of these unsurprising disruptions 
are characteristics inherent in the hospitality industry where the core business 
always takes precedence. Having an emic view of the industry meant that the 
researcher accepted and was prepared for these contingencies in research conduct.  
  
Recruitment of focus group participants  
  
Two focus groups at each hotel comprising of entry-level line staff were organised by 
the human resources managers in consultation with their individual department 
managers. These group conversations were to elicit subjective lived experience of 
entry-level frontline employees not only during recruitment but also during their 
employment. While between six-to-eight participants were requested for each focus 
group, in Sydney, the first focus group consisted of four participants and the second 
had seven; a total of five were female from both groups (Appendix 7). In Singapore, 
both groups comprised of five line staff each. Of these 10, eight were female 
(Appendix 8). The number of participants in each focus group are in accordance with 
Krueger and Casey (2009) who advocate focus groups range between four to 12 
participants.  
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Focus group participants included frontline guest-facing, interactive service staff who 
were receptionists, porters, food and beverage attendants and guest relations 
attendants. Low numbers in some of the focus groups was a result of participants 
having to excuse themselves on the day. In Sydney, focus groups were rescheduled 
twice because of pressing hotel operational demands where the staff were required.   
  
In keeping with the human ethics requirement of Western Sydney University (WSU) 
(Appendix 1), all participants were provided with a WSU authorised participant 
information sheet detailing the research appraising them, both in writing and 
verbally, of the voluntary nature of their involvement. Voluntary consent was sought 
on a participant consent form from the WSU Human Ethics Committee and the no 
penalty for withdrawal from the study at any time was highlighted. Issues related to 
confidentiality, decoding of personal data and no compensation for the research were 
issues that were canvassed and made explicit to all participants. All consent forms 
were signed manually prior to the data collection occurring and stored securely as 
per ethics requirements.   
 

4.4.2 Semi-structured interviews: conversations with the participants  
  
In keeping with the inductive approach, as a data collection method for this study, 
semi-structured interviews were considered most suited to elicit research 
participants’ views to make meaning of how employment attitudes are affected by 
national cultures, values and organisational culture in hotels. DeValut and Gross 
(2007, p.173) explain that an interview is “research conducted by talking with 
people”, providing them with the opportunity to explain their views. Miller and 
Glassner (2016, p.53) succinctly term interviews as “narratives and words” to reliably 
chronical their social words.   
  
Initially, a few predetermined open-ended descriptive questions based on the 
overarching research question, as recorded on p.162, guided the interviewees 
(O’Leary 2010; Veal 2017, 2011). These “prompt” questions were designed to get the 
participant to engage openly in sharing an in-depth description of their perception of 
reality and tell their story. They provided a purposeful overall structure, while still 
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allowing for the flexibility to include further probing in response to issues raised in 
the conversations. Additionally, these prepared questions assured the researcher that 
all interviewed participants were able to express their individual perspectives on 
similar topics.   
  
Participants gave informed consent for the audio recording of the interviews and 
group discussions. These transcripts were then used in the analysis, a method that 
Silverman (2016) terms “conversation analysis”. Discreet placement of the recording 
device mitigated the possibility of self-consciousness and response bias on the part of 
the participants. The researcher took field-notes and later added some reflections of 
the discourse in a reflective journal, which would be of assistance when analysing the 
data. Data analysis was conducted by grouping data patterns into two major themes. 
These themes are illustrated in Figure 5.1 and discussed in chapters 5 and 6.  
  
Interviewees were frank and forthcoming in their responses. This was highlighted 
when three interviewees in Singapore requested the recorder to be turned off so that 
they could speak candidly “off the record”. Although forthright in the information 
imparted, it underscored the difference between those in Sydney who were probably 
unabashed to speak “on record” to those in Singapore who preferred the “off the 
record” approach. These observations were recorded in the field journal, later 
reflected upon to make meaning of these two different approaches. Observations on 
body language, participation, tone of voice, nonverbal responses, nuances and 
tentative reactions of the participants were also recorded in the journal and used for 
the reflective stage in data analysis. The assurances of confidentiality and 
deidentification of all responses meant that all these practices in turn corroborated 
Peräkylä and Ruusuvori’s (2011) observation of rich and descriptive participant views 
on employment and recruitment practices.  
  
In Sydney, the interviews were held in locations suitable to participants so that they 
would be more at ease to speak about what can be construed as being a sensitive 
topic. While many were on-site, some were outside the hotel premises. In Singapore, 
they were held in the privacy of the Premier Lounge meeting room. The purpose and 
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process of the interview relating to the overall research was explained to each of the 
participants who were assured of data confidentiality and their anonymity.   
In line with conventional interview practices (Keats 2000; O’Leary 2010;  
Picken 2018) a soft start to the interview included the researcher introducing himself, 
briefly describing his prior professional career in hotels. Establishing his credentials 
helped build rapport and trust with the participants, further developing a level of 
comfort between interviewees and interviewer. Through the course of the 
conversations, most interviewees voluntarily mentioned their age, which in turn 
provided added data regarding aspects of recruitment attitudes in the data analysis.   
  
The direction of questions varied in accordance with the answers provided by the 
participants enabling them to detail their experiences, thoughts and feelings in their 
own unique manner promoting open and stimulating dialogue (Payne & Payne 
2004). This provided the flexibility to adapt the conversation to the individual 
participant and further explore some leads that the participant provided, often 
generating more specific searching questions and making meaning of their version of 
“reality” around them (Flick 2007; Ritchie, Burns & Palmer 2005).   
  
Dynamics between the researcher and participant can shape the nature and degree of 
knowledge produced, acquiring in-depth focused or narrative accounts of socially 
produced and structurally organised factual versions of inter-subjective reality 
(Peräkylä & Ruusuvori 2011). Kvale and Brinkmann (2009) suggest that the 
interviewer controls the interview. However, Kwortnik (2003) indicates that the pace 
and direction of the interview are often set by the participant, sometimes drifting 
from the main topic of discussion.   
  
This “drifting” played out and the researcher’s knowledge and experience of working 
in the hospitality industry was helpful in steering the conversation back to the focal 
points when tangential directions emerged in the interview. This was especially 
necessary when questioning, initiating and probing the topics under investigation, 
raising related topics, seeking clarification as required and narrowing the focus for 
elaboration to get rich data from the participants. It allowed for the conversation to 
not become mired in irrelevant detail or narratives outside the scope of the thesis on 
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time limitations for the interviews. The collaborative process between participant 
and researcher resulted in producing in-depth descriptive data (Bloor & Wood 
2006). Being mindful of cultural incongruences or language difficulties resulting in 
possible acquiescence bias, the researcher at times needed to frame and reframe 
some questions to be explicit given the diverse cultural backgrounds of interviewees. 
Interviews concluded when data saturation was reached.  
  
Following a process of “memoing” (Hair Jr., et al. 2016) in the reflective journal and 
noting how questions were reframed to avoid response bias and the demeanour and 
involuntary body language of interviewees allowed for greater accuracy in 
“interpreting” the data. Being a qualitative and interpretive study, the overall sample 
size of 28 interviews in this study was considered to be adequate, producing 
considerable data to meet the objective of discussing complex and sometimes 
sensitive concepts, permitting a deeper understanding of employees’ lived 
experiences. At the end of each day, all participants received a personal thank-you 
email for their time, effort and conversation.   
  
4.4.3 Focus group conversations  
  
As participants worked in the same respective hotel, they shared synergies of a 
common hotel culture and similarities with the topics being discussed. This synergy 
helps provide dependable insights into the phenomenon under research (cultural 
attitudes towards recruitment) within a relatively short timeframe (Kamberelis & 
Dimitriadis 2011; Sekaran 2003). Common knowledge and shared collective 
experiences are elicited through group discussions and social interaction (Hughes & 
DuMont 1993). These collective forms of conversation, or focused interviews 
(Bryman 2012; Kellmereit 2016), can be especially useful in providing insights 
through interactions that would otherwise be less accessible (Hair Jr., et al 2016; 
Hennink 2008).  
 

For this investigation, focus groups were of a semi-homogenous nature having similar 
professional backgrounds including frontline, entry-level hotel employees covering a 
range of experiences from the food and beverage and rooms-division departments. 
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Homogeneity was important to ensure cooperation among participants and negate 
any social status disparity within the group (Creswell 2013; Daniels, Hillman & Radel 
2018; Hughes & DuMont 1993; Kellmereit 2016). Thus, a common range of topics 
familiar to the group is discussed, encouraging and permitting active participation and 
in-depth explanations of experiences (Hennink 2008). This section describes how all 
three components were conducted and achieved in relation to this study.  
  
Using the metaphor of a prism, the three primary functions of focus groups – 
pedagogy, politics and inquiry – visible in varying degrees depending on how it is 
looked at, work collectively to “refract and reflect the substance of focus group work in 
different ways” (Kamberelis & Dimitriadis 2011, p. 546), forcing the researcher to see 
the constructs being discussed in unexpected ways. The participants are therefore:   
 

… not independent of each other, and the data collected from one participant 
cannot be considered separate from the social context in which it was collected 
(Hollander 2004, p.602).   

  
The aim of conducting focus groups in this investigation was to explore the 
epistemological nature of the participants’ opinions, beliefs and attitudes on the 
constructs of case-specific determinants of employment decisions in their hotels. 
Focus groups are themselves a technique used in qualitative research (Bryman 2012; 
O’Leary 2010). They may be structured with a checklist of questions, sampling of 
products and feedback or even with an open question with responses collated and 
data emanating from the respondents analysed (Creswell 2013) using techniques 
such as Thematic Analysis made popular by authors such as Clarke and Braun (2014, 
2006) and Ridley and Jeffrey (2017a). 
 
Focus group discussions are therefore not dissimilar to one-on-one semi-structured 
interviews in that they also follow a flexible, informal and unstructured approach.  
 

Keeping the research question and objectives of this study in mind, it was necessary 
to get perspectives of frontline staff at different levels in the hierarchy. To conduct 
and form these focus groups, permission was sought from the human resources 
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departments of the two hotels for participants fitting the profile mentioned. In both 
hotels, participants were pre-selected by departmental managers depending on their 
rostered shifts and business demands, resulting in a spread of focus groups over 10 
months. To overcome any operational difficulties, departmental and human 
resources managers were assured that the focus group would not interrupt business 
demands and the sessions would not exceed an hour. These limitations resulted in 
two focus groups being rescheduled.  
  
Groups consisted of a fairly even distribution of males and females so avoiding the 
possibility of gender bias. In keeping with Wilkinson’s (2016) suggestion to engage 
with small groups, in Singapore, the two focus groups comprising of five participants 
each, between the ages of 21 – 34, were conducted in the meeting room in the 
Premier Lounge. Most of these group members were on casual employment 
contracts. (Refer to Appendices 3-to-6 for the timeline and demographics of 
participants).  
  
In Sydney, the first focus group consisted of four participants, including two male 
and two female staff members – some of whom had either a casual or part-time 
employment status. The second had seven members, four males and three females – 
one of whom excused himself after 15 minutes for operational needs. Of those 
remaining, four were full-time and two were parttime. These participants, aged 
between 18 and 26, were noticeably younger than those in Singapore. The focus 
groups were held in the training room on premises. These small groups in each city 
enabled the researcher to facilitate interactive discussions of a suite of topics among 
the participants rather than asking each participant questions (Wilkinson 2016).  
 

Four of the participants were still new to their respective hotels having been 
employed for less than six months. Others had worked at their hotels for between six 
months and four years. All four focus groups lasted approximately an hour each. Not 
underestimating the value of a researcher-researched relationship, as with the 
interviews, the researcher briefly explained his professional hotel career to the 
groups, which assisted in developing trust between the social actors and researcher.   
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Following the “funnel structure”, the researcher started with broad open questions 
before getting to more specific constructs. This also permitted group members to 
raise some topics that may not have been anticipated by the researcher (Morgan et 
al. 2008). Discussions were directed towards understanding, perceptions and 
personal experiences in respect to correlations between national, individual and 
organisational cultures, ageism and employment decisions within their respective 
organisations. It also permitted the researcher to observe the sociological 
phenomenon of collective rather than individualistic human interaction (Fontana & 
Frey 2000).   
  
Once comfortable with the process, participants engaged in the discussions. As the 
moderator, the researcher provided individuals in the groups the latitude to discuss 
concepts and topics, initiated by the researcher, among themselves in their own 
words, while occasionally probing to elaborate some areas that the group may have 
only touched upon (Hair Jr., et al. 2016). The interactive and reflexive nature of the 
dialogue resulted in a collaborative discussion constructing meaning in the semi-
formal but familiar environment, which may not have otherwise been expressed in 
the presence of management. As a semi-homogenous group, participants were able 
to develop on each other’s opinions so producing a range of interpretations on given 
topics and subjects. At both sites, some participants took these forums as an 
opportunity to portray negative emotions of their workplace.   
  
As noted by Neuman (2011), techniques such as initial prompting and probing 
empowered participants to speak individually and freely. In terms of the structure 
and depth of the discussion, it allowed for flexible formats, encouraging participation 
and responses on their lived experiences, ideas, beliefs and feelings where “thinking 
and feeling” (Kamberelis & Dimitriadis 2011, p. 552) was brought together.  
  
In keeping with Kamberelis and Dimitriadis (2011), the primary aim was to achieve a 
deeper, more complex and richer degree of collective conversations, and perhaps 
contradictory accounts; a paradox where shared articulation is open to differences of 
opinion. This critical inquiry of dialogues permitted the understanding of contextual 
detail of the participants’ shared knowledge and perspectives on the topic. At times 
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the discourse turned into a debate with some participants agreeing while others 
disagreed. In the main these debates were good natured with participants expressing 
their personal experiences. When there were signs that an amicable debate was 
turning into a dispute, the researcher gently steered the group back on course to the 
subjects of discussion. The focus groups performed the function of discovering and 
developing knowledge, particularly as the concepts were diverse (Hair Jr., et al. 
2016). For instance, discussions covered several topics: recruitment attitudes, the 
process of recruitment and persons recruited, perceived age barriers and barriers to 
promotion, national and organisational culture and values and remuneration, to 
name a few. Although these topics were initiated by the researcher, they also 
developed organically, as if by natural progression. Some questions asked of senior 
and middle managers, for example those pertaining to the owners influence on daily 
operations and owners’ views on who to employ were not considered to be suitable 
for entry-level line staff who constituted the focus groups. Entry-level employees 
rarely have any direct contact with owners or knowledge of their operational or 
strategic plans. In the main, focus groups were concluded when data reached 
saturation and data was later transcribed manually. 
  
As none of the employees in the two focus groups in Singapore were local citizens, 
rather were a migrant workforce from either Malaysia, Philippines or Indonesia, it 
provided for open and robust discussions on their perceptions of “Singaporean 
culture”. The researcher’s task was to remain non-directive, objective and listen to 
what was being said, irrespective of gender, while being attentive to what may have 
been avoided either intentionally or by accident (Hair Jr., et al. 2016).   
  
A criticism of focus groups is that a consensus view can result where the group 
neither agrees with the outcome nor refutes it, resulting in a likely convergence 
around a norm, which could be the result of a cultural trait or ascribed to as being 
“polite” (Stokes & Bergin 2006). This could, for example, be a cultural trait of not 
wanting to “lose face” or to be seen as being too argumentative. Culture is discussed 
in more detail in Chapter 6. Such a drawback was overcome by asking one of the 
participants a leading question with the aim of generating an open discussion. The 
researcher was cautious about taking the discussion to be a reliable indicator of the 
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experiences of the participants (Hollander 2004). Prudence was exercised against 
“bad faith” by the researcher being influenced by “weak evidence” where the group 
may have reached a consensus too easily (Hollander 2004; Kamberelis & Dimitriadis 
2011). By recognising the danger, this was counteracted and research was moderated 
accordingly and recorded in the reflective journal.  
  
4.4.4 Field journal and notes for reflection  
  
A field journal was maintained for the purpose of documenting spontaneous 
conversations, observations of unspoken responses and emotions during interviews 
and focus groups as also observations in situ while at the hotel. These notes also 
served as points for reflection when disseminating the data, performing the function 
of an additional data source enabling reflexivity.   
 
So that the participants were not distracted during the conversations, they were 
informed that the researcher would be writing notes while conversations were in 
progress. Most of these notes were short sentences or dot-points. After each 
interview and group discussion, the researcher reviewed all notes and expanded 
them as required. At the end of each day, field notes and observations were re-
written in greater detail. This minimised the opportunity for ambiguity at a later 
stage so assisting and informing data analysis and ensuring continuous 
improvement. With a professional background in hotels, the researcher took a 
critical evaluative stance to ingrained institutional and social practices to understand 
the relationship between the cause and effect of the phenomenon and examining 
multiple truths. Chapter 6 discusses some of these institutional and social practices 
in relation to culture in hotels (hospitality) and culture of hotels (hospitality) as well 
as culture in organisations and culture of organisations with reference to aesthetics.  
  
Some unspoken signs such as the composition by age of staff in the front-of-house 
and those at the back-of-house were also noted as data for further analysis. The 
researcher reflected over why some interviewees requested that the digital voice 
recorder be turned off so that they could speak “off the record”. These reflections are 
rationalised in Chapter 6. Such reflexive practices strengthen the philosophy of 



CHAPTER 4  

     167  
  

axiology in respect to the positionality and situatedness of the researcher in the 
research setting (Killion & Fisher 2018).  
  
Having explained the methodological foundation on which this research is built and 
methods considered most suitable to gather data for this qualitative study, attention 
is now directed to how the data was analysed. The section below explains and follows 
a six-phase process of thematic analysis proposed by Clarke and Braun (2014, 2013) 
and Braun and Clarke (2006), represented in Appendix 9, resulting in themes being 
generated when analysing transcripts.   
 

4.5 Thematic analysis  
  
Thematic analysis (TA) is a widely espoused systematic procedure to analyse 
qualitative data triggering a process of deductive reasoning from observed patterns (or 
themes) to form central themes and sub-themes (Braun & Clarke  
2006; Clarke & Braun 2014; Howitt & Cramer 2008; Ridley & Jeffrey 2017a, 2017b). 
When first manually transcribing the voice recordings and later analysing the data, 
the researcher discovered themes, identifying patterns in accordance with the 
assumptions that informed the analysis. Manual transcription, coding and analysis 
was preferred to electronic research software, such as NVivo or Leximancer, 
rationalising that nuances during conversations, more noticeable during the manual 
process, also carried symbolic meaning. Further, preliminary identification, 
differentiating and grouping themes was made possible as when the data was 
transcribed.  
 
While analysing the data, a subjective interpretation of the transcripts and through a 
process of self-reflexivity recorded in the reflective journal, the researcher was able 
to understand and elucidate the findings (Kirillova, Gilmetdinova & Lehto 2014). For 
example, all codes pertaining to culture were first grouped under the broad heading 
of “culture” before sub-dividing them into the different levels of culture (Figure 5.2). 
This process of synthesising these sub-themes made the main themes noticeable and 
conspicuous (i.e., Culture of the hospitality industry and Recruitment in the hotel 
sector) which in turn helped answer the research question without any 



CHAPTER 4  

     168  
  

preconceptions of existing code labels (Braun & Clarke 2006; Clarke & Braun 2013). 
Themes capture and report the meaning of important patterns across the data set 
(Braun & Clarke 2006; Clarke & Braun 2014; Ridley & Jeffrey 2017a). 
 

The data set analysed in this research comprised of a hand transcription of a 
combined 41 hours of voice recordings of interviews and focus groups. When 
amalgamated with notes and reflections documented in the field journal, where 
patterns of meaning were recorded, they resulted in extracting and integrating codes 
into themes, so assisting in understanding the social phenomenon being studied. For 
this study, TA takes on a “contextualist method” (Braun & Clarke 2006, p.81). That 
is, combining a realist method that reports multiple realities of the various 
participants with examining these realities, constructing and making meaning of 
socially produced discourses (Braun & Clarke 2006; Ridley & Jeffrey 2017a). 
  
Themes may be either semantic or latent (Braun & Clarke 2006; Clarke & Braun 
2014; Patton 1990). In the former, the researcher interprets the explicit or surface 
data – that is, what the participants have said, regardless of gender, and nothing 
beyond that. In latent themes, the researcher looks beyond the semantic level to the 
underlying meaning of what may be inferred and the ideology of the participants 
(Braun & Clarke 2006; Clarke & Braun 2014). During the process of transcription 
and on analysing the data while also consulting fieldnotes and reflective journal, it 
was apparent that some of the emerging themes were latent, especially in Singapore 
where participants were not as direct in their conversation as they were in Sydney, 
perhaps attributable to cultural sensitivity of the participants.   
  
Ridley and Jeffrey (2017b) espouse 10 foundation principles for case 
conceptualisation and seven features of thematic mapping. In this study, thematic 
analysis was conducted in the six phases proposed by Clarke and Braun (2014, 2013) 
and Braun and Clarke (2006). These six phases are described below.  
  
The first phase involved familiarisation with the data. This was achieved in three stages: 
during data collection; when undertaking a verbatim transcription of all digitally 
recorded interviews and focus groups; repeatedly listening to the recorded data and re-
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reading transcripts and field notes. This resulted in uncovering semantic and latent 
themes that informed the analysis and, in the process, noting repeated patterns and 
making meaning of the discourses. Although the process of transcribing was extremely 
time consuming, it was a good way for the researcher to familiarise himself with the 
data, which Bird (2005, p.227) sees as “a key phase of data analysis within interpretive 
qualitative methodology” where meaning is created and interpreted.   
 

In the second phase, familiarity with the data and following an inductive process 
consisted of generating initial codes, organising and creating meaningful groups 
(Lugosi 2014b) based on the research question and sub questions. These codes were 
sorted and collated into potential themes: semantic themes were inductive while 
latent or conceptual themes were more deductive in nature. Manual coding was 
preferred and performed using highlighters of various colours to identify the 
different codes. Examples of some codes used during manual data analysis included 
‘NC’ representing national culture highlighted in blue, ‘AL’ for aesthetic labour 
highlighted in green and ‘OI’ for owner’s influence highlighted in yellow among 
others. These codes and colours assisted in emerging themes becoming more 
apparent and discernible.  
 

In the third phase, the complexity of the data corpus was simplified with four 
prominent broad data-driven themes, patterns or pictures (Braun & Clarke 2006; 
Lugosi 2014b; Ridley & Jeffrey 2017a) arising from the data set:   
 

• The nature (culture) of the hotel industry  

• Recruitment in the hotel industry  

• National culture and personal values affecting recruitment attitudes including 
aesthetically pleasing staff, age and ageism   

• Influences of hotel owners, stakeholders and hotel brand.   
  
Although Braun and Clarke (2006) suggest that the themes should be named in 
phase five, because the themes were prominent and identifiable during transcription 
and subsequent coding, it was possible to label them in this phase. In the context of 
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this research, it therefore became phase four because labelling the themes was a 
subset of phase three (see Appendix 9). Subthemes also emerged and were grouped 
under the two main headings giving more structure to the main themes. For 
example, Theme 1 was labelled “Culture of the hospitality industry”. The sub-theme 
that emerged considered characteristics particular to the hotel industry such as 
incongruencies that included remuneration; training, promotion and turnover; 
migrant labour and a contingent workforce; level of skill and education. The 
researcher actively constructed themes from the data gleaned from interviews and 
focus groups and in accordance with the aims of this study. In Braun and Clarke’s 
(2006, p.96) words, "the researcher is positioned as active in the research process; 
themes do not just ‘emerge’.’’   
  
Themes and sub-themes were represented on a thematic map or “road map” (Ridley 
& Jeffrey 2017a, p.357) initially sticking notes under the main broad theme headings, 
such as “culture” and “aesthetic labour”, then mapped on a large wall chart. The 
significance of the themes and how they related to each other became apparent with 
arrows and lines indicating the connections between the main themes and sub-
themes. Re-coding and creating additional codes were not required during this 
process as the initial codes leading to the main themes were substantial to help 
answer the research question. These themes and sub-themes are analysed in Chapter 
6. Clarke and Braun (2013, p.121) use the metaphor of a house to describe the third 
phase, with codes (used in phase two) being the “bricks and tiles” and themes the 
“walls and roof panels”. Themes were reviewed in phase four and the entire data set 
was re-read to ensure that nothing was omitted.   
  
In the fifth phase, each theme was analysed in detail to ensure that each of the two 
main headings had their own story to tell. Finally, in the sixth phase the finishing 
touches to the final analysis were added and the findings were written (in Chapter 5). 
Using extracts from the data to highlight findings of each code enabled a correlation 
between the codes resulting in “weaving together an analytical narrative” (Braun & 
Clarke 2006; Clarke & Braun 2013 p.121,) to answer the research question.  
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Having compiled and established the themes and their sub-themes, the researcher 
was satisfied that both main themes were indeed an aggregate of the sub-themes, 
and that the process of thematic analysis was complete. The following section 
concludes this chapter bringing together the salient topics and elements discussed.   
 

4.6 Chapter conclusion   
  
This study was situated in the interpretive paradigm determined by the nature of the 
research question. The paradigm consequently determined the methodology, which 
in turn informed the methods used to gather data best suited to the qualitative 
nature of the enquiry in this study. Two case studies, one in Sydney and the other in 
Singapore, set the boundaries of the cases while taking a snapshot in time.  
 
Culture, the major construct underling this research, being manifestations of human 
behaviour is difficult to measure (Schwartz 2006). Due to the “woolly” (Tayeb 2001) 
and “nebulous” (Bond & Muethel 2012) nature of culture, data collection methods 
were required that could suitably represent the qualitative, interpretative and 
inductive nature of this research. As stated earlier, the interpretive approach lends 
itself to question how cultures at various levels and other environmental factors 
interact with organisational values that may affect recruitment decisions. Thus, 
methods deemed suitable to gather this data were semi-structured interviews for 
senior and middle managers and frontline entry-level staff participated in focus 
groups. Field notes were taken and reflections were noted in a reflective journal.  
 
These methods permitted the researcher to analyse and interpret the data inductively 
and objectively. This chapter explains the methodology and methods used as being 
appropriate for the research project. Data was analysed following six phases in 
thematic analysis proposed by Braun and Clarke (2006) and Clarke and Braun (2014, 
2013) and mapped on a thematic map, so visualising the data and bringing it to life. 
Described as aggregate themes (Gioia, Corley & Hamilton 2012; Corley & Gioia 
2004), these two prominent themes in the TA were: culture of the hotel industry and 
recruitment in the hotel sector.   
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Two conceptual frameworks emerged from analysing the themes: cultural and 
sociological elements represented by socio-political, socio-economic, socio-cultural 
and socio-environmental components (PECE) and macro and micro levels of culture, 
resulting in a dual scaffold underpinning this research. They are described in the 
following two chapters. In next chapter, Chapter 5, an analytical narrative of themes 
and sub-themes from the research are compiled, which brings them together and 
contextualises them in relation to the literature discussions in chapters 2 and 3.  
Chapter 6 then systematises and lays out the research objectives and corresponding 
themes in Table 6.1. 
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CHAPTER 5 
Findings: participants’ perspectives 

  
 
5.1 Chapter introduction  
  
This chapter documents and presents data obtained from interviews and focus groups 
conducted at each of the hotels in Sydney and Singapore. Drawing on 41 hours of 
transcribed data, the chapter focuses on recording participants’ interpretations on 
recruitment practices of guest-facing, entry-level service staff. This chapter also 
documents observations from the researcher’s reflective journal that assist when 
interpreting and discussing the data in Chapter 6.  Because of the nature of inductive 
inquiry in this study that sought to understand what was said rather than who said it, 
findings documented in this chapter does not necessarily consider gender to be a 
contributing factor. 
  
The previous chapter described the methodological framework for this research and 
by means of thematic analysis, explained the process of applying codes to the in-
depth data representing multiple realities of contributors. These codes resulted in two 
distinct themes relative to the research objectives – the first, culture of the hotel 
industry and the second, recruitment in the hotel industry, each of which was further 
divided into subthemes. These two main themes: Culture of the hotel and hospitality 
industry and Recruitment in the hotel sector provided the framework. Other sub-
themes are subsumed and recorded under this configuration and frame of reference. 
Each theme together with corresponding subthemes are then discussed in Sections 
5.3 and 5.4 respectively. Figure 5.1 below illustrates how the themes and sub-themes 
relate to the research objectives. 
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This chapter records lived experiences of research participants. To record participants 
world views and analyse the data, a two-part framework, sociological elements of 
culture and levels of culture, were considered suitable. The relevance of these 
conceptual frameworks is now explained.   
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Figure 5.1 Themes 1 and 2  

 



CHAPTER 5 

 178 

5.2 Framework for recording themes  
  
Findings were analysed using two conceptual frameworks. First among these was the 
PECE elements, representing socio-political, socio-economic, socio-cultural and socio-
environmental elements. This is a modification of PESTLE (Political, Economic, Social, 
Technological, Legal and Environmental) elements marketers use to analyse macro-
environmental nuances that impact a business or organisation. Because legal facets of 
this construction are symbiotic with socio-political and regulatory forces, they are 
grouped together. Although Licht (2008), Schneider and Barsoux (2003), Schneider, 
Barsoux and Stahl (2014) and Thomas and Peterson (2015) do not necessarily refer to 
the PESTLE framework, elements of it are insinuated in their study of culture and 
cultural behaviours. It is also similar to Bourdieu’s (1986) model of economic, cultural 
and social capital.   
  
Because culture is ubiquitous, multifaceted and exists at different levels of society 
(Pizam 1993), the second framework draws on and adapts Pizam’s (1993) hierarchy of 
culture encompassing four levels of culture as illustrated in Figure 5.2 below. Macro-
culture is represented at the national and industry or occupational levels and micro-
culture at the organisation or hotel and individual levels. Collectively, these two 
frameworks form a network of social complexities uncovered during analysis that were 
found to affect and influence employment attitudes in the two hotels.   
  
Since participants’ worldviews on recruitment attitudes are multifaceted, their views of 
reality may differ and lie across a range of sociological elements and levels of culture 
because culture is “both personal and collective” (Yao, 2009, p.257). Hence, both 
frameworks are relevant and used in unison when recording, and later analysing, each 
theme and sub-theme. Adopting these two frameworks, PECE elements and four levels 
of culture (at the national, industry or occupational, organisational and individual or 
personal levels), was justified as the nebulous and abstract nature of culture could 
prove inadequate for a single scaffold in interpreting and explaining how culture affects 
recruitment attitudes in hotels. These two frameworks are central to analysing the data 
and presenting the findings in two themes: Culture of the hotel industry and Criteria 
affecting recruitment in the hotel sector (Sections 5.3 and 5.4 respectively).  
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There has been a paradigm shift from the traditional style of owning and running hotels. Now, 
you have various owners [of the business] and international companies managing them. You 
also have diversity of employees from all over [the world]. (Head office Exec Syd 8)  

  
The inference was that as owners and management companies are now often separate 
entities and hotel staff hail from a range of backgrounds and countries, there was a 
cross-section of cultures at various levels in the hotel. On the macro scale, because of 
the rapid internationalisation of hotels, they also involve country and industry or 
occupational levels of culture. On the micro scale, it represents the organisational and 
individual levels of culture. Participants at various designations in both hotels referred 
to the local demographics in their respective cities as “a melting-pot of cultures” further 
highlighting national and socio-cultural norms. For example:  
  

We’re in a bit of a crossroads between the Asian culture and the West. But Singapore 
is a melting-pot, a gateway city and is quite cosmopolitan … The predominant culture 
is Asian but there are many different cultures within that influence local culture. 
(ExCom Sing 1)  

  
Similarly, ExCom Syd 1 added to the importance of cultural patterns and business 
relationships underscoring the multi-levels of culture and sociocultural elements in the 
two cities and hotel environment.   
  

In Asian practices, it’s more about a personal relationship between the owners and 
the senior manager. They like and trust you, or they don’t! They shake hands over a 
deal and expect you to keep your word. Here (in Sydney), it’s about formal, legal 
deals, bound by clauses in the contract. It’s the Western way. (ExCom Syd 1) 

  
The population in both cities comprised of a fusion of cultures from a variety of 
backgrounds, notably more heterogenous in Sydney than in Singapore as was noted in 
Chapter 3. A distinction was also made between “melting-pot” and “mosaic” cultures in 
Sydney and Singapore respectively. In Sydney, the population consisted of a mix of 
many more ethnicities so providing a greater diversity of cultural tenets. The term 
“Asian” appeared to be used synonymously for people from South-East Asia and China, 
excluding Malays and the Indian sub-continent.   
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5.3.1 National cultural dimensions and individual motivational values  
  
From a socio-cultural viewpoint, despite hailing from a range of cultural backgrounds, 
and as noted in the reflective journal, although conversations were frank and free 
flowing, there were some notable differences. Sydney participants displayed a low-
context direct, explicit and amenable style of interaction. In Singapore, communication 
was symbolic of high-context cultures where what is inferred is of importance rather 
than the actual words used and interpersonal relationships are valued. Having held 
senior roles in human resources in Singapore and Sydney with the same organisation 
that the research was conducted in, Previous ExCom Sing 7 corroborated the variance 
in communication:  
  

Here (Singapore), you have to read into what they (staff) are not telling you directly. 
In Sydney, they would come to my office and get it off their chests. They won’t do 
that here. You have to be more aware of what they mean to say. (ExCom Sing 7)  

  
At the country level, values in Australia tended to be in the realms of mastery, affective 
and intellectual autonomy and egalitarianism. On the individual level, motivational 
values were focused more on achievement, stimulation, self-direction, hedonism and 
individualism. For instance:  
  

We tend to be less formal but still respectful to guests. We work hard but then party 
hard, too! It is a team effort to keep the hotel running and each person needs to do 
their thing … Mostly, we are on first-name terms but [particularly Asians] still say 
Mr. … It’s just their way. (ExCom Syd 2)  

  
In Singapore, Schwartz’s (1999) country-level dimensions of harmony, embeddedness, 
hierarchy and individual motivational types of tradition, benevolence, conformity and 
security were displayed. Higher power distance and collectivism appeared to be the 
norm. Some interviewees were also more discerning in their responses, particularly 
noticeable when asking for the digital recorder to be turned off during the 
conversations. This behaviour was explained succinctly as:  
  

… we [Asians] are not direct. We play political games and have two faces. When you 
speak to Asians, you need to be very careful. … This is all cultural! (Mid Mgr Sing 12)  
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Having recorded participants’ views in the cultural context of this study, the following 
sections document participants’ views on each of the two main themes while also 
noting their associated levels of culture and PECE elements that form an intertwined 
framework of these findings.   
  
5.4 Theme 1: Culture of the hotel industry   
  
The first theme, culture of the hotel industry, is a collection of what this research calls 
“idiosyncrasies of the hotel industry”.  These characteristics are cumulatively 
categorised as a sub-theme, represented in Figure 5.3 below. Collectively, these 
elements represent the culture of hotels – that is, a distinct yet ethereal nature of 
hotels, giving the industry conspicuous characteristics where “… all hotels are the same! 
It’s the same thing, just in a different place” (Mid Mgr Syd 10).                                                         
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were common, to a large extent, in other hotels where participants had worked. 
Although coding transcripts resulted in a number of elements that comprise this sub-
theme, many of which have been documented in literature (Chapter 2), this section 
presents only those themes that provide a different and alternative insight on literature, 
in effect extending the discussion. Primary among such elements are stereotypical 
perceptions on remuneration; training, promotion opportunities and turnover; the 
various interpretations of migrant, contingent labour and itinerant workforce and the 
image or perception of the industry as being one of low skill and suitable for those not 
well educated.   
  
Incongruences in remuneration  
 
Hotels have gained a clichéd reputation of being poor paymasters and this has been 
documented in extant literature (Section 2.3.2). In this study, however, some line staff 
participants claimed that they were paid “good money” for the work performed at their 
level.   

 … pay is good. It’s good money especially with penalties. But I’m young and single 
… (Line staff Syd focus group 2)  

  
Three noteworthy implications emerged from this quote. First, a correlation is made 
between remuneration, stages in a person’s lifecycle and life circumstance that can 
affect how some staff may perceive their earnings. Second, it is the staff themselves 
who determine whether the rates of pay being received were “good” or “poor”, 
depending on personal and other circumstances. Finally, in Australia, an “award” 
stipulating minimum pay rates for certain positions, including regulations on “penalty 
rates” such as overtime, is set by the Fair Work Ombudsman. The first two subjective 
facets and that of the award on take-home pay are sparsely represented in literature.  
  
Taking a parallel example from a geographical and environmental position, ExCom 
Sing 4 rationalised that net pay ought to be considered as a complete package by the 
employee. This constituted the agreed rate of pay by the hotel as well as other perks, 
benefits and norms that may differ from one country to another, depending on social 
customs. Often when remuneration is considered, it is only the agreed pay rate that is 
considered while other benefits are omitted. In his view, pay therefore was not 
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particularly low or poor at the entry level if considered holistically. ExCom Sing 4’s 
interpretation was:  

  

… [in a previous job] our hourly rate was low, but we made good money on tips. No 
tax on tips! Sometimes I would walk away with around [US] $5,000 a month. That’s 
why some [colleagues] even refused promotions. Here, tips are not so good … [so 
hourly] pay rate is higher. (ExCom Sing 4)  

  

Explaining socio-cultural behaviour of Singaporeans in colloquial terms, using words 
emanating from the Hokkien dialect prominent among the ethnic population who 
mainly hail from the Fujian province of China, ExCom Sing 4 continued to explain that:  
  

Singaporeans are very kiasu (stingy)! They don’t tip much. They are very kiabo! 
(scared of having nothing). (ExCom Sing 4)  

  

With a poor tipping culture resulting in slightly higher rates of pay, some staff did agree 
that their overall take-home pay was poor. However, the Australian culture is also not 
known for tipping as Australians rationalise that the “award” rates are generous, unlike 
some other countries where the tip forms part of the wage (Dubecki 2015; Zelinsky 
2018). Interns from hotel schools were also paid at the same award rates as other entry 
level line recruits. Viewing the entire context rather than only the official rate of pay 
was also expressed by ExCom Syd 6 who corroborated the earlier quote:  
  

[I worked] as a butler on a private yacht. The pay [was] not that great, but … saved 
heaps! Met [influential] people, learned a lot, travelled Europe, had great fun! I 
then re-joined hotels … the pay was better, but Sydney is expensive … it’s difficult 
to save. (ExCom Syd 6)  

  
This reveals another dimension related to pay – cost of living in the city or geographical 
location where one is employed. Despite receiving better remuneration in Sydney than 
at his previous job, because of the high cost of living, overall remuneration levels were 
considered to be inadequate. However, in real terms, rates of pay are not unlike jobs 
outside the hotel industry. It was interesting to note that it was mainly senior and 
middle managers, and in the case of Singapore the few mature, “older” line staff, who 
voiced their concerns over remuneration. The overall agreement among line staff was 
that pay rates were “good” when related to their age, life circumstances and the city 
where they worked. This argument is summarised in the quote below:  
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Those who are older, with more experience, will ask for more money. They have a 
family and more expenses. Pay becomes an issue. It’s OK for the youngsters. (Mid 
Mgr Sing 12)  

  
Pay rates were also considered to be “good” for young transient workers such as 
international visitors to Australia between the ages of 18 and 30 on working holiday 
visas.   
  

Young backpackers will do any shift. They need the money for their travels and the 
rate of pay is good. [It is] better with penalty rates. (ExCom Syd 2)  

  
While other industries may pay younger entry-level frontline workers similar to hotels, 
there was a consensus that jobs outside hotels were seen to be more attractive because 
they were assumed to be less physically demanding with more regular working hours, 
permitting a better work-life and family-life balance. The hotel industry on the other 
hand was perceived to be more challenging and stressful resulting in emotional 
exhaustion. The inference was that entry-level staff should be paid more to compensate 
for the nature of the work they performed:  
  

We expect them [staff] to work on weekends and public holiday [like] Christmas. 
It’s busy, [staff are] stressed, serving numerous guests, some who may be blind 
drunk, abusive and cause trouble. They can get the same [pay] in another industry 
without all this! (Previous ExCom Sing 7)   

  
… the whole thing is skewed! We sacrifice more than other industries but the pay 
rates don’t reflect this. (Mid Mgr Syd 10)  

  
This puts a different dimension on how pay is perceived in the hospitality literature and 
by staff. It may not necessarily be the monetary amount that staff are receiving per se, 
but it appears to be a co-relation between pay and perceived effort. In this context, in 
Singapore where there were no set minimum wages, line staff compared their rates of 
remuneration with colleagues at a nearby five-star integrated resort, which paid their 
staff better than the hotel where this research was conducted. However, two 
participants were quick to point out that higher pay rates were directly corelated to the 
type and quantum of work performed.    
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You can go there [to the five-star integrated resort], but they will squeeze you. My 
friends there said that there is so much work! I prefer to stay [in this hotel] for this 
pay. (Line staff Sing focus group 2)  
  
… five-star hotel is five-star stress! … If compared to working in five-star hotels, it’s 
better here for this pay. (Line staff Sing focus group 2)  

  
Pay rates did not appear to deter some line staff members who expressed their desire to 
stay in the industry. One participant in Syd focus group 2 intended to pursue a career in 
the profession and pay rates were not critical to his decision to remain in the hotel 
industry. Others similarly articulated a passion for their work and felt that they had an 
“attitude” suited to the service industry.  
  

 … we do it for the love of it because we enjoy what we do. I think that society is 
very quick to judge the industry by what the dollar value buys us and what we 
actually get [earn]. You must have the right attitude and a passion for hospitality. 
(ExCom Syd 5)  

  
The quote above was representative of other staff members in both hotels who had 
similar views in respect to a cognitive and individual value approach to the job. 
“Attitude” and “passion” were frequently used by participants during the conversations 
as being central to the requirements of a hotel worker, demonstrating Schwartz’s (2017, 
2016) higher level motivational value of self-enhancement.  
 
Findings indicate that remuneration rates are perceived subjectively and dependent on 
locational norms. At the individual or personal level, socioeconomic aspects of pay appear 
to affect mature staff who have more responsibilities such as families and probably 
mortgages. Ironically, overall, while line staff at the entry level were seemingly content 
with their pay, it was the “older” staff members – middle managers and managers – who, 
for various subjective reasons, deemed their remuneration to be inadequate.  
  
From a business viewpoint, payroll forms a major cost due to the service intensive 
nature of hotels. Maintaining control on payroll is especially important as hotel 
management firms are answerable to their owners to deliver an agreed rate of return. 
At both the industry and organisational level,   
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… the overall objective is to get the best outcome for everyone. Typically, in 
international hotels our objective is the same. We’re not here to rip the employees 
off. But we can’t start paying everyone high salaries as we are also running a 
business. (Previous ExCom Sing 7)  

  
To some entry-level staff, such rigorous controls were a source of disenchantment 
probably because of a difficulty in reconciling incremental pay rises with the business 
case. A common consensus was that many employees were passionate about their 
work, and despite a difficult work environment, they would rather continue working in 
the hotel. However, promised but not forthcoming pay rises promoted angst and 
distrust of the organisation. Typical reactions were:  
  

They [management] promise us better wages but it took two years [for pay rises]. 
That’s why people leave! (Line staff Sing focus group 1)  
  
… you also have to cut down on OT [over-time wages] because you have to cut 
costs. Everything is cut, cut, cut! … it’s not that people don’t like it [the industry], 
but they should be paid right (Line staff Sing focus group 2)  

  
An emerging dimension, particularly from the second quote, was the disappointment at 
not being “paid right”, referring to the perception of being underpaid for the work 
being performed. Palpable frustration with lack of organisational commitment was 
seen to be of irritation value, resulting in discontented staff and low job satisfaction, 
exemplifying the external image that hotels are poor paymasters and difficult places to 
work in. This resulted in disengagement and ultimately staff turnover, even though 
staff would rather continue working in the establishment.   
  
Similarly in Sydney, the poor external image of hotels was a deterrent in attracting 
staff. However, in the main, the socio-cultural norm appeared to be more egalitarian in 
relation to the type of work being performed with less social stigma. In Singapore, 
social status and traditional cultural norms apparently took precedence over 
employment opportunities, type of job performed and rates of pay. Socio-cultural 
status was also determined by the pay received. ExCom Sing 1 explained that:  
  

Here (Singapore), parents want their children to be in white-collar jobs. The 
more you earn, the better your social standing. Interactive service, especially 
in hotels, is seen to be below them and only fit for migrants. It’s all about 
saving face and avoiding that social stigma! (ExCom Sing 1)  
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Although hotels are reputed to be poor paymasters (Section 2.3.2), it is subjective and 
could prevail in any industry. However, in respect to hotels in this investigation, 
indications are that the perception of pay rates appear to be more favourable to a 
younger demographic, depending on the stage of their lifecycle and other financial 
commitments. Pay rates are also subject to the various levels of culture and the PECE 
elements that form the framework for this investigation. In both cases – remuneration 
and image – and in keeping with Schwartz’s (2017, 2016) value theory, personal values 
are cognitive representations of basic motivational goals while values and motives 
shape choices and behaviour at work.  
 

Training, promotion opportunities and turnover  
 
Literature in hotel and hospitality management regularly documents the high turnover 
often as a result of burnout. However, there is a lack of literature on turnover ascribed 
to poor training and limited career opportunities. This dichotomy was clearly evinced 
in the research, with line staff disagreeing with management perceptions of training 
and laying the groundwork to motivate employees. Additionally, cultural differences 
prevailed between Singaporean and Sydney managers’ views. In Singapore, managers 
perceived that providing meals on duty and uniforms are privileges and motivational 
tools. For instance:   
  

We train them when they first come. We give them free meals and uniforms, 
pay isn’t bad for what they do. If they are intelligent and good [workers], we 
look at their future [promotions]. But still, they leave within a few months so 
we have to start all over again! (ExCom Sing 5)   

  
In Sydney, the inference was that of different demographic generational attributes 
among line staff who appear to be impatient with ExCom Syd 6 saying:  
  

There is training. The company has some good training programs but this 
generation [of line staff employees] want everything straight away, like 
tomorrow! Of course, this isn’t practical … and then they leave! I have 
attended some good training and with my can-do attitude, I have been 
promoted a few times. Now I’m in the ExCom. (ExCom Syd 6)  
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However, focus group members had different views as to why they may leave the job 
resulting in high staff turnover. Some examples are:  
  

There is no training! They put us with somebody for two or three days and 
think that they have trained us. They talk so sweetly in the one-day orientation 
about training but … nothing! (Line staff Sing focus group 1)  
  
After only one week, if you don’t know [what to do], your seniors scold you. 
You feel stupid in front of guests. There is no [formal] training – you have to 
learn from your friends. No standards! There is no future [for us]. Because of 
this, people leave in three months! (Line staff Sing focus group 2)  

  
Similar sentiments on being trained on-the-job by “buddies” were expressed in Sydney. 
For example:  
  

The “buddy” system is good but the hotel needs to train us more. I came [here] 
expecting a career but when I asked them about training, they say there is no 
budget [for training]! If I can’t get promoted, why should I stay? (Line staff, 
Syd focus group 2)  

  
At the organisational level, it appears that managers’ views differ from those of their 
team members in relation to training requirements and promotion opportunities.   
 

Different interpretations of a “migrant labour” and contingent workforce  

 

A largely migrant, itinerant or transient workforce was seen to characterise the hotel 
sector and be a drawback according to literature reviewed in Section 2.3. What was 
interesting during the data collection process were research participants’ various 
understandings of “migrant workforce” and contingent labour that appear to be 
overlooked in the literature. This research uncovered four different connotations of 
how “migrant labour” was understood in Sydney and Singapore and that contingent 
labour was not necessarily an adversity.    
  
One implication of “migrant workforce” in Sydney was that students, particularly 
international students and foreign visitors on working-holiday visas, constituted a 
migrant or transient workforce. Due to regulations, international students were 
restricted to working a maximum of 40 hours a fortnight during their academic term 
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(UNSW) while those on working holiday visas were limited to working six months at 
any one given location (Department of Home Affairs 2019). The unrestricted 
availability of domestic students therefore gave them an advantage over their 
international counterparts.   
  

We take both [students and working-holiday visa holders]. These migrant 
groups bring diversity to the workforce. They help us with filling in [casual] 
shifts. … They have different reasons [for leaving] … But we take very few 
overseas students. Their limited hours don’t suit business demands. (ExCom 
Syd 2)  

  
Although not the true meaning of the word, students, whether domestic or 
international, and those on working-holiday visas were loosely referred to as migrant or 
transient workers. The rationale was that students would often leave the job for 
“different reasons” such as underestimating the pressures and nature of work, shift 
work (culture of hotels) and disruption to their education schedule. Some domestic 
students would leave on completion of their studies as frequently their degree was not 
hotel, hospitality or tourism related. For instance, many worked in hotels, and 
hospitality in the macro sense, as a temporary measure, a means of convenience, rather 
than with a view to a long-term career. The labour-intensive nature and sheer scale of 
the hotel industry meant it was easy to get a job in the hotel industry and suited 
students at university to help finance their studies that were unconnected with 
hospitality. To illustrate:  
   

I’ll leave once I finish Uni. It’s easy to get into a job here. They [the hotel] 
need staff and the money isn’t bad. (Line staff Syd focus group 1)  

  
Do I want a job in hospitality? Only till I get a real job! (Line staff Syd 
focus group 1)  

  

Secondly, in Sydney, new migrants would readily take on jobs as cleaners and 
housekeepers requiring minimal guest contact. Because of the relative ease of obtaining 
a job, they would in turn use network recruitment from their respective countries 
marking defined areas of ethnic groups in a particular vocation.   
  

Take those from Nepal and China [for example]. These migrant groups are 
happy to accept such less skilled jobs. They don’t need to interact with guests 
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so language doesn’t become an issue. They are happy to get a job and the pay is 
good. (ExCom Syd 2)   

  
The third context in which “migrant workforce” was used was in Singapore, and quite 
different to the meaning in Sydney. Here, migrant workers related to workers on 
working visas from other countries as a necessity to supplement the workforce. This 
was partly brought about by culture at the national level with socio-cultural 
connotations associated with interactive entry-level jobs being considered unsuitable 
low-status vocations, resulting in few local applicants. For instance, Mid Mgr Sing 11, a 
Malay, commented that:   
  

They [local Singaporeans] will not do this [type of] job. We do it because 
money also plays a part. I’m earning in dollars [but spend in Ringgit]. I have 
to look after my family. Some days it takes me three hours [to and from 
work]. (Mid Mgr Sing 11)  

  
At the country and occupational or industrial level in Singapore, hiring “migrant” 
entry-level workers was a necessity. From a socio-economic position at the personal 
level, despite long daily commutes, employees were motivated by dual benefits: 
procuring a stable job and the ability to repatriate money as the Singapore Dollar was 
stronger than the currency of their home country, for example Malaysia / Philippines / 
China. At the organisational level, these workers were considered a more stable 
workforce thus reducing turnover resulting in less hiring and associated costs. This was 
explained as:   
  

… It’s mutually beneficial. They like it [having a job] and can also send money 
home. For us, they are not likely to leave soon because the money is good. 
(ExCom Sing 5)  

  
The fourth connotation of migrant, itinerant or transient worker in the hotel context, 
probably most commonly used, related to job-hopping. For example, some line staff in 
Sydney took the opportunity to become itinerant or migrant workers (in this context) in 
the winter months by accepting jobs at domestic snowfields. One participant from 
Sydney explained that:  
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I wait for winter. For [the past] three years I’ve been going to the snow [to 
work]. Great fun, good money! Heaps of overtime! (Line staff Syd focus 
group 2)  

  
When asked to elaborate on his job prospects on returning in spring, he did not appear 
to be daunted or worried, responding:   
  

… they’ve taken me back each time. Even if they don’t, no worries! There are 
heaps of jobs in other hotels here or someplace else. I have a good work 
attitude. (Line staff Syd focus group 2)  

  
Similarly, in keeping with this “meaning” of a migrant workforce, another participant 
from Sydney focus group 1 had been working for short spells in different cities as a 
means of seeing the country while earning and gaining work experience before deciding 
on his future career.   
  

I’m from Adelaide. I’ve worked in hospitality (hotels) in Perth, Broome, 
Hamilton [Island] … heaps of places over the past five years and am finally 
here! … I’m still young! Nice way to see the country and gain skills. I may stay 
in Sydney for a while before I decide [my future]. … Maybe still in customer 
service. (Sydney focus group 1)  

  
Both above quotes suggested a youthful, carefree attitude. The nature of the industry 
permitted an itinerant or transient workforce providing income and experience before 
deciding on a future, perhaps in the service sector. They also personify Schwartz’s 
individual refined values of stimulation, hedonism and self-direction (action). Noting 
“… gig economy in the reflective journal to denote temporary positions benefiting 
both worker and organisation but with poorer opportunities for promotions” (e.g., 
Jabagi et al. 2019; Prassl 2018; Vallas & Schor 2020; Woodcock & Graham 2020), the 
researcher deliberated on the numerous inferences of migrant and transient workers 
in the hotel sector.   
  
Notwithstanding literature highlighting the seasonal nature of hotel business resulting 
in irregular income for contingent workers, this did not appear to be the case in either 
city. Both area general managers made similar statements, agreeing that being located 
in gateway cities there were no distinct “off seasons”. For example:  
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We don’t have well defined slow periods due to our marketing mix. Yes, it 
gets a bit quieter in the middle of the year but not by much, so we don’t have 
to worry. They [casual staff] don’t lose [many] shifts. [In Sydney] January is 
quiet in F and B but they [staff] prefer to take holidays then. (ExCom Syd 1)  

  
Findings indicate that national level, socio-cultural connotations, socioeconomic 
requirements of labour and locational (socio-environmental) factors were dependent 
on varying necessities of the individuals’ and business demands. Hence, the diverse 
understanding of what constitutes a “migrant” workforce.  
  
Level of skill and education  
 

Literature informs us that hotel labour is suitable for unskilled and perhaps a less 
educated workforce. However, this section records data that contradicts this hackneyed 
opinion. A cultural paradox between the two countries in this study related to how 
education and family pressures are different and was reflected in the socio-cultural 
element, national and individual levels of culture. At the socio-cultural level, in 
Singapore, parents apply considerable importance on providing their children with a 
good education and focus on their studies rather than extracurricular activities or a 
part-time job. At the national level, primary education is compulsory up to Year 6 with 
a very high percentage of the population educated to O-Levels and continuing into 
tertiary degrees (Ministry of Education). Hence:    
  

… because a lot of money, attention and effort goes in their education, 
parents have a big say in what they want their children to do and be. 
(ExCom Sing 2)  

  
The socio-cultural norm of saving face or mianzi, considers interactive frontline service 
as inferior, lowly and unsuitable as a career. It was deemed necessary and appropriate 
to comply with hierarchical and embedded norms to save face, not only in society but 
also at the family level.  
  

They all want [their children] to be in insurance or lawyers or financiers – 
white collar top paying jobs. Nobody wants a career in hotels and to start 
from the bottom. It’s looked down upon here. I call it “developed country 
syndrome”! (ExCom Sing 1)    
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Two participants of Asian descent, one each in Singapore and Sydney, also validated the 
above comments. Having now attained senior positions, their parents finally conceded 
that it is possible to forge good careers in hotels. Both these participants had undergone 
similar experiences portrayed in the quote below, albeit in two different countries.   
  

My parents weren’t happy when I joined hotels. They wanted me to be a 
lawyer and felt that I had let them down. Now that I am at this [senior] level, 
they are OK with it. (ExCom Syd 5)  

  

Many Singaporeans, particularly those from middle and upper-middle class families, 
had a relatively comfortable upbringing. The combination of a good education, good 
family upbringing and social norms were limitations to taking on entry-level frontline 
interactive service positions that were deemed to be unsuitable. Schwartz’s individual 
motivational values of conservation were strong. To highlight this, ExCom Sing 3 
asked:  

In general, when you are growing up and have a maid cleaning up after 
you, why would you want to do that [interactive service oriented] sort of 
job? (ExCom Sing 3)  

  
In Sydney, this socio-cultural trait was not as pronounced. Country-level culture types 
and values of hierarchy and embeddedness were less noticeable than in Singapore 
while egalitarianism, affective autonomy and intellectual autonomy were more 
pronounced. Motivational values at the individual level of openness to change – 
achievement, hedonism, stimulation and self-direction, were more prevalent. For 
example, some line staff participants in Sydney explained that they were undergoing 
tertiary studies and understood the need to start at the bottom. Their parents were in 
senior roles in leading (non-hotel) multinational companies while another participant 
was aiming to emulate his father, a general manager in a multinational hotel company.  
   

I’m currently at uni studying hotel management. My father is a GM with 
Hyatt and I want to be like him. Of course, you start at the bottom! Only then 
you learn! But once you show your ability, you get your promotions. (Line 
staff Sydney focus group 2)  

  
In Sydney, there was also a preference to hire recent graduates, preferably from the 
hotel stream. It was rationalised that graduates with hotel and hospitality degrees 
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would build a career and therefore not exit the industry soon, although they may move 
to a competing hotel company. It was also assumed that graduates would have gained 
some hard and soft skills during internships built into their course. These skills would 
improve interaction with guests and work colleagues.   
  

We would like [to employ] hotel-school graduates in our region, even as 
interns. They should have gained some skills from internships, know our 
grooming standards and how to behave in front of guests. It makes our 
lives easier and provides that additional guest experience. We also have 
our own. Académie. (Head office Exec Syd 8)  

  
An additional soft skill, “resilience”, was sought by Mid Mgr Syd 13 as an important 
attribute when conducting interviews with prospective employees.  
  

Hospitality staff get knocked about quite a bit by guests. Sometimes guests 
are rude and upset the staff. If they are not resilient, they get upset and leave 
the job making it even more difficult for us. So yes, I think education and 
resilience is important. (Mid Mgr Syd 13)  

  
Conversely in Singapore, it was reasoned that not only were socio-cultural norms 
important but a strong economy resulted in low nationwide unemployment, resulting 
in fewer suitable applicants. They were therefore compelled to employ applicants with 
minimal hotel experience. Like Sydney, the general consensus among managers was to 
use “attitude” as a metric for hiring staff, but unlike Sydney, formal education and skills 
were considered to be ancillary qualifications that were desirable but not a requisite. A 
typical example was:  
  

I don’t look for their qualifications. If they have it, it’s OK. I look for 
attitude. I need hands and bodies that work. Degrees don’t matter! (Mid 
Mgr Sing 9)  

  
Thus, findings recorded under Theme 1 demonstrated that the culture of the hotel 
industry included sub-themes that were analysed from a cultural perspective using the 
dual framework of sociological elements (PECE) and four levels of culture. These 
findings present an alternative view to what extant literature records as being 
characteristics of the hotel industry. In providing these unconventional perspectives on 
remuneration, labour turnover, skills and education augments the literature.   
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The following section documents findings on the second theme that, with seven 
associated sub-themes, examine research participant’s views on recruitment in hotels. 
These sub-themes also include aesthetics in and of hotels.  
  
5.5 Theme 2: Criteria affecting recruitment in the hotel sector   
  
This second theme is a combination of seven sub-themes that record participants views 
on antecedents to recruitment in the two hotels in this research. Although literature 
highlights an apparent dearth of suitably skilled applicants and the difficulty in 
employing staff in the hotel sector (Section 2.3), this study finds that it need not 
necessarily be so as other factors were also found to affect recruitment, too. Figure 5.4 
is a diagrammatical representation of how each of these sub-themes relate to the 
research objectives.   
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Figure 5.4 Theme 2: Criteria affecting recruitment in the hotel sector.   

  
5.5.1 Regulatory influences on recruitment  
  
Legal and regulatory factors are synergistic with the socio-political segment of the 
PECE framework at the national cultural level. Some such regulatory influences 
impacted by the four levels of culture in the two cities related to restrictive employment 
quotas of local to foreign workers (national level), laws relating to discrimination 
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(regulatory, national and industry levels), and productivity (occupational, 
organisational and individual levels). Regulations related to remuneration, particularly 
in Sydney with specified award rates, were recorded in the previous section.   
  
Restrictive employment quotas  
 

Specific to Singapore, the Government imposed a strict quota on the number of foreign 
employees in hotels. From a socio-political viewpoint, the dual intention was to 
increase employment opportunities for locals while reducing dependency on expatriate 
workers. At the time of data collection, a limit of foreign workers in service industries 
was set at 40 per cent of the total workforce in that organisation. Additionally, 
employers paid a levy for each foreign employee in accordance with their hierarchy in 
the organisation. This quota dropped to 35 percent in 2022 (Ministry of Manpower 
2022). This raised a dilemma for hoteliers as there were few local applicants to work in 
entry-level interactive service positions.   
    

The quota system aims to reduce the reliance on foreign labour.  It’s also a 
political decision … we need to meet the 60:40 rule, which is heavily enforced. 
We get a lot from China for housekeeping. Locals don’t like this sort of 
[menial] work. They all want managerial positions! (ExCom Sing 1)  

  
Filipinos seem to have the right attitude and that service culture. They 
[usually] speak English well and are suited to these [entry-level interactive 
service] roles. The money [exchange rate] is also good for them. (ExCom 
Sing 5)  

  
To fill entry-level vacancies in Singapore, migrant workers were employed mainly from 
mainland China, the Philippines and Malaysia. Due to better communication skills and 
ostensibly possessing a “service culture”, Filipinos, and perhaps Malays, were 
considered to be more suited to frontline roles, particularly in the food and beverage 
department. Chinese workers were deemed appropriate for the housekeeping 
department where, anecdotally, guest contact and communication skills are usually 
minimal.   
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As recorded in Section 5.3.1, when presenting participants’ views on remuneration, 
although there were no quotas on foreign workers applicable in Sydney, directives 
pertained to those eligible to work in Australia. International students were limited by 
the number of hours they could work and foreigners on working-holiday visas were 
restricted by a time limit of six months per venue. Currently, restrictions have been 
eased due to the need for staff resulting from what this study calls the “COVID-19 
effect”.  
  
National service (NS) resulting in a higher average age of employees in  
Singapore  
 
Conscription did not apply to Sydney, however, at the national level of culture, socio-
political and socio-cultural elements resulted in all male Singaporean citizens and male 
permanent residents of 18 years of age undergoing a mandatory two-year term of NS. 
Many continued with their education on completing NS. Together with other socio-
cultural traits noted below, the overall result was that Singaporeans joined the 
workforce at an older age with minimal work experience.   
  
Participants voluntarily provided their age during conversations, resulting in data 
showing that most Singaporeans started working at a higher age than their colleagues 
in Sydney. In Sydney, the average age of the front-office team was 24 years and that of 
the food and beverage department was 22. Managers heading these departments, 
although only slightly older at 28 years of age, were still in the Gen Y or Millennials 
classification. In Singapore, the average age of both departments was higher: 28 in the 
front-office and 26 in food and beverage. Managers of these departments were 
considerably older than their Sydney counterparts; 54 and 37 years respectively.  
  
From a socio-cultural position, children also stayed longer with their parents, enjoying 
the securities of home. As observed by Mid Mgr Sing 12:  
  

I am Malay but permanent resident here [in Singapore]. The culture here is 
different. I had to do NS after school … Children stay at home with their 
parents till they get married, some even after [that]! They must follow their 
parents [wishes] and want [an] easy life. Parents give them everything and 
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wrap them in cotton[wool]. I call them the strawberry generation – because 
they bruise easily and don’t last long! (Mid Mgr Sing 12)  

  
ExCom Sing 2 had the same sentiment, replacing “cotton” with “mollycoddle”. Similar 
comments were forthcoming by line staff in focus groups. For instance:  

  

I started working [in the Philippines] when I was 14. … they [Singaporean work 
colleagues] stay at home, parents support them. They don’t start [working] till 
they are over 22, 23. So lucky! (Line staff Sing focus group 1)  

  
  
Apart from the obligatory NS and children staying at home even when reaching 
adulthood, other reasons for a higher age of the workforce were offered. First, 
especially in their formative years, parents wanted their children to give undivided 
attention to their studies rather than engage in extracurricular activities or casual jobs. 
As education was seen to be a key to success, parents preferred their children to be well 
educated so that they may get well-paying jobs and be respected in society. Entry-level 
interactive service jobs were seen as the family and child losing face in society. Mianzi, 
or saving “face” and dignity in society, is an important value in Chinese society. As the 
South-East Asian and Confucian Chinese clusters of countries were largely seen as 
being an embedded (obedience, respect), conformist and traditional society, in the 
main, children followed their parents’ wishes. “Face” is also one of Schwartz’s refined 
motivational values and represented in Hofstede’s Long-term Orientation country-level 
dimensions. As explained by Mid Mgr Sing 13:  
  

The culture here is not to disturb studies by working or sports. Parents are very 
strict and want their children to study hard. They want their kids to be doctors, 
lawyers. [Most] children have no choice and must listen to their parents. (Mid 
Mgr Sing 13)  

  
In the Sydney sample, some respondents indicated that they had started working as 
young as 13 and while still in school. The range of “jobs” included wait staff, kitchen 
hands in restaurants and other hospitality businesses, shop assistants and even 
delivering newspapers. This data revealed that they had greater experience of customer 
service and interaction, especially those who had worked more than one job.  
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To get extra pocket-money, I started delivering newspapers on weekends when I 
was 13. At 15, I joined McDonalds. My parents wanted me to be independent. I 
came here six months ago, straight after high school. I’ll try for uni later. (Line 
staff Syd focus group 1)  

  
Similarly, ExCom Syd 4 had worked as a waitress and kitchenhand for four years prior 
to joining the hotel.   
  

… at 14, I worked in a small café as a waitress and helped as a kitchenhand. I 
joined as a receptionist at 18 and am now managing this department! I was 
studying designing at uni but fell in love with hospitality and guest interaction. 
(ExCom Syd 4)  

  
From these perspectives, there appeared to be clear demarcations, particularly at the 
country level, where socio-cultural, socio-economic and socio-environmental or 
locational elements influenced the age at which employees entered the workforce.  
  
Legalities relating to discrimination  
 
This research does not investigate the actual laws on discrimination. How legalities 
relating to discrimination and privacy are perceived in the two locations are also 
important as they are influenced by prevailing national culture. Having worked in both 
cities, Previous ExCom Sing 7 explained that there were similarities between labour 
laws in Singapore and Sydney, particularly in the areas of discrimination and privacy. 
However, how they were envisaged and enforced was affected by the socio-cultural 
element and at various levels of culture. Her view was:  
  

Regulation-wise, it’s a pretty similar make-up [between Singapore and Sydney] 
but culturally, it’s so different. At least we [Singapore] have laws, some other 
Asian countries don’t. (Previous ExCom Sing 7)  

   
This participant elucidated that although these laws in both cities pertained to 
intangible attributes and were therefore difficult to monitor, existing labour laws in 
Singapore did not appear to have the same intensity, and perhaps meaning, as those in 
Sydney. Despite the Tripartite Alliance for Fair and Progressive Employment Practices 
(TAFEP) in Singapore monitoring employment practices, they conveyed the impression 
of a different understanding of what constituted as acceptable.  
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Here they can still ask how old you are, your marital status, how many children 
you have? They think that it’s OK and don’t have that realisation as to why they 
can’t ask those questions. But it’s not in a mean way – it’s acceptable. In Australia 
you can’t ask these questions at all. (Previous ExCom Sing 7)  

  

In Sydney, on the other hand, recruiters were circumspect about how they worded their 
questions lest it appeared discriminatory to a populace that was ostensibly more alert 
and sensitive to apparent prejudicial matters that may seem to impinge on Schwartz’s 
country-level trait of egalitarianism ascribed to them. Head office Exec Syd 8 provided 
a rhetorical answer:  
  

Asking them [prospective employees] their age, marital status or country of 
origin is clearly discriminatory! How would these affect their ability [to work]? As 
long as they can do the job … (Head office Exec Syd 8)  

  

Further demonstrating the cautious nature, or perhaps a greater understanding of anti-
discrimination laws and what could be construed as discriminatory or socially sensitive, 
ExCom Syd 5 appeared to search for words, candidly admitting:  
  

 … [I’m] looking for the right word. Not being racist or stereotypical or 
anything, but when discussing how we employ staff and age groups and stuff,  
I need to be aware of how to term it so it doesn’t come across wrong. (ExCom 
Syd 5)  

  

What was noticeable was the level at which discriminatory (e.g., ethnicity, age, looks, 
dis/ability) were accepted in the two countries. While both countries had similar laws 
on discrimination, socio-political (regulatory) and socio-cultural norms, they 
interpreted them differently at all levels of culture (country, industry, organisational 
and individual). These apparent aspects of discrimination were regarded differently in 
the two countries and a query noted in the reflective journal sought to understand if 
‘political correctness’ is also culturally attuned. For example, from the above quotes it 
appears that while some in Sydney search for the ‘right’ word so as not to ‘offend’, in 
Singapore, although polite, there was not as much consciousness of the words they 
used.   
  
Regulatory effects on productivity  
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This theme also demonstrated multi-layers across the levels of culture and the PECE 
sociological framework demonstrating cultural divergences at the national level. It also 
brought into focus the drive to increase productivity and therefore reduce staff 
numbers as against the traditional focus on delivering hospitality with metrics of high 
staff-to-guest ratios.       
  
At the country level in Singapore, from a socio-economic and socio-political 
perspective, the government encouraged businesses to increase productivity in the city 
state. By providing generous rebates on schemes that help enhance productivity and 
efficiency, hoteliers were incentivised to move towards a Western business model of 
hospitality, with less reliance on the conventional cultural dimensions of 
hospitableness (Sections 2.2 and 2.3.2), particularly associated with the Asian region. 
These aspects were articulated by ExCom Sing 1:  
  

They [government] also want to raise the level of productivity. Here in 
Singapore, anything that helps in increasing productivity, the government gives 
you up to 50 per cent back of the cost … The pendulum is swinging towards the 
Western way of running hotels … transforming into a more Western style – 
more productivity-related thinking rather than culture. (ExCom Sing 1)  

  

However, the same participant cautioned:  
  

We shouldn’t go overboard with this. Our guests still expect the Asian hospitality 
culture. Take Bali or Thailand, for example. Hospitality is inherent in their 
culture. Our hotels there have a different service culture. The industry needs a 
balance. (ExCom Sing 1)  

  
These quotes bring to the fore three aspects of the culture of hospitality: firstly, guests’ 
expectations and understanding of hospitality in the Asian region that is renowned for 
its service quality (Tan et al. 2014). Second, Asian culture is ostensibly synonymous 
with being hospitable and displaying heightened hospitality. Finally, the industry has a 
“culture” of its own. Together, they denote the culture of and in hospitality.  
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Although steeped in regulations, stringent governmental guidelines and protocols in 
Singapore, it was still possible to expedite the pace by which hotels were able to obtain 
various accreditations to operate and refurbish.   
  

… everything is done fast here. It is also due to the government’s strong influence. 
There is no hanky-panky! As long as you meet regulations, everything gets done. 
(ExCom Sing 4)  

  

In contrast, as an expatriate, Head office Exec Sing 6 expressed his discernible 
frustration with regulations. In his view, governmental departments were bound by 
rules and less receptive to innovative ideas so hindering speedy development in the 
industry. This was accentuated in his observation that:  
  

I don’t see a lot of space for creativity being applied … It is possible, but you see 
how Singapore is managed – by rules! We need to be creative, innovative, change 
your mindset, be industry leaders! They [Singaporeans] are comfortable only 
when they are inside their box. (Head office Exec Sing 6)  

  
In exploring national culture there seem to be distinct cultural lines in how regulations 
were perceived. As innovation was an organisational value, in Head office Exec Sing 6’s 
opinion, the “rules” appeared to stifle creativity, originality and speed with which a task 
could be performed in less embedded and perhaps less hierarchical but more 
autonomous societies. From a sociocultural perspective, Singaporeans conceivably 
portrayed the appearance of being unable to break away from the embedded and 
conformity nature of their society that stemmed creativity and innovation. In Sydney, 
hotels were essentially looked upon as being commercial businesses. In Singapore, 
there appeared to be the need for the business to balance warm, affable and congenial 
hospitality traditionally attributed to ‘Asian hospitality’ with efficiency and 
mercantilism. This was not only from the socio-cultural viewpoint but also the socio-
political element of the government advocating the need to increase productivity.   
  
Although Sydney too had stringent government regulations, there were no rebates or 
inducements for improved productivity. Country-level cultural value of mastery and 
individual motivational values of achievement, stimulation and self-direction present 
as being stronger than in Singapore. While regulations had to be followed, bureaucracy 
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was perceived to hinder some aspects of growth but there was scope for innovation. For 
instance:  
  

Sometimes we are bogged down with too many regulations. We need to comply 
with both State and Federal regulations making it hard to move quickly. 
Sometimes, these regulations [State and Federal] are different, complicating 
things. We need to be innovative to work through them. (ExCom Syd 3)  

  

In a socio-cultural, socio-political and perhaps a socio-economic move, one area where 
the Federal government was offering financial inducements in Sydney was by 
encouraging employment of mature staff and raising the retirement age. Head office 
Exec Syd 8 clarifies:  
  

I think given the government’s decision to offer financial incentives to businesses 
to employ older employees, is clearly on the radar and I think that’s a good thing. 
(Head office Exec Syd 8)  

  

From a sociological position, this not only extends the productivity of an ageing 
population but also reduces the reliance on social security benefits such as pensions. 
While government-imposed rules and regulations have a place, it appears that the 
extent to which they may help or hinder business are determined by cultural 
perspectives on prevailing values in the country and, to some extent, individual values 
and culture as documented above.  
  
5.5.2 Ageist employment attitudes and aesthetics  
  
Data analysis gave rise to a multiplicity of instances relating to conceivable indications 
of ageism, ageist employment attitudes and aesthetic labour in hotels. Some such 
stances included: rhetoric and contradictory views on hiring older, mature workers, 
claiming by implication that it was contrary to  the organisational value of innovation; 
perceptions of managers and line staff on benefits and liabilities of mature workers; 
challenges in meeting the constraints of mature workers while also meeting the needs 
of the hotel; perceptions of mature workers themselves on accepting frontline roles; 
“young mothers” being included in the same category as mature workers; and 
veneration for the elderly.  



CHAPTER 5 

 207 

Perception of recruiters and employees on mature staff  
 
Findings recorded that in both hotels, managers attempted to be innovative in their 
recruitment approach. This included hiring local mature workers, including those who 
had previous careers external to hotels. In Singapore, the rationale was that this 
cohort would help with meeting employment quotas as well as augment the dearth of 
suitable younger applicants. However, it also created challenges as summarised in the 
quote below:  
  

[Hiring mature workers is] one of the things you can do to have enough 
Singaporeans. But this creates other problems. They can only work on certain 
days, have to leave at certain times, you can’t push them, you have to train them, 
some from scratch. Some have difficulty learning new systems. Then, if it doesn’t 
suit, they leave and you start over again! (ExCom Sing 5)  

  
Sydney faced similar challenges with older, mature workers including longevity of 
employment. However, it was also claimed to be an attempt to provide diversity and 
stability to the workforce. Although extolling benefits of older workers, the hotels faced 
challenges in balancing flexibility of working hours to suit this category of employees 
while also meeting the 24-hour availability of hotel services. For example:  
  

We’re looking at older employees, retirees, offering them the opportunity to get 
back into the workforce. For us, it brings some experience and balance to the 
team. We understand that they may not have full availability … The same with 
young mothers who may want some part-time work. (ExCom Syd 2)   

  
Grouping “young mothers” in the same category as “older employees” was rather ironic. 
While there were some similarities between the needs of the two groups, there were 
also numerous differences. Asked why “young mothers” were preferred over those of a 
more advanced age (above 35 as in Mid Mgr Syd 10’s quote on the following page, or 37 
according to Schwartz, as was established in Section 2.4.2, the response was:  
  

Well, they will probably already be in the workforce, but probably not in the frontline. 
(ExCom Syd 2)  
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This was corroborated by Mid Mgr Syd 9, referring to herself as an “older mother”, aged 
39 with an eight-year-old son, who felt that entry-level frontline positions may not be 
suitable for her category of employees as they:   
  

… need better timings and more consistency in rosters. That’s why I prefer my 
role. We even usually get weekends off. I work with three others, about  
same age-group – same reasons. (Mid Mgr Syd 9)  

  
Despite the rhetoric of being innovative in their employment techniques, especially in 
hiring older, mature workers, employers were cautious and appeared apprehensive 
about hiring this cohort. Doubt was cast on their ability and suitability for the physical 
nature of the work. It appeared that numerous barriers were either being created or 
identified in hiring older, mature workers.   
  

… maybe, someone in their 50s comes [into an F and B role]. I would worry that 
they’re not going to keep pace with [demands of] the job. They can also get 
injured, especially if they haven’t done it before. (Mid Mgr Syd 12)  

  
Managers involved in recruitment had experimented with hiring mature staff but found 
that, in relation to person-to-organisation (P-O) fit, this age bracket did not suit the job 
or the organisation. Some other perceived limitations were poor technological know-
how and too many hours on their feet. In one case, a lady with 20 years’ experience in 
public relations in the airlines industry was hired as a guest services assistant in the 
front office. She left soon after as she could not cope with the nature of the job and 
workload.   
  

We thought that with her airlines experience, she would be a good fit in front 
office. She resigned in two months! She misjudged the demands and it was more 
difficult than she thought. I think she needed a different attitude here.  
(ExCom Syd 6)  
  
These people [mature staff] need a different attitude when they work in hotels. 
They have trouble settling down because they come here and expect it to be the 
same as where they were. (ExCom Syd 4)  

    
Other similar examples of more mature staff members being unsuited to the frontline 
were presented. Apparent exasperation was expressed by departmental and middle 
managers in relation to hiring both young and mature workers, a sample of which was:  
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We spend a lot of time in trying to hire the right person for the job. Sometimes 
they are great! Sometimes they leave within a month. We are like a training school 
– they just come and go! How do you expect consistency and good service? (Mid 
Mgr Syd 11)  

  
Contrary to earlier quotes on being innovative in the hiring process and benefits of 
older, mature employees, it appeared to be a recurring view among recruiters that it 
was counterproductive to hire mature workers at the entry level. Almost summarising 
the debate in drawbacks of hiring older, mature workers, ExCom Syd 1 asked a 
rhetorical question:  
  

Would you, as an older person who has had a good career in a previous vocation, 
want an entry-level position in a hotel? Maybe not! You may get the odd one but … 
(ExCom Syd 1)  

  
Together with searching for appropriate words to use and as if confirming all the above 
quotes, Mid Mgr Syd 10 corroborated that the front desk was staffed with employees 
under the age of 35.  
  

We don’t have anyone over 35 in the front in my department … It’s not as if 35 is 
old or anything like that … I don’t want to come across as being biased or 
anything like that … but it really depends on getting the right applicant.  
(Mid Mgr Syd 10)  

  
From the instances noted above, it appeared evident that mature workers and those 
postponing full retirement were themselves unable to cope with the rigors of the job, 
some excluding themselves after short periods of employment in the hotel. Focus group 
participants had similar comments, some rather cynical.  
  

It would be like me teaching my grandmother! (Line staff Syd focus group 2)  
  
Line staff in focus groups at both hotels also reasoned that “older” recruits would have 
trouble fitting in with the younger cohort in the frontline due to a different generational 
culture. Although one focus group member was considerably older than the average age 
of 22 in the focus groups, his youthful body image concealed his chronological age. 
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Ironically, it was youthful looks rather than chronological age that were confused with 
behaviour and P-O fit was a criterion. These sentiments are summarised below.  
  

We [Gen Y’s] have our own lingo! They [older staff] won’t be able to understand 
what we say! Sam* is over 30 but he looks younger than me! But he fits in well. 
(Line staff Syd focus group 1) (*name changed to maintain anonymity).  

  
Alternatively, in Singapore, some staff took pains to draw attention to Aunty Mary*, in 
her early 70s, who stood outside the restaurant and bar inviting guests to frequent the 
facilities, and another lady in her mid-50s as a guest service assistant. They were 
praised and described as having a “motherly attitude”, “doing a fantastic job with 
guests”, where their life experiences helped to solve guest’s problems displaying 
patients and promptness. There was another woman in her mid-70s in the back-of-
house and although said to be slow at her work, was meticulous. These were examples 
of a total of “about five or six” older staff members. They were pronounced as having a 
“good attitude”, once again linking the word to requisites for the industry. While 
extolling the benefits of older staff members, pragmatically, it was driven by the need to 
meet employment quotas.  
  

Aunty Mary* is 72-73. She does a great job and the guests just love her! We’ve five or 
six mature workers in all working for us. They all have a good attitude. That’s one of 
the things you need to do to have enough Singaporeans. (ExCom Sing 1)  
(*name changed to maintain anonymity).  

  
The reference to “Aunty” in the quote above includes socio-cultural individual 
motivational types of benevolence, tradition and conformity and at the country-level 
embeddedness prominent in South-East Asian clusters and Confucian societies such as 
in Singapore. This was explained by a focus group member:  
  

We respect all older people, especially the pioneer generation (senior citizens). 
We call them Uncle and Aunty. This is the Asian way. (Line staff, Sing focus 
group 1)  

  
When the subsequent focus group were asked their opinion of mature staff in the 
frontline, referring to Aunty Mary, the response was:  
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I don’t know why she does this job at her age! She can only stand for a short time 
before taking a break. She is good with guests and kids but can’t do any heavy 
physical tasks. (Line staff Sing focus group 2)  

  
Some staff took a more holistic societal view on how mature staff would be perceived by 
guests. It was also reasoned that as guests were paying for not only the service but also 
the entire experience, they should be given what they want. Some recruiters suggested 
that guests prefer aesthetically pleasing young staff in the frontline. The rationale 
provided by some participants was:  
  

People expect that hospitality workers are young and attractive. A 50-year-old 
on the reception desk is not the norm at all. It’s the guests, society, who expect 
this. (ExCom Syd 4)  

  
Because it was reasoned that guests and “society” expected young, good looking 
personnel to attend to them, it was perceptible that aesthetics played a part in 
recruitment decisions. Responses from line staff, one from each hotel, included:  
  

I think they look to see how beautiful we are! They don’t see the experience or 
anything, they just look at you and decide in 10 minutes. (Line staff Sing focus 
group 1)  
  
They look to see if you are gorgeous! Then they look to see which department 
you are a fit for (Line staff Syd focus group 1)  

  
When asked why the chief concierge, a frontline staff member, was considerably older than 
those in his team, answers in both hotels were rather disparaging. A typical reply was:  
  

They just sit there and do nothing. We do all the lifting [of bags]. They just give 
us orders. Anyway, they can’t lift [too many bags], they are quite old! Where 
else will these guys go? They’ll retire here! (Line staff Syd focus group 1)  

  
Similarly, responding to why the chief concierge in Sydney was on the front cover of 
hotel advertisement brochures, the reply was quite sarcastic:   
  

They [head office] have to do that because they want to be politically correct!  
(Line staff Syd focus group 2)  
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Other responses from managers and line staff alike included: inability to keep up with 
the workload; because they had been in that position for a long time; they were 
comfortable in their positions and therefore did not want the responsibility of another 
challenge; they were “old and grumpy” and not suitable for other positions; did not 
engage in the “party culture” of their younger colleagues and were inept with modern 
technology. These views bordered on ageist attitudes.  
  
Not all comments on older, mature workers were seen in a poor light. Literature has 
documented the advantages of older employees (by chronological age) and some such 
advantages were expressed by a few ExCom members. However, the examples below 
pertained to a back-of-house department.   
  

In my department (kitchen) I prefer hiring older chefs. They are more stable, 
loyal and don’t have anything to prove. They are not party animals, you don’t 
have to chase them and worry about taking sickies (sic). Their experience is 
helpful. (ExCom Syd 7)  

  
When probed as to why frontline staff were young, his judicious reply hinted on the 
P-O fit:  
  

I look after my own department and don’t interfere with other departmental 
heads. They can employ whoever is fit for their purpose. (ExCom Syd 7)  

  
Another comment, almost endorsing the one above, was by ExCom Syd 1.  
  

See Jackie* back there? She’s about 55 and has been working here for at least 20 
years and is quite happy cleaning and making beds. (ExCom Syd 1) (*name 
changed to maintain anonymity).  

  
Paradoxically, because of the younger demographic employed in the frontline, it 
encouraged more younger people to seek employment in the hotels. There were mixed 
messages and contradictions as to the advantages and shortcomings of hiring mature 
workers. The subject of aesthetics continues to thread through the following sub-
themes.  These findings provide stimulating considerations that will be discussed in 
Chapter 6.   
  



CHAPTER 5 

 213 

The age paradox  
 

Another curious finding was what this study terms an “age paradox”. Mainly noticeable 
in Sydney, and to a lesser extent in Singapore, managers not much older than those 
working under them ironically attempted to distance themselves from their own 
generation (Gen Y). As previously documented, interactive frontline roles in hotels tend 
to not be the norm after the age of 37 years. Intriguingly, departmental managers often 
referred to their staff as “young”, citing characteristics of “these Gen Ys” and “this 
generation” as being impatient, impetuous, opinionated and unable to withstand work-
related stress for extended periods. For example:   
  

I see the people that I’m employing and it’s like a different generation. I’ve 
worked hard and done my time to get to where I am. These Gen Y’s want your 
role, like yesterday! (ExCom Syd 5)    

  
Many managers in Sydney had gained employment in the hotel from an early age, 
having worked themselves up to a senior level. Three criteria were cited for their 
success culminating in regular promotions: joining the hotel at an early age, working 
hard and not leaving the job despite stressful circumstances. The overall outcome was 
that being a young manager, the tendency would be more likely to hire young recruits 
resulting in an overall young workforce.   
  

I joined the industry eight years ago when I was 19. I worked hard, got my 
promotions and now I’m a manager. My staff are also young and also join 
when they were around that age. So naturally, if they stay and work hard, they 
too will be [young] managers. (ExCom Syd 5)  

  
The implication was that although these managers were young themselves and in the 
Gen Y category, they were different from, and perhaps superior to, those under their 
supervision. They claimed to have a better mindset reflected in better work ethics, 
working well under pressure and not as impetuous as newer recruits, therefore 
justifying a claim to be at a senior position. It seemed that these managers were seeking 
the psychological advantage of age and experience, yet their preference was to hire 
younger workers. Having had some poor experiences with mature staff also reflected in 
confirmation bias, they appeared to relate stereotypical opinions of older, mature 
workers. Extending the connotations of the above quote, being successful at a younger 
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age with regular promotions, it was possible for further regular promotions resulting in 
younger managers than in a traditional format. The outcome was an overall young 
workforce.   
While the chronological age of most managers in Singapore was higher than their 
counterparts in Sydney, there was some scepticism:   
  

Today’s GM are very young, 36 to 38 [years old]. How much do they know at 
that age? They also need to manage us [with less experience]. The older ones 
know how to manage us. They analyse and understand the process. (ExCom 
Sing 2)  

  
Middle managers in Singapore were less overt on their assessment of this phenomenon. 
Rather, some of them took a pragmatic and philosophical view:  
  

The old gives way to the new. They [Gen Y and Z] are our future GMs, employees 
and clients. We need to cater to them. (Mid Mgr Sing 9)   

  
The overall rationale was that a younger managerial cadre will probably hire a younger 
workforce in an almost self-fulfilling prophecy with managers managing staff not much 
younger than themselves.   
 

5.5.3 Recruiting managers and employment decisions  
  

This sub-theme records data on characteristics recruitment managers sought in their 
prospective employees and how these traits affected employment criteria and extends 
the theme of aesthetics and corporeality. Common to both hotels, topics and premises 
emerged relating to lookism, P-O fit and attitude, all resulting in changing social 
trends. As “attitude” was a recurring word with different interpretations, it is 
elaborated upon in a sub-theme by itself in Section 5.4.6.  
  
Employment criteria  
 

On asking managers their criteria for employing entry-level workers for guest-facing 
work, attitude, passion, personality and confidence were frequently used words in both 
hotels. A typical response was:  
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… we look for attitude. You can train new staff … upskill them, but you can’t 
teach attitude. Younger staff can be taught skills, but they must have the 
passion and personality.  … You can’t teach old dogs new tricks … (ExCom 
Syd 2).  

  

Supporting this view that it is difficult to teach and train mature workers (“old dogs”), 
especially those new to the industry, examples from focus group participants were:  

  

Training might help but it won’t change a person. It’s the hospitality attitude 
that matters! (Line staff Sing focus group 1)  

  
Younger staff members are quick learners. How do you train old people?  
(Line staff Syd focus group 2)  

  
To recruit for attitude and train for skills was a common adage among managers. Only 
two middle managers, one from each hotel, (Mid Mgr Syd 11 and Mid Mgr Sing 15) 
replaced the word “attitude” with “personality”. It seemed apparent that the word 
“attitude” was used to underscore an attribute or collective set of attributes, as 
requisites for the hotel industry. While not directly committing themselves, there was 
scepticism among recruiting personnel when referring to hiring more experienced 
personnel from a high age bracket. For instance, highlighting both attitude and P-O fit, 
ExCom Syd 6 commented:    
  

… we look to find someone we want with the right attitude at the grass-roots 
level, so to speak. We are able to develop and, in a sense, mould them into 
how we need them. (ExCom Syd 6)  

  
These quotes, some perhaps more candid, pointed to a preference for a younger 
demographic of applicants with minimal experience. It was rationalised as being easier, 
and perchance beneficial, to mould a younger cohort of recruits to the requisites of the 
organisation so fostering P-O fit. Conversely, it was conceivably more difficult to train 
personnel with prior hotel experience or those with experience in other industries to 
the requisites of the organisation.  
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Head office Exec Sing 6 brought a different perspective to the debate on recruiting 
young applicants. In his view, attributes of enthusiasm, vibrancy and energy were 
representative of youth and were beneficial to the hotel in so far as training and P-O fit 
were concerned. In his opinion, youth and good looks heightened the guests’ overall 
experience when interacting with young staff who presented a youthful body image and 
appealed to the senses. According to him, these were expectations of the guests 
themselves.  
  

Whoever is at the front desk should be young, good looking. It helps the arrivals 
if they see a pleasant, vibrant young person greeting them. They [guests’] want 
that. It’s not enough to meet their [guests] expectations – give them that overall 
experience! (Head office Exec Sing 6)  

  
Aesthetics and objectification in the organisation appeared to be recurring in different 
contexts throughout Theme 2 and its sub-themes. This was corroborated by Mid Mgr 
Sing 12 who also believed that guests influenced recruitment of aesthetically pleasing 
young staff attending to them.  
  

Of course, it’s the guests who want that! They are the ones who want to see 
young, pretty faces in front of them! So, give the guests what they want … this is 
good for business! (Mid Mgr Sing 12)  

  
The last part of this quote supports literature that suggests that aesthetic labour and 
beauty helps sales. Similarly, it reinforces some research participants’ views that 
aesthetic corporality of frontline staff helps business by giving guests what they want. 
This supposition, that guests want to see aesthetically pleasing young service staff in 
front of them, makes perceptions a reality for recruiters. These views are in conjunction 
with the constructs of aesthetic labour and the experience economy, which professes 
creating a positive lasting experience for guests. Paradoxically, Head office Exec Sing 6 
also added that when guests wanted a solution to a problem, they sought older, mature 
staff members who they perceived had more authority and experience to provide a 
speedy and acceptable solution.  He interpreted this as being due to the perceived lack 
of confidence and inability of frontline staff who often need to refer to their supervisors 
for a resolution.  
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While some general managers involved themselves in recruiting frontline staff, others 
left it to their departmental managers and human resources. For instance:   
  

The previous GM was very involved in employment. He specified what he 
wanted [including aesthetics and age]. Sometimes they (GM’s) micromanage 
the business. (ExCom Syd 4)  

  
Related to management styles that were seemingly culturally induced, some staff in 
Singapore were of the opinion that the executive assistant manager (EAM) was not 
much liked. He was perceived to be rude, controlling and interfering and the reference 
to aesthetics during recruitment is perhaps cynical but unmistakeable.    
  

He [EAM] is very bossy. He doesn’t talk to us properly. He stresses us out … 
Maybe he looks to see how gorgeous they [interviewees] are! They may be 
good looking but many of them are useless! Maybe they [senior managers] 
don’t tell him anything because he is angmo. (Line staff Sing, focus group 2)  

  
Angmo is a colloquial, often derogatory, term used for foreigners in Singapore. This 
quote is significant for a few reasons. First, the EAM’s perceptible low-context manner 
of communication appeared to be unsuitable for those in his charge. Hence, values at 
the individual and national level drive behaviour. Second, recruitment practices were 
professed to be grounded in aesthetics and lookism. Third, the connotation was that 
foreigners, particularly Anglo-Saxons, were treated differently and with reverence. This 
could possibly be due to a complex combination of neo-colonialism elements such as 
the cultural and political context together with Confucian values of tolerance while 
simultaneously maintaining face. Fourth, the direct, explicit style of communication of 
the English-speaking cluster, equivalent to GLOBE’s Anglo cultural region, may come 
across as being rude and “bossy” to line staff who are from high-context implicit 
regions. Moreover, GLOBE’s autonomous leadership style is probably not as suited to a 
collectivistic society.   
  
In a slight deviation from convention, some managers considered the need to rethink 
their hiring process due to the generational changes of job applicants. Socio-cultural 
generational changes connected to generational theory, particularly those of Gen Y, 
were reviewed in sections 2.3 and 2.4.1. Due to the nature of applicants, mainly Gen Ys, 
and Gen Z who were only just entering the workforce at that time, it was necessary to 
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couple their needs and compatibility with that of the hotel business. They were 
characterised as being highly ambitious with a preference for a flexible workplace and a 
good work-life balance. Unfortunately, flexibility in the workplace and good work-life 
balance are difficult to provide in the hotel business due to the 24-hour nature and shift 
work required, often resulting in work-family conflict.    
  

We need to rethink our recruitment practices. We’d like to see more staff with 
model-like looks running around … but we can’t tap into that generation 
anymore. We can’t find enough people in that [Gen Ys] age bracket who meet 
our needs. (Head office Exec Syd 8)  

  
Because some prospective applicants see the front office as being a more attractive 
workplace, it was relatively less difficult to recruit locals for this operational area, 
especially in Singapore. With further connotations to aesthetic labour and lookism, this 
department was described as being “sexy” by some participants, both managers and 
line staff, perhaps alluding to the perceived glamour of working in this department. For 
example:  
  

It’s a sexy department in the hotel being on the front desk. You’re in good 
uniforms, you are in air conditioning, you don’t deal with making beds or 
carrying trays, so it appeals to a lot of young people. Senior managers don’t tell 
us to hire these [good looking] people, but we just know!  (Mid Mgr Syd 10)  

  
Line staff too appeared to agree that attractiveness helped in being recruited in guest-
facing areas although there were some drawbacks:    
  

Of course, good looking helps! It’s fun, you look pretty in front of guests … it’s 
sexy! It feels nice to be in the front office, but it’s still hard work. But sometimes 
guests are very mean and can make you cry. (Line staff Sing focus group 2)  

  
In a similar vein, while also highlighting behaviour and the socio-cultural nature of 
workers in Singapore displaying individual values of self-transcendence and 
conservation, Line staff Sing focus group 1 commented that:  
  

We [Asian cultures] don’t look directly [eye contact] at guest – that is our 
culture. We try not to show emotion to guests even if they scold us. We go to the 
back and cry! It’s hard. Generally, we reply very softly and avoid conflict with 
the guest.   
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Conversely, ExCom Syd 3 suggested that the reception desk was not as glamorous as 
portrayed by some. He also did not necessarily accede to the discourse that the 
department knowingly employed young, aesthetically pleasing applicants. In his view, 
the front desk was a difficult area to work in. One needed to be attentive, multitask and 
possess heightened customer service skills while displaying an even temperament. He 
did, however, concede that being pleasant consistently could take its toll emotionally, 
leading to burnout. For instance:  
  

The reception desk is not as sexy as is made out. Young people wouldn’t be 
able to handle that position that well. The problem is that you can burn out 
fast because you need to maintain those skills and attitude. I have an older 
person there who is fantastic in customer service. Guests love him! (ExCom  
Syd 3)  

   
Although hiring local workers assisted in complying with government employment 
regulations in Singapore, burnout and staff turnover persisted in both cities. Emotional 
exhaustion and burnout resulting from the unremitting need for emotional intelligence 
in interactive service-dominated areas occasioning in labour turnover have been 
extensively researched in the hotel context (Sections 2.3 and 2.3.2). However, the data 
from this research suggests the extent to which turnover resulted from undelivered 
promises, breaching the psychological contract at the organisational level and an 
ingrained social stigma of working in the service sector.  
  

They promise us so many things but when we start working, we find it is not so. 
That’s why people leave! Also, there is no training and Singaporeans don’t like 
doing this type of [service-related] work. They want a nice office job! (Line staff 
Sing focus group 1)  

  
Recruiters understanding of “hotel brand”  
Brands position their product attributes, beliefs and values to differentiate themselves 
from competitors. Regional head offices were expected to comply with standardised 
brand specifications of each of the company’s vast collection of hotels. However, how 
the hotel brand was perceived by recruiters and other research participants also had an 
influence on employing frontline staff.   
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As the marketing manager was accountable for promoting brand awareness and 
maintaining brand identity, he was well positioned to advise what the brand 
represented and how the nature of the brand affected recruitment. He described the 
hotel brand as:   
  

Young, outgoing and offers flexibility, creativity and innovation to excite our 
guests. The frontline represents the product and the company. It’s all brand 
related. (ExCom Sing 3)  

  
He continued to explain the brand as “a spirited brand” that has “a personality”. This was 
very similar to how it was interpreted in Sydney with Mid Mgr Syd 9 explaining it as:  
  

We are a young hotel company. Our brand is young. Our clientele is mainly 
young families and corporate guests. (Mid Mgr Syd 9)  

  
Rather than brand specifications providing clarity, there appeared to be conflicting 
views among interviewees on what the brand represented. Some participants suggested 
that a “young brand” referred to the target market of young families, travellers and 
corporate guests. In their paradigm, the brand was interpreted in terms of 
chronological age – having young guest-facing staff so projecting an image of youth to 
what was professed to be young clientele. These managers, notwithstanding their 
gender, also speculated that innovation, a brand value of these hotels was 
representative of young people, further rationalising the employment of young 
frontline staff.   
  

This brand also caters to younger families, so we need to portray this. Our 
front office staff are young and the young mothers [employed here] relate well 
to young children. (ExCom Syd 4)  

  
The emphasis appeared to be on “young” and youth. The subject of “young mothers” 
was addressed in Section 5.4.2. While there cannot be an overt policy on whom to 
employ, it appeared that individual managers made employment decisions depending 
on what they perceived the brand portrayed. Therefore, when employing staff:  
  

We look for a certain set of characteristics, attitude, depending on the area 
where they will work. You will not usually find older people in [bartending] 
positions. (Head office Exec Sing 6)  
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While some managers interpreted “young brand” as being related to chronological age, 
others thought of it in terms of recency, compared to other well established historical 
hotel brands. It appeared to be open to interpretation that “young brand” was a 
euphemism for “young staff” and recruiters’ interpretation could have decisive 
influences on the employment process. For instance:  
  

The attitude of the staff reflects the brand and its philosophy and we recruit 
accordingly. It’s a young, vibrant brand. (ExCom Syd 2)  

  
The third interpretation was that because competitors employed young front-of-house 
staff members, it was necessary to compete with them on the same terms and not 
succumb to any competitive advantage. As findings previously suggested, aesthetics 
and corporal body image appealed to the senses while also displaying characteristics 
synonymous with youth.   
  

Look across the road [at the hotel there]. They have young, good looking team 
members in the front office. We need to compete … it affects how guests feel 
when they check-in and check-out. (ExCom Sing 2)  

  

Line staff in both hotels almost unanimously agreed that they were hired because they 
were young, energetic and had an “attitude” that was characteristic of the brand. They 
appeared to believe that there is a direct relationship between youth, good looks and 
how staff engage with guests. Seemingly, in Sydney, the assumption was that some 
guests who were around the same generational demographic as the staff, preferred the 
informal approach rather than that of the older, mature workers who may be more 
traditional and conservative.  
  

All of us [in front office] are young, all under 28. We have the right attitude for 
this gig. They [guests] prefer less formal interaction. We are not a five-star hotel.  
(Line staff Syd focus group 1)  

  
According to ExCom Syd 6, brands can be affected at four different micro levels and 
each person may perceive the brand identity differently:  
  

The product can be affected in four ways. There is the hotel level, the head 
office, the owner and then Paris. Each [level] has their own take on what the 
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brand is to represent. Then there are the brand standards and how they are 
interpreted. (ExCom Syd 6)  

  
The implication was that what the brand represented appeared to be somewhat 
subjective and open to interpretation. Data appears to suggest that employees are hired 
to represent what the recruiter understands the brand to epitomise.   
 
The next segment records the effect of VBM that was also seen to portray a youthful 
and contemporary look and related to how the brand is perceived by the general public 
(society), so long as it is in keeping with the brand personality and image.  
  
Visible body modifications and its effect on recruitment   
 
Extensive research discusses youth and aesthetics in a context that it is almost 
considered to be a requisite for guest-facing jobs in the hospitality industry. This study 
approaches aesthetics from a cultural viewpoint, including levels of culture and the 
PECE framework. In particular, aesthetics and body image included the trend of 
tattoos, piercings and other such VBM that have traditionally been spurned by hotels. 
Results show a slowly changing social mindset towards body art and VBM.   
  

Many of our guests now have tattoos. If our staff have [some], it helps to start a 
conversation with guests … an icebreaker.  It allows the staff member to feel 
more comfortable at work. In the bar, it adds to the atmosphere. With more 
innovative views, maybe we can get some more staff. (Head office Exec Sing 6)  

  
Innovation, one of the company’s organisational values, required staff to be novel and 
contemporary to attract the next generation of guests and employees. For instance:  
  

The newer generation [Gen Z] is now entering the workforce. We need to be 
mindful of how to attract them and also keep the older generations. Each 
[generation] has their own quirks. We have to be innovative. (Head office  
Exec, Syd 8)    

  
In the context of hiring workers from the younger generations, a participant from 
Singapore focus group 1 was sceptical about Gen Y and Z. Although this participant was 
not involved in the recruitment process, she referred to the sensitivity of this 
demographic and their need to express themselves by way of VBM and other 
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characteristics. Like Mid Mgr Sing 12 earlier, this participant also referred to the 
younger generations as the “strawberry generation” and for the need of this 
demographic to:   
  

“… toughen up. We are working in a four-star hotel. We need to maintain a 
standard! You can’t have heaps of tattoos and huge jewellery and say, ‘it is 
part of my generation!’” (Line staff Sing, focus group 1)  

  

Paradoxically, this participant was herself an early Gen Y and an entry-level staff member.   
  
The frequent use of the word “innovative” established its importance in the context of 
recruitment and retention of staff at organisational and sociocultural levels. However, 
it was clarified that while tattoos may be acceptable in some instances, many staff and 
guests may still expect the formal, traditional look. Also, while guests may accept 
some forms of VBM in four-star hotels, it would be less appropriate in five-star or 
luxury brands.  
  

I’m from the old school! I won’t let my staff have any visible tattoos or 
anything like that. No coloured hair… they have to represent the hotel brand.  
(ExCom Sing 2)  
  
Staff shouldn’t overdo it [tattoos]. We don’t accept coloured hair or funky 
haircuts. Excessive visible designs and piercings are not permitted. 
Sometimes they don’t present the right image [of the hotel], especially in our 
upper upscale (five-star) and luxury brands. Guests are [still] conservative 
and object. (ExCom Syd 3)  

  
These finding are significant as they not only support the premise that youth, or 
youthful looks, is preferred in the frontline but also that recruitment approaches 
require reconsideration. Employment criteria included all levels of culture as well as 
socio-cultural and locational elements.   
  
5.5.4 Influence of owners on recruitment   
  
Due to hotel companies taking on an asset-light philosophy resulting in external 
ownership of the hotel property and business (Section 2.5.3), management companies 
are progressively dependent on their owners to renew their contracts. They therefore 
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take a more strategic, functional and pragmatic view to maintain close and cordial 
relationships with the owners. Although neither owners nor their asset managers 
(owners’ representatives) of the two hotels were interviewed in this investigation, 
commentary from senior managers indicated that the owners exhibited minimal direct 
influence on employment or day-to-day operational decisions affecting frontline staff. 
They had no noticeable impact on recruitment decisions of entry-level staff, leaving it 
to hotel departmental managers to meet the demands of the business. This was 
succinctly expressed by ExCom Syd 1:         
  

We have new owners. They don’t interfere with our day-to-day functioning. 
They give us a broad vision and with the expertise we bring, they leave us 
alone to manage their property. (ExCom Syd 1)  

  
Similar experiences and insights of staff at the managerial level in both hotels gave 
credence to findings that owners, and their representatives, were “good”. They did not 
necessarily influence or interfere with operational or employment decisions, rather, 
they focused on financial indicators and outcomes. Being a flagship hotel in Sydney, 
reporting lines to organisational headquarters in France were more direct. In 
Singapore, reporting lines were to the owners and regional head office.   
  
However, hotel owners could affect recruitment of entry-level frontline staff. In this 
context, some managers did agree that some owners or asset managers they had 
worked with did exert power and influence, often affecting recruitment and day-to-day 
operations. For instance:    
  

It really depends on the personality of the hotel owner. I have worked with 
individual owners who were very involved in everything we do including staff 
employment. It can get very tiring! (ExCom Syd 1)  

  
One area where the owners did influence operations in Sydney, although a one off, was 
in removing gaming machines from a section in the hotel lounge. ExCom Syd 3 
attributed this to the cultural background of the then-new owners who typically 
refrained from investing in businesses that were associated with gaming.   
  

The new owners didn’t want to continue with the [gaming] machines. It didn’t 
fit with their religious beliefs. (ExCom Syd 3)  
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Owners and their asset managers sometimes rationalise that by implementing different 
strategies to gain competitive advantages over their competitors. Premeditated 
employment of aesthetically pleasing guest-facing line staff was one such strategy, 
believed to improve the performance of their business. There appeared to be some 
veracity to this:  
  

Every hotel is based on the owners’ expectations. Subconsciously you are 
following their directives. They have a massive influence on who is hired and 
there have been some specific cases where specific people have been hired so 
that it fits in with their program. (ExCom Syd 3)  

  
A description of where culture, power and status of the owner influenced day-to-day 
operations was observed by Mid Mgr Sing 14, an expatriate having worked in South 
Korea, her country of origin, for five years and now in Singapore for the past four years.   
  

In my [previous] job, the power of the owner was very strong. [Often] the 
GM can’t make the decision and needs to listen to the CEO (owner of the 
hotel). He [CEO] controls the hotel and scolds the GM! I feel that the 
owners are stronger [than the management company]. (Mid Mgr Sing 14)  

  
The same participant explained that the owner exercised coercive, autocratic or 
GLOBE’s self-protective leadership values that included power, status conscious and 
face-saving tendencies. These traits influenced recruitment of frontline staff, insisting 
on aesthetically pleasing young personnel, especially for the front office.  
  

He [CEO] wanted to see all the new staff. You needed to be young and 
very good looking to get a job in the front. If he said “no”, you could 
not get the job even [if] you were well experienced. (Mid Mgr Sing 14)  

  
Once again, the recurrence of aesthetics in organisations, ageist attitudes and that of 
the aesthetic economy took on importance. When probed and encouraged to expand on 
her lived experience, Mid Mgr Sing 14 added:   
  

I don’t want to go back to my country. The culture is too strict and you must 
obey your manager. You mustn’t even talk to them there. Here, at least you can 
talk to them, more like Western style. (Mid Mgr Sing 14)  
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Similarly, personifying power at both the individual level and socio-cultural element, 
Previous ExCom Sing 7 explained that she had worked with “ego identity” and trophy 
hotel owners who:  
  

… insisted on having their way even when I advised against it. They would get 
involved in staff selection for the front office, select furniture, interfere with 
our decisions. For them it was an ego thing – their first hotel and they needed 
to prove themselves to society. (Previous ExCom Sing 7)  

  
Although not found to directly influence employment in the two hotels being studied, 
the owners’ influence nevertheless cannot be ignored. It attests to the socio-cultural 
and socio-political elements at the industry and organisational levels. It is also 
apparent that country-level and individual motivational values of power (dominance), 
hierarchy, power distance, face, conformity, tradition and embeddedness are very high 
in some cases where owners wield power and authority. Socio-cultural connotations 
also reflect how owners may react with a more dynamic style and intimidating power, 
at times reflecting ageist attitudes.   
  
5.5.5 Organisational values  
  
Values espoused by those in the organisation and this hotel brand were trust, respect, 
innovation and imagination, performance and spirit of conquest. In addition to these, 
specific to Australia, was a then relatively new set of seven values for the organisation 
embedded in a program called “People-ology” (Appendix 10). Seven enduring 
principles and values were to be adopted as a way of life, an organisational philosophy 
that would distinguish the hotel and brand from its competitors. Staff at all levels in the 
hotel in Sydney often commended to practice this newer way of thinking. It was 
portrayed as:  
  

… defines us as a company, a way of life. It’s about people – guests and staff”. 
(ExCom Syd 2)   

    
People-ology appeared to have its foundations in a combination of the experience 
economy and emotional intelligence. These “new” values intended to provide 
extraordinary moments of service, empowering staff to create memorable, positive 
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experiences. In the process, it provided a “human experience” and “the art of human 
connection” where “feelings matter” (People-ology 2015). These quintessential 
experiences aimed to heighten “market share, brand animation, respect for the 
profession of hospitality and genuine leadership” (People-ology 2015).   
  
Principles of People-ology were also embedded in an interview guide, steering 
recruiters to employ staff based on this set of values so that they fitted seamlessly into 
the organisational culture (P-O fit). These values were summed up by recruiters as 
prospective employees having “the right attitude”. A typical explanation was:  
  

People-ology, it is our cultural footprint, how we behave and engage. It’s 
changed the way we recruit, based on personality and attitude. It’s about our 
attitude to the guests and how they [guests] relate to us, our values. (ExCom 
Syd 3)  

  
Once employed, all staff were empowered “to cut through unnecessary red tape” 
(ExCom Syd 6). They were encouraged to take decisions that may heighten the guest 
experience and rely less on direction or intervention by their supervisors. On being 
asked why this set of values was Australia specific, ExCom Sing 1 replied:   
  

Because they [Singaporeans] are not ready for it as yet … It is very different 
operating in Australia and in Asia. Even within Asia, you can get very different 
countries and cities that exhibit different cultures. It’s [culture is] not the same 
all over Asia, which is a mistake many people make. (ExCom Sing 1)  

  
Similar to his comment on Singaporeans being comfortable when they are in their 
“box”, Head office Exec Sing 6 explained that prevailing cultural norms in Singapore 
were unsuitable for a divergent way of thinking to be successful:  
  

They [Singaporeans] only think within the box. They need to learn how to 
think outside this. It’s difficult to empower the line level as they can’t think 
for themselves! It’s not in their culture. (Head office Exec Sing 6)  

  
Embeddedness, hierarchy and tradition are prominent traits in a Confucian society and 
are enacted at the personal and national levels of culture, which were perhaps not quite 
symbiotic with the purpose of the People-ology philosophy. People-ology appeared to 
rely more on motivational types of openness to change, self-enhancement and country-
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level values of intellectual autonomy, egalitarianism and mastery. It therefore seemed 
more appropriate for Australia (Sydney) in Schwartz’s English-speaking cluster or 
GLOBE’s Anglo segment of countries, being symbolic of achievement-oriented 
individualistic cultures. As against ascriptive cultures, where permission was needed 
from senior personnel who had the status and power to make decisions, in Sydney, 
employees were empowered to be participative and use differential judgement. 
Recruitment based on People-ology blurred the lines between attitudes, values and 
culture and was articulated as:  
  

Singaporeans speak English, they dress in a very Western way… but still have 
the internal ethics that is very Asian. Different from Western thinking. 
(ExCom Sing 4)  

  
Focus group participants, on the other hand, took a different view to the recruitment 
process. Participants were mostly cynical about the process with responses ranging 
from recruitment being based on presentation and aesthetic appeal and the need for 
staff, all resulting in less scrutiny during an interview. In a departure from the view that 
principles and philosophies advocated in People-ology empowered them, some line 
staff disagreed.  
 
Rather than be empowered, participants from Sydney focus groups held that:   
  

[we are] just here to work and not think! … just do, don’t ask questions, 
don’t think! They just need two hands and a pretty face – don’t use your 
brains!(Line staff Syd, focus group 2)  

   
Because People-ology was not introduced in Singapore, seeking the basis on which line 
staff were hired resulted in another response, highlighting aesthetics:   
  

… probably they just saw my certs (sic) … or maybe just how good looking we 
are! (Line staff Sing, focus group 1)  

  
As alluded to in Section 5.4.2, the recruitment interview process in Singapore was fairly 
short implying that recruiters did not necessarily assess the suitability of the applicant 
to the position in relation to experience, “attitude” or qualifications, although aesthetics 
appeared to play a part.   
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The GM is also instrumental in creating the culture and corroborating the values in the 
hotel they manage. For instance, the following quote demonstrates that the cultural 
background of the GM affects their leadership and management styles. This in turn 
influences not only the micro-culture of the hotel but also recruitment.   
  

There is a different culture in each hotel as the GM sets the theme. Our GMs are 
from different parts of the world and you can sense their cultural styles when 
you are in their property. (ExCom Sing 5)  

  
Notes in the reflective journal recorded the different interpretations of how 
organisational values were construed by managers and line staff in both hotels. Like the 
SERVQUAL model, there appeared to be standard gaps (between perceptions and 
expectations), communication gaps (in how managers and staff communicated the 
values of the organisation) and satisfaction gap (between delivery and the promises 
made via the values). The note also brought to attention the need for different 
approaches on how values were explained in the two countries and dependent on the 
national and individual levels of culture and socio-cultural elements.  
  
5.5.6 Interpretations of “attitude”  
  
Due to the recurrent use of the word “attitude” by participants to describe traits 
desirable in hotel staff, particularly during recruitment, it was prudent to enquire how 
recruiters construed its meaning. Responses covered a range of connotations as 
documented below.    
  
The more commonly understood meanings of “attitude” appeared to be related to values:  
  

… it’s their values, the culture for hospitality. How they behave, how they 
think … (Mid Mgr Syd 13)  

  
Similarly, an all-encompassing explanation put forward by Head office Exec Syd 8 was:  
 

It’s more like a way of being, more like values, someone who is a ‘people 
person’ and wants to be there. Someone who wants to provide the amazing 
experience and is part of the company’s culture. (Head office Exec Syd 8)  
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As a hotel, we aim to provide an overall guest experience. Give them something 
different from other hotels so that they remember us and come back for more. 
This should be our attitude and what our attitude should display. (Mid Mgr 
Sing 10)  

  
The second quote seemed to be more all-encompassing than the first, including 
numerous non-articulated aspects while also including the experience economy. 
Replies from those directly involved in recruitment who used the hackneyed adage of 
hiring for attitude and training for skills were very similar to how they interpreted the 
word in the context of what they sought from applicants and staff in the hotel setting.   
  
There appeared to be a myriad of meanings to and a confused application of the word. 
On the one hand, it was about the “values and culture” of the person and on the other, 
mature workers such as Aunty Mary* having a “motherly attitude” had different 
connotations. Yet another application, and implication, was that the “attitude” of 
mature workers prevented them settling down in a different environment and mixing 
with their younger work colleagues. The word was also used in different contexts to 
mean how staff behaved, how they approached the job at hand, their willingness to 
satisfy guests requests and the appearance and behaviour that recruiters and managers 
“expect” from prospective staff.  For instance:  
  

It’s what we are looking for. I can tell from their attitude in the first minutes of 
the interview if they will be successful in this job or not! (Mid Mgr Syd 12)  

  
The assumption and understanding were that attitudes, values and culture were 
synonymous and could be used interchangeably, especially in the hotel context while 
also including passion and personality. Although examples and the understanding of 
different meanings of the word may abound, a correlation between culture, values, 
behaviour and attitudes in the context of what was sought and meant in hotel terms can 
therefore be made. Chapter 6 discusses this relationship in greater detail.  
 
5.5.7 Self-perpetuating ‘cultural glass ceiling’  
  
Closely aligned with both recruitment, discrimination and other sub-themes, a 
significant finding in this area was what this research terms a self-perpetuating 
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‘cultural glass ceiling’. This study codifies the phenomenon as a socio-cultural anomaly 
at the national, industry (occupational) and individual levels of culture prominent in 
Singapore, and arguably to a lesser and indirect extent in Sydney. Because of the 
purported unfettered interpretation of employment laws in Singapore, there appeared 
to be a clear distinction as to the type of job suitable for people of certain ethnic 
backgrounds. Participants explained that applicants from specific communities only 
applied for certain types of jobs or positions in the hotel, disqualifying themselves from 
other higher positions and also excluding themselves from promotions beyond a given 
level. In doing so, they created a self-imposed social and occupational barrier. This 
provided recruiting managers the opportunity to stereotype prospective employees, 
suiting certain people, or ethnicities, to certain jobs.  
The quotes below testify to this:  
 

Most [of them] will not apply for some roles … feeling that they are not 
suitable for certain roles … and cannot rise to be managers. It’s a cultural 
thing. (Mid Mgr Sing 11)  

  
Some staff from this community concurred explaining that they had reached their 
perceived ‘cultural glass ceiling’ and therefore could not progress further in their field.    
 

We usually don’t look for promotions above my position. I have been at this 
position for seven years now. It is very difficult for me to rise because of who 
I am. (Mid Mgr Sing 13)  

  
Due to entrenched and reinforced cultural norms, they reasoned that they could not 
progress beyond a pre-determined level in a self-perpetuated prejudice. Previous 
ExCom Sing 7 explained that:  
  

This puts us [managers] in a difficult position. Outsiders – Westerners – may 
look at us and say that we are being discriminatory but it is not so. They [this 
community] impose it [glass ceiling] on themselves. It doesn’t happen in 
Australia. (Previous ExCom Sing 7)  

  
Religious beliefs also added to the perceived ‘cultural glass ceiling’. For instance, Line 
staff Sing focus group 2 added that as serving alcohol was a taboo on religious grounds, 
it limited her opportunities to progress in the food and beverage department.   
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The ‘cultural glass ceiling’ was not exclusive to front-of-house employees. In Sydney, it 
took on a slightly different connotation and had a semblance of discrimination. 
Ostensibly, it was a result of an inadvertent bias of some recruiters and to a lesser 
extent by the employees themselves. For instance:  
  

I don’t intend to be discriminatory but these people are good for housekeeping. 
They don’t want anything else! They just want to do their work and go home 
and look after their families. Some of them see housekeeping as an extension 
of their housework. (ExCom Syd 5)  

  
The reference to “these people” was mainly mature migrants to the country who took 
on relatively unskilled back-of-house jobs. The researcher’s reflective journal notes a 
certain contrariety: the above quote was by an Asian lady, having grown up in New 
Zealand and was referring to other Asian women condescendingly. ExCom Syd 6 made 
a similar statement referring to the same group:  
  

Not being biased or anything, but they are older and not interested in 
promotions. They come in, do their job and go home. Some have been here 
for many years. (ExCom Syd 6)  

  
Both participants, although candid, did preface their statements by absolving 
themselves of discrimination and bias, perhaps indicating awareness of what may be 
construed to be prejudicial, discriminatory and racist comments. It also appeared that 
this inadvertent or confirmation bias created a glass ceiling for some cultural cohorts. 
Three additional aspects of interest emerged from analysing the above quotes.   
  
First, contrary to Previous ExCom Sing 7’s comment that “It doesn’t happen in 
Australia” (previous page), analysis of the quotes demonstrates that this self-
perpetuated glass ceiling took a different form in Sydney than it did in Singapore. In 
Sydney, it was seemingly a result of unintended bias and stereotyping and apparent 
confirmation bias through the actions of the employees themselves. Second, mature, 
older staff members were employed in back-of-house positions where guest contact was 
minimal and were, in the main, uninterested in career progression. Third, a likely 
ancillary observation was that due to a combination of the above, there was higher 
longevity in the job.   
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My reflective journal entry mused that not only did this glass ceiling appear to be a 
socio-cultural axiom at occupational and individual levels of culture, but perhaps even 
an opportunity for employers to covertly exploit this social anomaly to their advantage. 
However, it could also underpin ExCom Syd 7’s earlier comment about how mature 
employees “… don’t have anything to prove” (p.237), an assumption that this cohort is 
essentially less ambitious, less interested in career progression but perhaps more 
concerned with getting their job done and suiting their individual needs in accordance 
with their values.  
  
Theme 2 recorded data that included criteria related to recruitment of frontline 
interactive staff in this investigation. Sub-themes included regulatory influences, ageist 
attitudes, aesthetic labour and lookism, what managers involved in recruitment look 
for and how some owners affect recruitment. The self-perpetuating ‘cultural glass 
ceiling’ also affects recruitment at a socio-cultural and questionably industry and 
occupational level, too. While Theme 1 laid the groundwork of culture in hotels and 
culture of hotels, Theme 2’s focus was more on recruitment attitudes of frontline staff 
and a range of sub-themes supported the adage of aesthetics in hotels and aesthetics of 
hotels. Together, the themes and sub-themes rendered cultural influences on 
recruitment practices in four-star hotels in Sydney and Singapore (Figure 5.1). The next 
section provides a conclusion to this chapter followed by a detailed discussion of the 
findings in Chapter 6.  
  
5.6 Chapter conclusion  
  

A cultural perspective was taken to determine causes influencing the phenomenon 
being studied: that entry-level guest-facing employees are mainly of a young 
demographic and the role of culture in such employment decisions. A two-part 
framework was established for recording and analysing findings from transcripts. The 
first consisted of four levels of culture at the national or country, industry or 
occupational, organisational and individual levels (Figure 5.2). The second consisted of 
sociological elements (PECE): socio-political, socio-economic, socio-cultural, 
environmental (locational) and legal.   
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Two major themes resulted from the analysis of data and cultural norms were found to 
influence the average age of the two frontline entry-level departments being studied – 
front office and food and beverage. Reinforcing the cohesion between the two main 
themes and three theorists, the lack of mutual exclusivity is seen in various levels of 
culture and sociological elements. As discussed in Chapter 3, GLOBE’s dimensions 
relating to leadership show similarities with both Schwartz’s and Hofstede’s 
dimensions. This is discussed in greater detail in the following chapter.  
  
Theme 1 recorded data related to culture of and culture in the hotel industry. While 
hotels are characterised as being poor pay masters, this study suggests an alternative 
view at how remuneration was perceived by research participants. Entry-level staff 
agreed that their pay was “good” and in accordance with work demanded from them. 
However, it was the “older” workers and some managers who believed that 
remuneration did not meet their requirements. Based on participants views, there 
appeared to be a correlation between remuneration, stages in a person’s lifecycle and 
life circumstance.   
  
Data from this research revealed that a lack of training, poor opportunities for 
promotions and unkept commitments by management were responsible for staff 
attrition. These factors are not commonly noted in the hospitality literature. It was also 
interesting to discover different connotations of what “migrant labour” and a 
contingent workforce represented to managers. Finally, literature insinuates that the 
hotel industry is ordinarily suited to less skilled or schooled employees. However, this 
study found otherwise where both hard and soft skills and education were preferred, 
particularly in Sydney.   
  
Theme 2 examined criteria affecting recruitment in the hotel industry. This included 
regulations at the national level as well as values and socio-cultural elements such as 
mianzi and family structure. Ageist attitudes were found to be prevalent with an apparent 
preference for aesthetics and youthful looks playing a role in recruiting managers 
selecting staff. Generally, recruiters deemed older, mature workers to be unsuitable to 
business requirements. Furthermore, it was also how these managers interpreted the 
meaning and effect of the hotel brand, P-O fit and VBM that affected employment.   
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Organisational values also played a part in determining the P-O fit of prospective 
employees and the “age paradox” was a significant finding where  
Gen Y managers attempt to distance themselves from those they were supervising, 
despite being of the same generation. In the main, recruiting managers’ understanding 
of the hotel being a “young brand” was also found to influence whom they employed. 
The cultural background of owners, the power they exerted and what they wanted their 
hotel to portray were also found to influence recruitment with a preference for young, 
aesthetically pleasing employees. Finally, the meaning of “attitude” in hotel terms was 
disseminated and the self-perpetuating ‘cultural glass ceiling’ influenced recruitment 
due to stereotypical views of recruiters and socio-cultural barriers of the recruits 
themselves.  
  
 This chapter laid out and previewed data and findings resulting from interviews and 
focus groups with staff at various levels in the hierarchy. Chapter 6 discusses these 
perspectives in keeping with the cultural paradigm and the two-part framework of 
levels of culture and PECE sociological elements.   
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CHAPTER 6 
Analysis and interpretations of perspectives from 

interactions with participants 
  
  

6.1 Chapter introduction  
   

This chapter synthesises and interprets themes that emanated from participants’ 
worldviews of employment attitudes in hotels and, on a macro scale, the cultural 
dimensions shaping employment. This analysis is presented in the overarching context of 
the research question. The frames, categories and values through which culture is viewed 
and which influences behaviours related to recruitment are now presented. Table 6.1 
below provides a roadmap of the research objectives discussed in this chapter against the 
two major themes and salient findings in Chapter 5.   
  
 

 

 

  

 



 

 

CHAPTER 6  
Research 
Objective  Corresponding to Theme  

Sub-
headings   Findings addressed in Section  

 

  

1.  

  

  

To explore how heterogenous national 
cultures and values in two different 
countries affect and influence 
recruiters and employment practices 
in the hotel (hospitality) industry.  

  

  

Theme 2  

  

Regulatory influences on employment at the 
national level   

  

6.4.1  

Ageist employment attitudes and aesthetics  6.3; 6.5; 6.6  

Recruiting managers and employment 
decisions  
Brand and brand image  

6.5.1; 6.5.2; 
6.6.   

6.5.1  

Influence of owners on recruitment  6.6.2  

Self-perpetuating cultural glass ceiling  6.6.3  

  

2.   

  

To investigate how the culture in 
hotels and culture of hotels around 
age-related aesthetics and the 
inclination towards hiring younger 
employees is influenced by 
organisational and national culture.  

  

  

Theme 1  

  

Theme 2  

Culture in hotels and culture of hotels  
(idiosyncratic culture of the hotel industry)  

  

6.3; 6.7; 6.8.1;  
6.9.1  

The role of organisational and national culture 
around age related aesthetics and the 
inclination towards hiring younger employees  

6.5.2, 6.6; 
6.6.1;  
6.6.2; 6.7; 6.8  

  

3.   
To explore how the role of values at 
the individual/personal level of 
stakeholders affects recruitment 
practices.  

  

Theme 2  
Levels of culture and values at the  
individual/personal level of stakeholders effect 
on recruitment practices  

  

6.5; 6.6; 6.8;  
6.8.1  

  

Table 6.1: Mapping research objectives against the two major themes and salient findings
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6.2 Frames, categories and values  
  
Analysis of data themes from the previous chapter evaluated similarities and 
divergences of worldviews from a cross-section of participants. Borrowing from Giorgi, 
Lockwood and Glynn (2015), culture is seen through a series of “frames”, “categories” 
and “values”. Since culture influences all aspects of society and conversely sociological 
elements also shape behaviour, the two-part scaffolded framework used for 
documenting the data, levels of culture and sociological elements work in 
synchronicity. This chapter now unpacks, expands and provides possible explanations 
of recorded data themes.  
    
In this discussion chapter there are four frames. The first frames the experience venue 
in relation to hotels. That is, experiences that focus on providing guests with special, 
innovative and at times individualised experiences. The second frame considers views 
on how employers perceive somatic body attributes while the third reflects on the age, 
ageism and stereotyping during employment in this sector. The final frame examines 
the contemporary nature of the hotel business, norms of the industry and how cultural 
values play a part in these norms. Participants perceptions of values are discussed in 
three categories: first, how people from different cultural backgrounds consider what 
influences an individual’s thinking and behaviour. Second, values in societal settings 
and finally, organisational values and how they are reflected in the individual hotel. In 
the third case, during conversations with participants, it appeared that “values” and 
“attitudes” were used interchangeably and therefore assumed to be synonymous in the 
hotel context.   
  
Having presented the data, the need to draw on literature, not previously reviewed in 
chapters 2 and 3, came to light. For example, affect heuristic, role theory and theory of 
planned behaviour are some that are called upon in this chapter to help examine the 
data. In other instances, while interpreting participants’ views, reference is made to 
literature evaluated in chapters 2 and 3. Analysis of data enabled alternative 
interpretations to some enduring beliefs of the culture in and of hotels. The findings 
and discussion chapters together contribute to expanding literature specific to culture 
in the hotel management context.    
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6.3 Framing the experience venue  
  
In keeping with Pine and Gilmore’s (1998) construct of the experience economy 
linking experiences to emotions, hotels, particularly the four-and five-star categories, 
have evolved from traditionally selling accommodation services with auxiliary food 
and beverage facilities to now being “experience venues” (Gilmore & Pine 2002b). 
Hotels compete by providing innovative and often exclusive experiences to their guests 
in the metaphorical theatre on a service stage thereby “layering” service experiences. 
Service experiences are usually brought about by simultaneous co-construction 
between interactions of guests with the organisation, performing a social drama. GMs 
in both hotels (ExCom Sing 1 and ExCom Syd 1) agreed that meeting guests’ 
expectations was no longer enough. For instance:  
  

We need to provide that enhanced guest experience in every way. What they 
[guests] were used to is not enough now – we need to do more! They have so 
much more choice [between hotels] now who may do it better than us. 
(ExCom Syd 1)  

  
The insinuation was that meeting, and perhaps even exceeding, guests’ expectations, is 
now considered passé and therefore more is needed to create memorable experiences.   
  
The level to which guest experiences and service encounters are layered are largely 
dependent on intangible constructs previously examined in Chapter 2. They are 
reflected in cultural aspects of interactive service and guests’ perceptions of this 
service encounter. Such degrees of layers included:  
  
• Servicescape: encompassing the entire service environment resulting in moments of truth 

for both the guest and organisation.   

• Cultural and emotional intelligence: where research participants perform on the social 
stage inducing feelings in congruence with situations they are faced with at work, 
providing guests with positive experiences of service and the environment.  

  
Being a complex combination of ethereal dimensions and values at various levels and 
sociological elements, culture is people driven. The individual level of culture includes 
guests who form the target market, staff and, as was brought to light in the previous 
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chapter, the possible influence of owners. Generational changes, further impacted and 
facilitated by the ease of global travel, have resulted in cross-cultural exchanges, 
diversity at the workplace and in business practices. As values and culture change over 
time, globalisation has resulted in the need for the servicescape on the hospitality 
stage to also evolve through innovation. The consequence of these socially induced 
cultural changes is therefore central to the suitability of the environment that adds to 
the theatre of service performances.   
  
While acting is the emotional and cognitive component, in order to make tangible the 
intangible service providers use artefacts such as uniforms, furniture and fittings, and 
contemporary interactive electronic props to keep guests engaged in co-production of 
the experience. Complexities of the stimuli-organism-response (S-O-R) Theory 
(Sections 2.2.1 and 3.2) apply in setting the stage for service delivery in hotels. Stimuli 
is created by the servicescape, aesthetic and emotional labour. Organism is 
represented in guest experiences and satisfaction. Response is evaluated by guest’s 
cognitive reaction to moments of truth and engagement in the co-production of 
service. The overall result is guest’s appreciation of the holistic service encounter.   
  
6.3.1 Innovation and service encounter in the two hotels  
  
Data in Theme 2 in the previous chapter (Section 5.4) uncovered a third set of 
intangibles that layer this interactive service drama – that of innovation and novelty. 
Innovation, one of the values of the organisation, is manifested at all four levels of 
culture and sociological elements that formed the framework for recording the data 
and now for analysis.   
  
Flatter hierarchical organisational structures are another outcome of evolution and 
innovation in hotels related to experience venues. The Peopleology program 
introduced in the Sydney hotel (and Australia-wide) was an innovative representation 
of the organisational culture “to cut through” the hierarchy. This was dubbed as “a way 
of being” with seven core values determining “the art of human connection” (People-
ology 2015, Appendix 10). The purpose of empowering all staff to be innovative and 
imaginative was to create positive memorable guest experiences. Empowering 
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frontline staff functioned as a psychological and inherent motivation (Amor et al. 
2021) through improved employee commitment leading to increased satisfaction and 
productivity at work (Lashley 2001; Mohsin & Kumar 2012). Employees were 
empowered to make decisions to augment service delivery (Humborstad & Perry 2011) 
and provide guest satisfaction at the source, so reducing reliance on supervisors and 
minimising their intervention when attending to guests’ needs.   
  
It is likely that GLOBE’s participative, human-oriented and team-oriented leadership 
values attributed to the Anglo segment also contributed to the People-ology initiative. 
Schwartz’s country-level dimension of mastery, egalitarianism and intellectual 
autonomy (broadmindedness and curiosity) and motivational values of self-direction 
and stimulation in Australia – Sydney in this case – also lend themselves to staff being 
afforded the latitude of empowerment. At the individual motivational level, it 
encouraged values of achievement, stimulation and self-direction, putting power in the 
hands of all personnel to make positive impressions. However, this appeared not to be 
the case in Singapore and can be explained using Hofstede’s (2011) national cultural 
dimension of uncertainty avoidance and perhaps also power distance.   
  
For example, as evidenced by Head office Exec Sing 6’s comment about Singaporeans 
being most “comfortable when they are inside their box”, it can be rationalised that 
Singaporeans tend to be more averse to decision-making than their compatriots in 
Sydney. In doing so, they demonstrate Hofstede’s value dimension of low uncertainty 
avoidance and high-power distance preventing line staff from making decisions that 
they considered to be the prerogative of their superiors. Moreover, cultures with high 
conservative values seek security and certainty by maintaining their present position. 
Conversely, in Sydney, the propensity to be receptive to innovative ideas and take 
greater risks was much more in evidence as demonstrated by the responses from 
Sydney participants. GLOBE’s cultural leadership values of performance orientation 
and assertiveness that rewarded innovation and performance enhancement, similar to 
Schwartz’s dimension of mastery (ambition and success through personal action), also 
contributed to the principles of People-ology, apparent through participants’ 
responses reported in Section 5.4.5. Moreover, Baird and Wang (2010), Cheung, Baum 
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and  Wong (2012) and Baum (2015) explain that because empowerment is a Western-
centric construct, its application is culturally bound.   
  
The narrative among recruiting managers in both hotels was that they hired staff 
based on “attitude” and the person-to-organisation (P-O) fit, in keeping with company 
values. In Sydney, a blueprint based on People-ology provided a structured template 
for recruitment (Appendix 11). Taking an analytical view, this in itself was a 
contradiction – providing a blueprint while also professing to encourage innovation 
and imagination so being interdependent rather than independent of each other. 
While the covert message in People-ology was that of unstructured empowerment – 
doing what it took to service guests’ requests, it was more akin to structured 
empowerment – providing narrower parameters in decision-making. There was also a 
degree of scepticism among some research participants, particularly line staff who 
suggested that all was not what it seemed mainly in the area of trust and innovation, 
both of which are values professed by the organisation.   
  
This resulted in two paradoxes. The first contradicts the term “innovation” as a value 
of the organisation and hotel brand. The brand of hotels where the research was 
conducted was referred to as a “cookie cutter brand” by the area manager, also the 
general manager of the hotel in Sydney. The suggestion was that this brand of hotels is 
run, and possibly built, to a specific “cut”, plan or formula, resulting in a limited scope 
for innovation in the sphere of customisation and fashionable servicescapes to meet 
dynamic social changes. Furthermore, because hotels are capital intensive and 
increasingly third-party owned, owners and franchisees are limited financially to 
instigate frequent changes and refurbishments. Shifting changes in popular culture 
result from globalisation, significant cross-cultural and cross-national interactions, 
socialisation and fast changing demands. The resultant ability of hotels to keep up 
with these evolving demands is limited belying their stated branding, often using 
words such as innovative and cutting edge.   
  
The second paradox was that despite the rhetoric, some line staff in Sydney did not 
feel adequately empowered to make decisions that could improve guest interaction 
and overall guest satisfaction and experience. Contrary to the intentions of improving 
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guest interaction, these staff members felt that they were only permitted to conduct 
scheduled tasks and were dissuaded from making decisions without prior approval 
from their supervisors. This strengthens the argument of structured empowerment 
made earlier. In Sydney, departmental heads claimed that they empowered their staff 
members in accordance with the values in People-ology but in some cases, this did not 
appear to translate in the workplace. Verbiage from managers did not appear to fit line 
staff perceptions of reality.  
  
This lack of follow through on espoused People-ology rhetoric possibly accounts for 
apathy among some line staff and evidence of social psychology related to role theory 
and country-level values of intellectual and affective autonomy. Role theory conceives 
that employees define their work identity by the position they hold and the job they 
perform in the organisation, causing them to construct their identity accordingly (Lee 
et al. 2019). Based on their job descriptions, some frontline staff appeared critical of 
their supervisors and reluctant to make decisions that may extend beyond traditionally 
prescribed tasks.   
  
However, the hotel in Sydney did appear to display some “innovation” with their 
forward thinking on recruitment. Their narrative on employing “young mothers” 
(Section 5.4.2) by providing flexible work schedules as well as their willingness to 
consider recruiting those wearing VBM, including tattoos, so long as they were not 
worn in excess. In doing so, managers rationalised that they were bridging the gap of 
generational requirements as tattoos no longer held stereotypical deviant connotations 
among guests, particularly in the Gen Y and Gen Z cohorts. Head office Syd 8’s view 
about innovative thinking was embodied in her view that “each [generation] has their 
own quirks. We have to be innovative” and the need to attract the newer generation of 
employees. This demonstrated a higher uncertainty avoidance and appetite for risk 
and indulgence than the hotel in Singapore. Motivational values in Sydney match 
Schwartz’s higher-order values of openness to change and self-enhancement rather 
than conservativeness and self-transcendence in Singapore. Also, in accordance with 
Schwartz’s country-level values, this demonstrated egalitarianism, intellectual and 
affective autonomy and mastery among managers in Sydney.  
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The hierarchal nature and rigid demarcation of jobs in the hotel industry was 
particularly noticeable in Singapore. This was exemplified by stratified boundaries and 
epitomised in Schwartz’s conservation values including tradition and humility with the 
continued use of titles and prefixes, such as “… still say Mr. … It’s just their way” 
(ExCom Syd 2 talking about employees from an Asian background) and avoiding eye-
contact with guests, both of which were intended indications of respect. Such stratified 
borders result in a lack of innovative thinking affecting the overall guest experience.  
  
Together with the transient nature of staff and those using the hospitality job as a 
means to an end till they complete their studies and exit the industry, more so in 
Sydney, are the result of a lack of emotional investment in the job. These concepts 
could explain the indifference and paucity of initiative and lethargy among some line 
staff. Moreover, as Ali, et al. (2022), Bassyouny, Abdelfattah & Tao (2020) and 
Carpenter, Geletkanycz and Sanders (2004) point out, the upper echelon theory 
advocates that authority is firmly embedded with top-down directives and decision-
making as a management prerogative. Both of these can result in apathy among 
service providers, discernible in the service encounter.  
  
Ultimately, although the physical servicescape in both hotels had recently undergone 
refurbishments in an attempt to be innovative and keep abreast with change, in some 
circumstances, levels of culture, that is, a combination of national, industry, 
organisational and personal culture, were hindering the intended service interactions. 
Despite organisational values and culture promulgated by People-ology, it left some 
staff dissatisfied resulting in partial ineffectiveness of this program. People-ology was 
Australia (Sydney) specific although the regional head office was in Singapore. The 
reason given was that Singapore staff were “not ready for it” (ExCom Sing 1). A 
probable explanation could be deduced from the conversation with Head office ExCom 
Sing 6, who mentioned it appeared that creativity, innovation and imagination of 
Singaporeans was stifled by “rules” that governed the country and their reluctance to 
“think outside the box”. It is also likely that decisions at the senior organisational level 
related to organisational culture are encompassed by characteristics of the prevailing 
national culture (Szydło & Grześ-Bukłaho, 2020) and individual motivational values 
and beliefs (Cheung, Baum & Wong 2012).    
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On the surface, principles and values of People-ology appeared to be an innovative 
process by the organisation to foster improved guest service encounters and heighten 
guest satisfaction and loyalty. From the prescribed recruitment guide, it would be 
reasonable to suggest that the People-ology program was also a process of improving 
P-O fit and engaging both staff and organisation, building a cohesive workplace 
culture among all levels of employees.    
  
Why the People-ology program may have been considered unsuitable for Singapore at 
that moment may be rationalised by the following. Considering the socio-cultural and 
socio-environmental elements, Singapore is in the Confucian region or South-East 
Asia cluster grouped by GLOBE and Schwartz respectively. These clusters foster more 
traditional and conformist societal values of harmony, social order (embeddedness) 
and respect for hierarchy. Moreover, Schwartz’s higher-order values of conservation 
and self-transcendence that include conformity and tradition were also more 
applicable to Singaporeans. Therefore, the extent and context in which staff are 
empowered to be innovative and influence the service experience have cultural 
connotations and is reflected in individual values and employee behaviour.   
  
However, values of openness to change have been correlated positively with level of 
education while conservative values have a negative correlation with education levels 
(Långstedt 2021). This presumes that employees in Sydney appear to be more 
educated than their counterparts in Singapore. This is both presumptuous and 
misleading as in Singapore, primary education for six years is mandatory during which 
students learn literacy, numeracy, “building character and nurturing sound values” 
(Ministry of Education Singapore 2020, p. vii). Moreover, in 2019 there were over 
110,600 enrolments in higher education degree courses, almost 103,000 in diploma 
and post-diploma courses and over 36,600 students in technical courses in Singapore 
(Ministry of Education Singapore 2020). From a total population of 4,894,128 in 
Greater Sydney, 31.7 per cent were attending an educational institution. Of these, 25.6 
per cent were in primary school, 19.9 per cent in secondary school, 25.3 per cent in 
tertiary or technical institutions and 19.2 per cent were at university or other technical 
institutions (ABS Census QuickStats 2016). As mentioned in Section 3.9, according to 
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QuickStats (ABS 2021c) and verified by personal communication with the ABS, “2021 
data will be released from June 2022”.  
  
Because of locational (environmental) and sociological factors, country-level values 
were also reflected at the organisational and individual levels of culture. Hence, owing 
to conformity in a controlled environment, it is likely that the culture did not lend 
itself to autonomy or assertiveness, so creating an environment that was unsuitable for 
line staff to be empowered to take decisions and decisive actions. It is also possible 
that “affect heuristic”, that is, a cognitive process prominent in decision-making that 
relies on experiential thinking (Bearth & Siegrist 2019; Gigerenzer & Gaissmaier 2011), 
is more suited to the characteristics of those empowered to make quick decisions 
rather than those in a controlled environment. It would also be reasonable to assert 
that these features are more befitting in individualistic societies, such as Australia, 
rather than societal collectivism as in Singapore.   
  
  6.3.2 Soft skills and the service encounter  
  
The importance of emotional labour, cultural intelligence and other soft skills in the 
hospitality and retail industries are pertinent findings that were not in the original 
research question. Hiring based on attitude of the applicant while training for skills 
was a clichéd expression used by many managers involved in the employment process 
(sections 5.4.3 and 5.4.6). Some of these managers also remarked that they assessed 
the “attitude” of prospective employees within minutes of meeting them at interviews 
so coming to a quick decision on whether they were suitable applicants for the job.    
  
Findings suggest that the level of expertise and skills sought by employers were those 
associated with “attitude” of the applicant. In their view, this consisted of how they 
presented, spoke and their cognitive skills. Soft skills also included possessing human-
centric skills such as emotional and cultural intelligence, communication and 
interpersonal skills and a good work ethic. Emotional and cultural intelligence, 
emotional labour and empathy were considered important because of the applicant’s 
ability and knowledge to act and perform on the service stage in accordance with the 
guests’ requirement. Another soft skill sought was that of resilience. How frontline 
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staff reacted to and recovered from deleterious behaviour including derogatory, rude 
and mean comments of guests was an essential aspect of their emotional intelligence.   
Frontline staff were often so distraught by such unpleasant guest contact that they 
would “reply very softly [to] avoid conflict… go to the back and cry!” (Line staff Sing 
focus groups 1 and 2). Guests’ experience can be shaped by actions and emotions of 
the staff, as discussed throughout Chapter 2. A combination of these soft skills helped 
provide an “experience” to guests. Hard skills, those related to technical knowledge 
acquired by training and practice, were perhaps not considered to be as essential while 
hiring entrylevel staff. The second part of the chant “… train for skills” implied that 
new recruits could be trained to perform the tasks in keeping with the requirements of 
the organisation so providing the guest experience desired. Hence, both social and 
technical skills were necessary constituents to create superlative guest “experiences” in 
the service sector.   
  
Due to the perception that youth and beauty are interrelated, personal presentation 
skills and contestably suitable appearance, or lookism, were also sought-after soft 
skills as they appealed to the senses of the guests. These skills were grouped together 
by managers involved in recruitment who, perhaps for a lack of better explanation, 
collectively termed them as “attitude”. It follows that during recruitment, specifically 
of entry-level staff in service organisations such as hotels, one may argue that soft 
skills, including lookism, emotional labour and other intangible “attitudes” such as 
cultural intelligence could be more important than hard skills. Section 6.9 discusses 
the meaning of attitude in the context of this research.  
  
6.4 Levels of culture and sociological elements affecting employment  
  
The previous chapter recorded data demonstrating the interrelationship between 
various levels of culture and sociological elements that influenced employment of 
entry-level frontline staff. Managers in both hotels in this investigation claimed that 
they had difficulty in employing line staff though this appeared more apparent in 
Singapore than in Sydney.   
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6.4.1 Socio-political and regulatory influences on the national level  
    

Differences between Singapore and Sydney demographic patterns among employees 
may be explained in a variety of contexts. Firstly, from a socio-political and regulatory 
position: a trait of soft-authoritarian government control in Singapore (Turner 2015) 
has influenced the nature of Confucianism practiced there.  A well established and 
strong political government has instilled values of conformance among its people that 
influences everyday life while also giving rise to the colloquial term kiachenghu – fear 
of reprisal from the government. Being more of a mosaic of cultures, the majority 
ethnic Chinese population shaped cultural behavioural influences in Singapore. 
Interpreting the data from the previous chapter, as a collectivistic society and in 
accordance with Schwartz’s Confucian region, Singaporeans generally displayed traits 
of hierarchy, social order, tradition and obedience (embeddedness) and harmony, 
components of Schwartz’s (2006) national culture values. These translate to higher-
order values, self-transcendence and conservation in Schwartz et al. (2012) refined 
theory of individual values (Figure 3.2). Moreover, although Kahle, Beatty and 
Homer’s (1986) nine values applied to the psychology of marketing and consumer 
behaviour (Section 3.10), they also shape emotions, decision-making and behaviour in 
the service (hotel) industry. Table 3.5 synthetised Kahle, Beatty and Homer’s (1986) 
values with those sought in the hotel and hospitality industry and Schwartz’s (2017) 
higher-order values. Although some local Singaporeans were cynical about the legal 
and regulatory system, in general, social actions were uniform where regulations and 
rule of law were respected and followed, hence shaping behaviour.   
  
As addressed in Section 5.4.1, a mandatory two-year national service followed by a 
further period of tertiary education, resulted in male employees joining the workforce 
at a later age than their Sydney counterparts. This was evidenced by three factors: 
first, the age of most line staff in Singapore was almost consistently higher than that of 
their colleagues in Sydney. Second, the average age of the front office and food and 
beverage departments in Singapore was higher when compared to that in Sydney. 
Third, the ages of the managers of the front office and food and beverage departments 
were considerably higher in Singapore than in Sydney.  
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Shaped by socio-political and regulatory norms, or “rules” of a particular society, 
embedded behaviour also affects values, or what one holds dear, in the socio-cultural 
fabric of Singaporean society.  These behaviours conform with Confucian virtues of 
filial piety that profess respect of one’s parents and elders where children are expected 
to take care of their parents in their later years. In this context, the Confucian value of 
mianzi refers to accepted social behaviour of loyalty, duty, sense of righteousness, 
obedience and obligation to the family (Kopania 2020). The individual is part of the 
family and society, hence part of the collectivistic sum of parts. These attributes bring 
honour, prestige and a good name to the family.   
  
Explanations relating to employment attitudes include the PECE framework. 
Restrictive quotas on foreign employees in the Singaporean workforce were 
documented in the previous chapter. Because of the socio-cultural stigma attached to 
jobs as frontline interactive workers in the service sector, there was a need to import 
labour. These jobs were not seen to be desirable by society, especially from educated 
and respectable Singaporean families, as ExCom Sing 1 explained “Nobody wants a 
career in hotels and to start from the bottom. It’s looked down upon here.” These jobs 
are considered lowly, a vocation lacking prestige, bringing dishonour to the family at 
the micro level as well as how the family is seen by society at the macro level, all fusing 
together and constructing the concept of mianzi. Although from different cultural 
backgrounds, three-of-five ExCom members and one-of-eight middle managers were 
local Singaporeans. As the locals favoured managerial and supervisory positions, the 
hotel management had to carefully balance their need for foreign entry-level workers.   
  
While more a socio-economic influence, in Singapore the unemployment rate stood at 
2.3 per cent (Ministry of Manpower 2020). Due to low unemployment and easy 
availability of jobs, the local population had an opportunity to be selective and move 
between jobs. Combined with sociocultural attitudes of mianzi and an aversion to 
service-oriented jobs, the result was an overall shortfall of local applicants for frontline 
entry-level positions. Hence, hotels were bounded by socio-political regulations and 
socio-cultural norms making it difficult for them to recruit staff, ironically due to a low 
unemployment rate.   
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In Sydney, Schwartz’s country-level traits of mastery, intellectual and effective 
autonomy and egalitarianism appear to be the norm. They translate into Schwartz’s 
higher-order motivational factors of openness to change and self-enhancement that 
profess individual values of achievement, stimulation, hedonism and self-direction. 
Children take on part-time or casual jobs, such as working at fast-food venues, from an 
early age and often work while still at high school, either out of choice or necessity or 
both. Gaining experience by joining the workforce at a younger age together with no 
mandatory conscription into NS, rationalises a lower average age in the hotel 
departments. This lends credence to the suggestion that because people joined the 
workforce at a younger age in Sydney, they are still relatively young when promoted to 
supervisory and managerial positions. The overall result is a younger workforce than 
in Singapore in the two frontline departments.  
  
Guanxi or social relations are networks of hierarchy on which Confucian Asian 
societies norms are built. Society is rooted in this framework of obligation where “in-
group” relationships are different from “out-group” social interactions (Chan 2006; 
Dinh & Hilmarsson 2020; Kopania 2020). Colloquial terms used by Singaporeans 
themselves when describing their values are kiabo (scared of not having anything) and 
kiachenghu (fear of the government) (pers. comm). Both terms are dichotomous 
because while Singaporeans have stability in the political arena with a government 
that is long-term oriented (see Figure 3.4), Schwartz’s dimensions of embeddedness 
and hierarchy in a controlled society are discernible.  
  
In Sydney, all ExCom and middle managers were local as were many of the entry-level 
employees in frontline departments, albeit from different cultural heritages. As 
recorded in Section 5.4.1, the only restrictions on workers were imposed on the 
timeframe international travellers on working visas could work at any one given place 
and international students being permitted to work a 40-hour fortnight. The latter has 
changed, temporarily, due to the need for workers following the economy opening 
after lockdowns due to the COVID-19 pandemic. Also, minimum pay rates were 
specified and enforced by the Fair Work Ombudsman (2020). Data corroborated that 
the service industry was not regarded as a preferred profession among some cultures. 
However, in Sydney, the socio-cultural stigma attached to service jobs was not as 
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pronounced as in Singapore with individual choices generally overcoming those of 
their parents. For instance, ExCom Syd 5 and Previous ExCom Sing 7, both 
Australians of Asian origin, mentioned that their desire to join the hotel and 
hospitality industry eclipsed that of their parents who wanted them to have a 
“respectable” career such as lawyers, doctors or bankers.   
  
This revealed an apparent contradiction between Schwartz’s South-East Asian cluster 
(and Confucian cluster) compared with Schwartz’s Englishspeaking cluster. 
Traditionally, values of hierarchy and embeddedness at the country-level and higher-
order values of self-transcendence and conservation at the personal level are higher in 
the Asian and Confucian clusters. On the other hand, in the English-speaking cluster 
are values of mastery, autonomy and egalitarianism at the country-level while at the 
personal level, openness to change and self-enhancement are more noticeable. In this 
discussion of values, it is important to remember that at the individual level, values are 
trans-situational desirable goals and guiding principles that impact behaviour (Arieli, 
Sagiv & Roccas 2020; Schwartz 1992). One possible explanation could be that children 
of migrant parents growing up in environments different from their country of origin 
also appear to assume traits of their adopted country. Hence, in agreement with Ooi 
(2019), from a practical oriented functional culture, behaviour, values and norms of 
members of a society are influenced by situational and environmental factors. 
Similarly, changing surroundings result in shifting preferences of values and norms 
(Ooi 2019) which is in keeping with Schwartz’s (1994) view that personal values have 
their own hierarchy that are situational, hence providing more understanding of the 
complex nature of culture.  
  
Also, in this combined category of socio-political, regulatory, socio-cultural and socio-
economic elements, the Australian government has incentivised businesses to employ 
and retain staff over the age of 45 by providing free mature-age training programs to 
this cohort and financial enticements of up to AUD $10,000 to businesses (Mature 
Age Hub 2021). All states and territories have similar financial incentives (National 
Employment Incentives 2018). With an ageing population, where the median age of 
Australians has increased from 35 in 2000 to 38 in 2020 (ABS 2020c), there are two-
fold benefits of these financial inducements at the industrial and organisational levels: 
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financial and employing a more mature and experienced workforce. There are also 
socio-cultural and socio-economic benefits to the individuals as keeping older workers 
employed longer is beneficial to their physical, mental and financial wellbeing and the 
economy of the country (Miranti & Li 2020; Dollard & Winefield 2002).  
  
This section primarily discussed socio-political and regulatory forces that affect 
employment and age of employees when they join the workforce in hotels in Sydney 
and Singapore. However, because socio-economic and sociocultural elements also 
influence, and are influenced by, regulatory forces that affect employment, they cannot 
be segregated from this discourse. Socio-political forces determine the employment 
quota of foreign-to-domestic workers ratio and the obligatory NS conscription in 
Singapore. The latter resulted in the average age at which frontline employees started 
work being higher than their Sydney counterparts. From a socio-cultural position in 
Singapore, children were duty-bound to conform to Confucian virtues of filial piety, 
mianzi, obedience and commitment to the family personifying social order, tradition 
and collectivistic nature of that society. These aspects were considerably less prevalent 
in Sydney, demonstrating cultural differences observable in Schwartz’s higher-order 
values of self-transcendence and conservation on the one hand and openness to 
change and self-enhancement on the other in Singapore and Sydney respectively. 
Regulatory forces therefore played a multifaceted role in employment and age of 
frontline staff in both venues.  
  
6.4.2 A drive for productivity over culture  
  
This research found that two areas that influenced the servicescape at the national 
level are government incentives and the service culture in the two cities. Cultural 
origins of a guest influence and contribute to the evaluation of service and 
consumption and Western concepts differ from those of Asian guests (Section 3.10). 
The evaluation of service can be cultural and predisposed to national cultural 
conventions on the macro level and individual values on the micro side. As discussed 
above, both levels of culture are shaped by prevailing socio-political, socio-cultural and 
socio-economic norms.  
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The government of Singapore encouraged business to emulate the  
“productivity model” of the West rather than maintain a large workforce. However, 
regional socio-cultural customs still encouraged warm welcoming hospitality and 
genial hospitableness that are common traits embraced by Asians (Chon, Park & 
Zoltan 2020). For instance, ExCom Sing 1 provided an example of Bali and Thailand 
where hospitality and welcoming hospitable service standards were high (Section 
5.4.1). Such cultural traits were embedded in Schwartz’s country-level dimensions of 
harmony, embeddedness and hierarchy, together with Hofstede’s high power distance 
between guests and service staff, all manifested in deference to guests, defining the 
cultural identity of the people.   
  
At the individual level, values of tradition, benevolence, humility, conformity and 
universalism are representative of Schwartz’s South-East Asian cluster. The almost 
subservient nature of hospitality employees and the service delivery attributed to this 
cluster result from the belief of unconditional hospitality and service towards guests. 
Anecdotal evidence suggests that these differing concepts of hospitableness can be 
understood through most Asian cultural groups including South Asia and South-East 
Asia. It would be reasonable to assert that because social in-group collectivism and 
humane orientation are strong cultural traits of the Asian continent, it lends more to 
hospitableness and personifies the human aspect of the service industry.   
  
Because hospitality is a business based on personal relationships, human interaction is 
necessary, indeed essential, for guest satisfaction. The need to increase productivity 
yet realise guests’ expectations affected the servicescape design with mechanised and 
electronic gadgets replacing the high-touch human element. In Singapore, while there 
was a conscious view that ‘Asian hospitality’ should be on display “as our guests still 
expect the Asian hospitality culture”, it was still necessary to “transform into a more 
Western style… rather than culture” (ExCom Sing 1). From the data, it was apparent 
that balancing increased productivity with a smaller workforce while providing 
customary hospitality associated with the Asian region was challenging. In the context 
of this study, values therefore shape culture by what people believe is important to 
them at both country and individual levels of culture and can be reflected in varying 
degrees depending on the hierarchy of values.   
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Sydney exhibited traits of egalitarianism, minimal power distance and likely signs of 
short-term orientation attributed to Schwartz’s English-speaking cluster. Individual 
motivational values of achievement and self-direction were prominent indicating 
individualistic norms. With operational managers and line staff agreeing that there 
was always a focus on cost controls, “doing more with less [staff]” (Mid Mgr Syd 10) 
and “pressure on us to do more… give us more staff!” (Line staff Syd focus group 2) 
and other comments such as “it’s all about costs!”, business needs appeared to take 
precedence with productivity, revenue generation and cost control being more the 
norm. While the Western-centric view to productivity was noticeable in the hotel in 
Sydney, in Singapore, there was the need to balance ‘Asian hospitality’ traits with 
productivity.       
  
6.5 The frame of youth and aesthetics by employers  
  

A wide body of literature suggests that young employees, those with youthful looks and 
displaying a youthful body age, are preferred in hospitality and retail businesses where 
“youth” and “good looking” are almost synonymous (e.g., Warhurst & Nickson 2020). 
This can be partly attributed to the need of the servicescape as being a set of ambient 
cues that appeal to multiple senses creating emotional connections among patrons. 
Co-creation of experiences is also reflected in the stimuli-organism-response 
framework (Section 6.3) and influence behavioural outcomes of patrons.   
  
Attribution theory, reviewed in Section 2.5.2, assists in explaining how employers 
themselves influenced the recruitment process. Hence, both internal and external 
stimuli affect the rationale behind the employment process. As the research question 
seeks to understand how culture is reflected in the employment process, these factors 
are pertinent to this discussion.   
  
6.5.1 Recruiters influencing employment of a younger workforce  
  
Although findings in this research have a general underlying tone of lookism, how the 
“beauty halo effect” affects guests and preference for a youthful body image, this 
section adds to current hospitality literature. My reflective journal notes the possibility 
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of cognitive or subjective bias among recruiting managers based on comments made 
by them when discussing recruitment and age of applicants and employees as was 
recorded in the previous chapter. Some managers initially exhibited hesitancy to 
discuss lookism and the appearance effect, which can be attributed to some sensitivity 
of the topic and concern about discrimination, particularly in Sydney (Section 5.4.1), 
these misgivings were largely overcome in candid discussions. The interpretations of 
these views, from an organisational or industrial level and socio-cultural element are 
discussed below.   
  
Data from both hotels implied that employing young staff was conceivably a covert 
action and the overall outcome was that of stereotyping and anchoring or confirmation 
bias of recruiting managers in three main areas: staff perception attributed to guests 
expectations; the belief that lookism provides a competitive advantage; participants’ 
worldview that a “young brand” equated to employing young frontline staff – all of 
which are inextricably linked to Ruzzier, Terglav & Kaše’s (2021) concept of employee 
brand-fit.  
  
Staff perception that it was the guests’ expectations  
 
Although guests were not interviewed during this study, there was a belief among 
some research participants that guests influenced hiring decisions. These participants 
believed that as guests’ were paying for the product, where the product is service, 
guests had social, economic and legitimate power over the business and employees. 
Hence, even with informal authority, guests had the power to shape culture. The 
perception of these staff members was that guests expected to see young, preferably 
aesthetically-pleasing people in a service and process intensive environment such as 
the front desk. This was personified by comments from some managers in both hotels 
suggesting that front desk staff should be good looking as it “…helps the arrivals if they 
see a pleasant, vibrant young person greeting them. They [guests] want that.” (Head 
office Exec Sing 6)    
  
An older, more mature employee in guest-facing positions was not considered the 
norm in both hotels. Aesthetics in and of hotels was also expressed by comments such 



CHAPTER 6  

   
 257  

  

as “… look at our beautiful modern lobby! They [guests] expect beautiful staff too in 
these surroundings.” (Mid Mgr Syd 10) These sentiments were manifested in the 
recruitment of young employees so giving guests what managers thought guests 
prefer. Such reasoning coming from senior managers was adopted by other managers 
so advancing functional stupidity (Alvesson & Spicer 2016) in the hotel context 
(Section 2.4.2). Managers also suggested that guests sought mature senior personnel 
when there was a problem to address. Paradoxically, managers assumed that guests 
preferred interacting with young, aesthetically pleasing staff on entering the hotel. 
However, this research demonstrates that managers did not think younger staff were 
capable of making decisions and solving problems. This could be a case of attribution 
errors, a propensity to ascribe behaviour of others rather than to situational factors, 
reflected in some staff members attributing hiring decisions to what they thought hotel 
guests wanted. Alvesson and Spicer (2012) ascribe such functional stupidity to the 
evasion of justification and the absence of reflexivity. Such reasoning is at the societal, 
organisational and individual levels of culture, furthering the concept of aesthetics in 
organisations.   
  
Lookism provides a competitive advantage  
 
In conjunction with the above standpoint was the supposition that performance of the 
hotel brand and service were assumed to exemplify that lookism creates a competitive 
advantage. While this is plausible, it suggests that each hotel is looking for the beauty 
halo effect, attempting to outdo their competitors or at least match them by having a 
team of young, non-genderspecific good-looking frontline staff. In both hotels, the 
notion that corporeal body attributes of frontline staff attracted and retained guests 
was attributed to guest expectations and was, as in the first case, good for business. In 
the context of conversations on aesthetic labour and lookism in both hotels, some 
recruitment managers claimed that while there were no directives on who to hire, they 
“just know” what was expected during the employment process. While there may be 
conjecture over whether aesthetic labour was used consciously or unconsciously, such 
actions are in accordance with Warhurst and Nickson’s (2020) view that in the 
servicescape, it is not just functionality that is of importance. Rather, aesthetic labour 
appeals to the senses and complements services.  
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Participants’ worldview of a “young brand”  
Closely linked to the above two sentiments, and while there may be some veracity to 
the view that guests differentiate products by a range of factors, one of which is 
aesthetics of frontline staff, recruitment managers also appear to have misconstrued 
the meaning of a “young brand”. Rather than being considered a newer (younger) 
brand in the market, it was thought to reflect young clientele, including young 
families, as the target market. Hence, the belief that young employees best understood 
the needs of young clients was reflected in the recruiting process. From an 
organisational viewpoint, employees also constitute the brand image. This situational 
attribute that “young brand equates to young employees” was common to both hotels, 
an attribution error. The ensuing incongruity about brand characteristics resulting in a 
younger, aesthetically pleasing workforce being recruited was mainly confined to 
younger recruiters. The lack of mature workers, particularly in Sydney, could be 
ascribed to both internal (dispositional) and external (situational) attribution resulting 
in stereotypical thinking and poor experiences with some employees of this age group 
consequential in confirmation bias and a self-fulfilling prophecy.  
  
While part of the servicescape includes intangibles, aesthetic labour was probably a 
means of making the intangible tangible. Concurring with Warhurst and Nickson 
(2020), aesthetic appeal of employees was a means of organisational impression 
management and branding by promoting a certain “look” to heighten the service 
encounter while also overtly normalising what may otherwise be discrimination based 
on looks. Warhurst and Nickson (2009) mention three forms of sexualisation in 
interactive work: overt management sanction, condoned by management and a 
deliberate management strategy. Regardless of whether, in the case of this research, 
lookism was a covert process in any one or a combination of the three. Moreover, 
brand image and devising competitive advantage in the competitor set are marketing 
constructs. As marketing activities have become mainstream in society, there is also 
the possibility that, as Ooi (2019) asserts, consumer behaviour can be shaped by 
intentionally manipulating these actions. Hence, many recruiters in both hotels 
appeared to employ staff on their understanding of a “young brand”.  
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6.5.2 Levels and elements of culture in generational changes    
  
As generational theory characterises socio-cultural behaviours and values due to 
generational changes, the servicescape needs to be kept contemporary for the targeted 
clientele and employees. Both hotels being of the same brand had similar target 
markets: young families, travellers and corporate guests.  
Though the needs of the various target markets differ, it was necessary to cater to their 
individual wants by providing that special experience, hence the necessity to 
understand characteristics and cultural changes of various generations.   
  
With Baby Boomers either retired or nearing retirement age and early Gen  
Xers not too far from retirement age, there is considerable focus on Gen Y, Millennials 
and now Gen Z as clients. Consideration to the latter two cohorts as guests, 
prospective guests, employees and prospective employees is an important focus for 
businesses. From earlier discussions, the tendency and perhaps the preference to hire 
younger staff new to the workforce could result in late Millennials and early Gen Z 
constituting the target group, as evidenced in Section 2.4.1, shaping socio-cultural 
shifts at the national, industry and occupational levels. There is substantial literature 
documenting the habits, behaviours and values of the different generations (sections 
2.3 and 2.4.1).   
  
Millennials and Gen Z are more comfortable with the digital age than those before 
them. They seek new and innovative experiences, are reputed to be impatient and 
impetuous. While generational theory attributes traits to the various generations 
universally, it is also important to understand that they are affected by country-level 
cultures and individual-level motivations. The digital age has also necessitated the 
need to change and adapt to popular culture coupled with the influence of national 
culture. This poses a triple challenge for management: providing a servicescape to suit 
heterogenous cultures of clients; simultaneously keeping the needs of their employees 
in mind so that they can provide the overall desired service experience; and keeping a 
control on costs.  
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The age paradox  
  
This research suggests the term the ‘age paradox’, where data points to a younger 
cohort of middle managers and departmental heads, especially in Sydney, distancing 
themselves from their line staff. Despite being of a similar age and same generation, 
they had disparaging opinions and comments on those they were supervising. This 
suggests a combination of dispositional and situational attribution, indicating a 
psychological need to establish themselves as being the senior figure with power.   
  
Particularly in Sydney, data recorded managers in their early-to-mid 20s self-extolling 
their achievements at this relatively young age. Others had gained family and societal 
acceptance (mianzi) due to the social status and achieving a managerial level. To 
illustrate, ExCom Syd 5 and Previous ExCom Sing 7, both from Asian backgrounds, 
agree that as they had now attained senior roles in their respective hotels, their 
families had demonstrated more acceptance of them (Section 5.3.1). These 
achievements conform with Schwartz’s English-speaking cluster, individual 
motivational value types of stimulation, achievement and self-direction, demonstrated 
by competence, prestige and social power prominent mainly in individualistic Western 
countries, what Alvesson and Spicer (2016, p.121) call “cultural attribution biases”. 
These authors also accord that through self-serving prejudices, young managers were 
keen to exert their authority and assertiveness by emphasising their superior status 
and contribution while underrating and perhaps even belittling newer team members.   
  
Additionally, the possibility of situational attribution, that is, feeling less daunted by 
hiring young recruits who they could “train for skills” rather than a mature, 
experienced worker. Some recruiting managers in Sydney mentioned that there were 
few applicants in the “older” bracket (“We don’t get many applications from those over 
35”,  (ExCom Syd 3)), hence the need to recruit from the pool of those who had applied 
for the position. On the other hand, it could also be explained as internal attribution – 
that is, hiring younger workers to meet the physical nature of the job. The overall 
implications were that there was a preference for younger workers, especially those 
new to the workforce.   
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Cultural attribution bias  
  
Particularly in Sydney, managers involved in recruitment saw the benefits of employing 
“young mothers” on a part-time or casual basis. There appeared to be a disconnect in 
the rhetoric directed at diversity in recruitment, including “being innovative” by hiring 
“older” workers and “young mothers” extolled by some managers, including those 
heading human resources. Packaging older workers with young mothers is rather 
paradoxical. The emphasis appeared to be on innovation and inclusivity so promoting 
diversity in employees together with skills they bring and having a flexible workforce to 
facilitate rostering. In this context, “young” ranged between 26 and 35 years of age, yet 
conflictingly, some participants considered 35 to be in the ‘older’ category, beyond 
which frontline staff were not considered to be useful. Managers suggested young 
mothers had the experience and understanding to cater to a broad spectrum of guests 
and were empathetic to the young family target market. This justification could be 
embedded in a psycho-social recruitment bias together with the need for experienced 
staff. What was unclear was why older mothers who were looking to get back into the 
workforce, or to accept similar jobs in hotels, were not placed in the same category or 
afforded the same opportunity. Seemingly, this emphasis on “young” is likely a result of 
lookism and confused brand identity by employers.   
  
These attitudes and attributions were less noticeable in Singapore where, possibly 
because the average age of staff was higher and managers themselves were 
considerably older than their Sydney counterparts (Section 5.4.1), some frontline 
workers particularly in the food and beverage department were over the age of 35. 
Contrasting with Sydney, “older” women such as Aunty Mary* in her early 70s 
(Section 5.4.2) who represented maternal characteristics, despite being unable to 
undertake many physical tasks warranted in this department, was described as having 
the experience to be attentive to and anticipate guests’ needs so affording that special 
experience to guests. Clearly, socio-cultural elements and organisational perspectives 
differed between the two cities. That age is viewed positively in one country but has 
negative connotations in another is a case of both cultural differences and cultural 
attribution bias (Alvesson & Spicer 2016).   
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Visible body modifications   
 

Related to both situational and dispositional attribution, in some instances not 
mutually exclusive, tattoos and other VBM in the workplace are a more recent 
discourse especially on the industry (occupational), organisational and individual 
levels and sociological element of culture. Although still a contentious issue among 
many recruiters and challenging deep-rooted mindsets in upscale hotels, it proved to 
be a dilemma during the employment process. However, attributed to the “innovative” 
value of the organisation, being more accepting of contemporary socio-cultural 
changes and depending on the area where the employee worked, visible tattoos in 
moderation were being considered. There appeared to be more acceptance of VBM 
having a place in some frontline areas of the hotel, particularly in bars (“In the bar, it 
adds to the atmosphere” – Head office Sing 6), where staff could display their flair and 
feel comfortable in contemporary surroundings.   
  
From the data and a situational attribution position, it may be contended that VBM 
was being considered because of the dearth of applicants for entry-level positions in 
both countries, so the need to change the paradigm in the employment process. This 
socio-cultural trend also extended to guests, some of whom themselves had tattoos. 
The rationale provided by some participants was that VBM worn by staff, but in 
moderation, would also act as ice breakers in interacting with guests, so improving the 
service encounter by making guests more comfortable in the surroundings. Hence, the 
dynamic nature of cultural change was acknowledged and therefore necessity to 
change organisational requirements and values with current needs.  
  
From a dispositional attribution position, it is likely that younger managers involved in 
the recruitment process, especially in Sydney, were more accepting of the popular 
culture. However, there is still some resistance to VBM, particularly by older managers 
in Singapore (“I’m from the old school!  
I won’t let my staff have any visible tattoos or anything like that.” (ExCom, Sing 2) This 
generational shift is an interesting dichotomy in socio-cultural change between 
younger Singaporeans who appeared to be more accepting of change in accordance 
with Schwartz’s higher-order value of openness to change, while the senior generation 
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were more steeped in tradition and conservation. It was therefore necessary to “think 
outside the box” to cater to a more diverse and contemporary clientele and increase 
the pool of job applicants. This also brings to the fore country-level values of 
embeddedness and hierarchy in Singapore as against more Western values of mastery, 
affective and intellectual autonomy. Moreover, in the context of recruitment in this 
study, the dynamic nature of culture compels change of prudence. Some authors, such 
as AlMutairi, Yen & Heller (2018), Dawson (2020); Euchner (2022), Hofstede (2011) 
and Licht, Goldschmidt and Schwartz (2005), believe that culture changes slowly. But 
this research concurs with Kim, Toh and Baik (2022) and postulates that culture is 
dynamic, changing at a faster pace, attributable to contemporary socio-political, socio-
economic, socio-cultural and environmental (PECE) elements and influences.  
  
Cautious acceptance of VBM could also be brought about by generational 
transformation of the servicescape by both clients and employees while also plotting 
the future direction of the business. The challenge for hotel management is to consider 
the needs of their guests and their business. Hence, the necessity to balance guests’ 
perceptions of the brand, availability of suitable employees for entry-level frontline 
positions and popular culture on the micro and macro levels, prevailing country 
culture and individual motivational values.  
  
6.6 Ageism, ageist attitudes and stereotyping – the third frame  
  
This research sought to enquire how cultural influences, both at the national level and 
individual levels, and motivational values affect recruitment of entry-level frontline 
staff in four-star hotels in Sydney and Singapore. To support this main aim, the 
investigation endeavoured to determine how attitudes on age (and aesthetics) are 
manifested in recruitment decisions by managers. This section discusses data relating 
to ageism and ageist attitudes among recruiters and how they impact employment.   
  
6.6.1 Age and how it is perceived in culture   
  
There appeared to be both covert and overt positions on how ageist attitudes were 
displayed in the two hotels. Because chronological age is measurable, social prejudices 
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against people based on age is made possible (as in Chapter 2). Stereotypes of “older” 
workers were demonstrated in various forms during conversations with several 
participants in both hotels. Comments made to this effect included: some (older) 
employees being unable to meet the physical requirements of the job; that “older” 
employees were comfortable in their current positions and “would retire there”, were 
“grumpy” and, as explained earlier, anchoring and confirmation bias against a 
particular age group resulting in stereotyping and age bias. Using data gleaned from 
participants in accordance with levels of culture and sociological elements of the 
framework, the following discussion evaluates ageist attitudes in the two hotels from a 
cultural perspective.  
  
In Singapore, attributable to socio-cultural traits of a strong Chinese Confucian 
influence, there appeared to be a higher acceptance of age, with older, mature staff 
employed in a capacity where their experience assisted guests to improve the overall 
service encounter. Schwartz’s South-East Asia country cluster, equating to GLOBE’s 
Confucian Asian region, exhibit deference to elders with honorary titles of Uncle and 
Aunty for the “pioneer generation” (senior citizens) – “We respect all older people… 
This is the Asian way” (Line staff Sing focus group 1). Being a mosaic of cultures, 
Singapore is in consilience with Schwartz’s country-level values of embeddedness 
signifying respect and social order in a hierarchical pecking order and harmony among 
people and families. These values relate to benevolence, caring and dependability, 
conformity, tradition and humility together with tolerance and concern for elders at 
the individual level.   
  
Nevertheless, although some staff were in an “older” chronological age bracket up to 
their mid-70s, ageist attitudes persisted with comments like “this creates other 
problems” (ExCom Sing 5) and “she can only stand for a short time” (Line staff Sing 
focus group 2). Paradoxically, if employees had youthful body looks and were able to 
assimilate with younger work colleagues, chronological age did not appear to be 
important (Sam* is over 30 but he looks younger than me! But he fits in well.” – Line 
staff Syd focus group 1).   
  



CHAPTER 6  

   
 265  

  

In contrast, Sydney comprised of a melting-pot due to its diverse international 
demographic (Chapter 3). In such societies, Schwartz’s “press of culture” represented 
the ongoing impact of an intersection of cultures. It is affected by implicit and explicit 
socio-cultural and socio-environmental elements, practical and normative values, 
including language and psychological effects of fitting into a diverse society.   
  

As countries in Schwartz’s English-speaking cluster are conjectured to demonstrate 
more individualistic and egalitarian dimensions, values of mastery, achievement, 
assertiveness and self-direction are more prominent. Consequently, age and older 
people were not as venerated as in Singapore and, despite rhetoric from managers, 
there appeared to be an averseness to employing mature workers. The few “older” 
staff, such as the chief concierge, were disparaged rather than valued. They were 
mocked as being too old to carry out any meaningful physical tasks. With comments 
like “Where else will these guys go? They’ll retire here!” (Line staff Syd focus group 1), 
indicating that this cohort lacked mastery (i.e., ambition and daring), affective 
autonomy (i.e., pleasure, exciting life), intellectual autonomy (i.e., broadmindedness 
and curiosity) comparable to individual higher-order values of self-enhancement and 
openness to change. Moreover, the younger cohort were also sceptical about an older 
age group with suggestions that they were hired as the organisation wanted to be 
“politically correct” (Line staff Syd focus group 2). Additionally, with narratives like 
“we have the right attitude for this gig” (Line staff Syd focus group 1), younger line 
staff seemed to think that mature staff did not have the “right” attitude for interactive 
service positions. When urged to elaborate on what the “right” attitude was, line staff 
seemed to think that it was being able to interact with guests, enjoy their work and 
carry out physical tasks.  
  
The result was a stark contrast in locational socio-cultural norms and how mature 
employees were perceived in the two countries. The expected English speaking cluster 
dimensions of intellectual autonomy (broadmindedness) and egalitarianism that were 
expected to be high in Sydney appeared more noticeable in Singapore with more 
acceptance and respect for mature staff. The overall pattern of the sum of parts as an 
influence on guests is greater than the individual components. This integrated 
approach of Bitner’s servicescape, rather than individual components, affects the 
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senses of guests’ overall experience in each environment. This also brings to light the 
content of culture and the structure of culture (Gelfand et al. 2017). Kim, Toh and Baik 
(2022) explain that values, cultural norms, beliefs and cultural assumptions are 
referred to as content culture while structure of culture is how these constructs of 
culture are systematised in an organisation and can change by location.  
  
Although older, mature workers were viewed differently at the socioenvironmental 
level, ageist attitudes influencing recruiting managers still prevailed. Despite 
managers’ rhetoric extolling benefits of older workers, in practice there were still 
reservations against this cohort as “this creates other problems” (ExCom Sing 5), 
citing hackneyed reasons such as being unable to cope with physical demands of the 
job and inability to learn “new systems”. In this post-pandemic era, it is important for 
hotels to establish an employment strategy and, as they claim to offer flexible rosters 
and hire experienced staff, they need to put this into practice.   
  
The next section discusses hotel owners’ influence on the hiring process, particularly of 
line staff. Leroch (2014) considers that in hotels, there are two types of actors – 
principals that include owners and their agents, employers and managers and other 
employees. This study extends this concept and by sub-dividing “principals”, posits 
that there are four types of actors: owners and their agents; hotel companies 
represented by managers who are responsible for decision-making including 
recruitment; line staff; and guests. While cultural influences and perceptions of hotel 
managers and line staff on recruitment, age and aesthetic appeal have been recorded 
and discussed, the following section analyses how owners (and their agents) can 
impact recruitment. Guests, as passive actors, were not part of the research design of 
this study.   
  
 
 

6.6.2 Owners’ perceptions of age and aesthetic labour  
  
In both hotels in this research, the owners’ influence in shaping employment of entry-
level staff based on lookism and other operational decision-making were minimal. 
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Recruiters in the hotels in both countries agreed that their respective owners did not 
mandate or have any requirements for a particular age group or physical attributes of 
frontline staff. Nor did the owners influence day-to-day operational decisions. The 
consensus was that current owners trusted the management firm they had retained to 
run the hotels based on their expertise and reputation.   
  
The only observed influence on hotel operations was the removal of gaming machines 
from the hotel in Sydney contingent on religious grounds that did not favour gambling 
as it was owned by a Middle Eastern sovereign wealth fund. There were, however, 
anecdotal experiences of managers who had previously worked in a range of countries, 
therefore by default different cultures, and hotels under different ownership models, 
where the owners, wielding their authority, power and influence, were directly 
involved in recruiting frontline staff, diminishing the autonomy of the hotel general 
manager, as reviewed in Sections 2.5.3, 3.8.2, 3.10 and recorded in Section 5.4.4. This 
sphere of influence extended not only to operational areas but also to ad-hoc 
recruitment decisions.  
  
Three Asian, countries all in Schwartz’s South-East Asian country cluster,  
(GLOBE’s Confucian influenced region), were singled out – one of which was 
Singapore. The fourth country, America, was in the English-speaking region, where 
some senior employees had experienced the intervention of their owners in the 
recruitment process. In each instance, the owners were of Asian heritage and appeared 
to prefer hiring young, good-looking employees of either gender to work in guest-
facing positions. Although this may have been a subjective preference, on analysis, 
because culture is central to cognitive behaviour, it related to country culture and 
individual’s values.   
  
From prior discussion (throughout chapters 2 and 3 and Section 5.4.4), it may be 
reasoned that power and authority is strongest and overtly displayed in countries 
where Schwartz’s individual motivational values of tradition and conformity and 
country-level values of embeddedness and hierarchy are prevalent, such as in South-
East Asia and Confucian clusters. Conceivably, Hofstede’s dimensions of high-power 
distance, and plausibly masculinity, also prevail as does high assertiveness in GLOBE’s 
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dimensions (please refer to Table 3.4). In Schwartz’s (2017) model connecting the 
relationship between motivational types of values at the individual level, power and 
achievement are in the self-enhancement quadrant. It would therefore be prudent to 
consider that these values are also entrenched in country-level values such as 
Singapore, which is in the Confucian cluster.   
  
Some participants rationalised the owners’ direct involvement in operational matters 
including employment. These contributors were either senior or middle manages as 
entry-level line staff rarely, if ever, are privy to owners’ strategic plans. Their 
explanation was that owners had invested heavily in the business and therefore felt the 
need to display power values of dominance and control. Previous ExCom Sing 7 
explained it as “an ego thing” and the need “to prove themselves to society” by 
involving themselves “in staff selection for the front-office, select furniture, interfere 
with our decisions”. Coinciding with “ego identity” and trophy hotels (Shi & Wang 
2011, p.93), power values were displayed by means of social status, prestige and public 
image, wealth and honour. Most of these descriptors are also in keeping with the Asian 
construct of mianzi (Chan 2006; Fu, Wu & Ye 2007; Kopania 2020; Schwartz 2017, 
2016; The Chinese Culture Connection 1987), a power value that maintains and builds 
credibility and reputation in the wider society (Schwartz & Cieciuch 2021). In keeping 
with this narrative, staff explained that the degree to which owners involved 
themselves in recruitment and other operational decision-making influenced the 
employment process. Some took a pragmatic and perhaps politically astute approach 
to avoid possible conflicts with owners, commenting “You select your battles. You may 
lose the battle but can still win the war!” (Head office Exec Syd 8). The inference was 
to concede to some demands and decisions made by owners while, in the long term, 
maintaining harmonious relationships from a management perspective.  
  
Some business owners may misguidedly interpret the “what-is-beautiful-is-good” 
chant with hospitality and hospitableness, the very crux of traditional hospitality 
philosophy. In consonance with Section 6.5, there appeared to be the perception that 
lookism and beauty bias added to the layering of making an intangible service more 
tangible, so advancing emotional dimensions on guests and improving viability of the 
business. What was critical was how these performances were acted out: display rules, 
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how actors delivered hospitality and guests’ perception of these experiences that 
included emotional behaviour and cultural intelligence. These traits were assumed to 
leverage competitive advantage.   
  
Also of interest is Hofstede’s (1980) dimension of individualism/collectivism at the 
national level. Minkov (2018) clarifies that this dimension is a continuum rather than 
a dichotomy, especially when related to national wealth. Both countries in this 
research are in the top 10 gross domestic product (GDP) ranking in the world with 
Singapore being ranked eighth and Australia ninth when measuring GDP per capita in 
2021 (Statistics Times 2021). This is of particular interest because according to 
Hofstede (1980), Leroch (2014) and Minkov (2018), rich countries gravitate towards 
individualism. This is applicable to Sydney (Australia), situated in Schwartz’s English-
speaking region and GLOBE’s Anglo cluster, which are essentially designated 
individualistic cultures. However, the paradox is that Singapore, with its roots in 
Confucianism, and situated in Schwartz’s South-East Asian cluster and GLOBE’s 
Confucian region, is essentially a collectivistic society (see Figure 3.4) where three 
characteristic features of conformity, connectedness and humility denote collectivism 
(Zhong, McKenna & Copnell 2017).  
  
An explanation could be that due to improved economic conditions in Singapore, 
people are more individualistic when considering business and economic criteria but 
collectivistic when considering family and societal matters. Individualism is also 
related to power (Tekeş et al. 2018; Rozin 1996) and includes social status, prestige 
(mianzi) and authority. Both criteria – relation of individualism with wealth and 
power – can be associated with the behaviour of hotel owners and their influence on 
recruitment. This could also result in an increase in Schwartz’s country-level 
dimension of mastery and the individual level values associated with self-
enhancement in Singapore signifying more achievement, ambition and daring than 
otherwise ascribed to a prominently East-Asian (Confucian) population region. This 
brings to light the complexity of essentialist theories that reduce culture into 
dimensions. This research therefore synchronises a “practice-oriented” (Ooi 2019, 
p.15) functional cultural approach with essentialism to give a better allround 
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understanding of culture. Essentialism and functional culture therefore work in 
unison rather than independent of each other.  
   
Status and authority drawn from legitimate or coercive power of the owners sets the 
theme of contemporary hospitality businesses, where management companies are 
beholden to the owners and perhaps therefore more attentive to their needs. In ExCom 
Syd 1’s view that “We need to tread carefully with the owners. Our [management] 
contracts are up to them”, the conjecture is that hotel management firms and 
operators often accede to the owners’ wishes with a view to retain lucrative 
management contracts. The insinuation was that the owners’ wishes relating to hiring 
frontline staff could be accommodated by managers so as not to aggravate them. In 
doing so, political manoeuvres and powerplays by both owners and management firms 
realise their vested interests. Pertinent to how these and other potential conflicts were 
managed is upper echelon theory postulating that to some extent, outcomes are reliant 
on top management, their background attributes, culture and values. Hence, in 
keeping with social perceptions of the aesthetic experience, where beauty bias and 
beauty capital prevail and the appearance effect is considered ahead of other skills and 
abilities (Breiby & Slåtten 2018; Chelcea & Ivan 2016; Chen, Chang & Wang 2019).   
  
This demonstrates the close and inseparable relationship of culture at various levels 
and elements: traits at the national or country level are noticeable irrespective of 
where the person may be located; influences on owners and managers at the industry 
and organisational levels on how they may behave, and at the individual level on how 
they exert their authority and power. It also depends on socio-cultural and socio-
political elements depending on the given environment, and the hierarchy of 
individual values called upon in given circumstances. Philosophical arguments of 
traditional values of hospitality, dimensions and domains of hospitality and hospitality 
versus hospitableness deliberated in sections 2.2 and 2.3.2, appear to be 
overshadowed by market strategy and commercial viability of the business in 
determining its operational practice, similar to Section 6.5.1 where perceptions of 
brand, employee brand fit (Ruzzier, Terglav & Kaše 2021) and competitive advantage 
were used to shape and manipulate consumer behaviour.   
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6.6.3 A culturally induced glass ceiling    
  
This research has identified one of the more interesting and noteworthy socio-cultural 
findings was the existence of what this research describes as a ‘culturally induced glass 
ceiling’ among a certain ethnic and cultural group of participants. Similar to the 
content and structure of culture (Gelfand et al. 2017), together with ingrained cultural 
conventions, differential attributions where either the person, situation or both shape 
behaviour, helps understand the cause and behaviour effect (Thomas & Peterson 
2015). There appeared to be general agreement among these research participants 
that, having attained their level of competence, they could not, or possibly should not, 
aspire to rise above this level. To this extent, they were resigned to the fait accompli 
that they had reached the upper limits of their profession and therefore should be 
content with their achievements.   
  
Particularly among the Malay participants, the belief was that they had reached their 
ceiling of competence. This praxis may be traced to a socio-political and socio-cultural 
legacy of the British dividing labour by ethnicity (Lim 1980) with Malays considered to 
be the low skilled, low paid “peasant sector” (Lim et al. 2014, p. 15). Culture inherited 
from work performed manifested itself as identity derived from learned and shared 
values, practices and assumptions that is the structure of culture (Gelfand et al 2017), 
inhibited and narrowed the soci0-cultural cognition. It appears that ingrained beliefs 
within this community result in society relegating them to a particular socio-cultural 
stratum. This exemplifies Hofstede’s (2015) definition that culture is a “collective 
programming of the mind” suggesting that entrenched beliefs and behaviour of a 
group or community were determined by culture.   
  
Despite the concept of the cultural glass ceiling being similar in Sydney, there was a 
difference. It appeared that some managers held underlying, or inadvertent attribution 
bias, prejudicial views of recruits and employees from certain countries, possibly 
unconsciously fostering social categorisation, resulting in this culturally induced glass 
ceiling. Comments such as “…not being biased or stereotypical or anything” and “these 
people are good for housekeeping” (ExCom Syd 5), or other back-of-house 
departments, fostered social identity and role theory that some migrant workers are 
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only suitable to certain types of jobs. In their paradigm, people of particular cultures 
and ethnicities such as Chinese, Nepalese and Filipinos were more suited to certain 
positions in the hotel. The paradox is that while the rational and perhaps even 
philosophy among some participants in both countries was imbedded in stereotyping, 
social dominance, prejudices and biases based on racial and cultural profiling, one is 
by the employees themselves while the other is a personification of prospective 
employers’ views and conceptions.   
  
This puzzling self-fulfilling prophecy, further enhanced by recruiters, retarded 
promotions resulting in the same outcome – that they could not or would not get 
promoted beyond what they had already achieved. Attributable to culture, some 
communities appeared to induce a cultural glass ceiling upon themselves, determining 
and realising their own norms. For instance, “It is very difficult for me to rise because 
of who I am” (Mid Mgr Sing 13) and “… cannot rise to be managers. It’s a cultural 
thing” (Mid Mgr Sing 11). In Sydney, this induced glass ceiling was imposed upon 
“these people”, also due to social categorisation. Culture is therefore a structure that 
society organises either implicitly or explicitly. Roles that employees play are deemed 
to be determined by society, and therefore by default the structure of culture, rooted in 
a system of beliefs and norms, as evidenced in the hotels in this investigation.    
  
Despite probing, reasons for this attitude of the glass ceiling were not made very clear 
during interactions with participants in both cases. It is possible that stereotyping, 
racial profiling and social categorisation could be the enduring legacy of previous 
suppression, now built into the cultural psyche of this in-group of people. This is in 
accordance with social identity theory (Scheepers & Ellemers 2019) postulating social 
categorisation of intergroup behaviour providing a sense of identity of who they are 
within in-groups and self-established boundaries. The belief that fate determines one’s 
future and that it cannot be changed is almost etched in the legacy of cultural heritage. 
In Sydney, the reference was based on waves of certain migrant groups who accepted 
semi-skilled jobs in hotels on immigrating to the country. As one group of migrants 
further skilled themselves they moved to other jobs in the hotel or other professions, 
giving way to subsequent migrant groups. These “waves” of immigrants were usually 
employed in back-of-house areas primarily because minimal prior work and language 
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skills were required for these jobs and they lacked local experience in the industry. For 
example, line staff Syd 22, a migrant from Nepal (aged 24), commented that he was a 
qualified architect but on arriving in Australia (Sydney) he was unable to get a suitable 
job in his field due to a lack of local experience. In search of work, he was introduced 
to the hotel housekeeping department by a Nepalese friend. He explained that “… they 
(interviewers) thought I was only good for housekeeping or kitchenhand because there 
were lots of Nepalese there [those departments]”. A year later, he transferred to the 
food and beverage department in the same hotel but was still unable to find a suitable 
job in his vocation. Social identity theory and social categorisation can be exploited by 
organisations in congruence with human capital theory that presupposes the ability of 
labour for economic value. In turn, preconceptions and culture at the industry or 
occupational and organisational levels, social categorisation and social identity closes 
the loop forming in-groups with similar backgrounds and in similar situations 
congregating in certain jobs.   
  
In part, purposeful and perhaps inadvertent suppression of some communities and 
genders in the work place and entrepreneurial context are due to social and religious 
dogmas steeped in traditional cultural beliefs. Schwartz’s refined values of self-
protection and conservation, particularly that of conformity and tradition together 
with security values on the societal and personal fronts, are also possible motivations 
for the perpetration of such behaviour. Another factor may be attributed to soft power 
in a form of social dominance and possible exploitation in the organisational context 
by playing on employment prospects and cultural doctrines. Considering socio-
cultural factors and drawing on Schwartz’s (1977) “Norm Activation Model”, behaviour 
is pursuant to societal and personal normative expectations that may be irrational or 
altruistic (Kiatkawsin, Sutherland & Lee 2020; Yan & Chai 2021). Both pull and push 
factors contribute to the resultant status quo of both in-groups’ perception of reality. 
Hence, although this culturally induced glass ceiling was more prominent in Singapore 
than Sydney, it nevertheless induced certain biases and, debatably, manipulation of 
workers on cultural grounds in both hotels and has similar implications for the macro 
hotel industry.  
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6.7 The fourth frame: culture in hotels and culture of hospitality  
  
As discussed throughout this chapter, culture is people oriented and, on the micro 
level is reflected in cognitive behaviour of the community. Consisting of 
multidimensional components, abstract ideas and constructs of both the internal and 
external environment that affect almost all facets of life at various levels, culture is 
difficult to define. However, culture determines the environment and the reverse is 
also true – the environment shapes culture. Both are accurate of the hospitality 
industry as there is a unique “hospitality culture”. This industry culture is manifested 
by actors (employees at all levels) and in a microenvironment or shared micro society.   
  
In the context of the hospitality industry, culture is a complex combination of values and 
rituals that are promulgated by the organisation in an environment. Because of this 
interrelation, it is difficult to distinctly segregate the various levels of culture and 
sociological elements used in the framework of this chapter. How these values are 
enacted by employees, coconstructed by guests and the overarching behaviour and values 
of that venue or country helps in understanding social perspectives. Culture is therefore 
dynamic and can change in accordance with the environment. Hospitality is therefore a 
socially composed construct: an amalgamation of processes and human practices.   
  
There are parallels between the intangible nature of culture and characteristics that 
pertain to the service industry. Hospitality culture can be differentiated from the 
sweeping societal definitions of culture by combining the levels of culture and the 
PECE sociological elements dual frameworks in this study. In doing so, it extends 
literature in this field.  
  

• The socio-cultural element: that is, the co-creation of the hospitality construct 
by various participants and the social facet of hospitality. This includes the 
spatial aspect of hospitality – the environment in which it is created. Guests are 
passive actors in the theatre and performance unfolding around them created 
by employees and the organisation. Together, they are reflected in the extent 
that the culture of hospitality is embedded in the national psyche. Values, 
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artifacts, attitudes, principles and dimensions are the result of socially 
constructed norms and traditions are intrinsically steeped in culture.   

 

• Socio-economic element: in this contemporary age, the style of hospitality 
practiced in hotels is reflected in its mercantile as against the true altruistic 
meaning of hospitality as a social obligation. Satisfying paying guests’ demands 
changes the rubrics of service encounter and affects the overall service culture. 
While guests remain the object of prime attention, the basic philosophy of 
hospitality, philanthropic and noble motive to serve, distinguishes 
hospitableness from hospitality as the focus is now on profit generation for 
owners of the business, as against the company managing the hotel.   

 

• Socio-political element: in this case, “political” has a dual meaning. One is the 
political environment (place) in which the physical hotel is located. The second is 
the political environment (situation) within the hotel where at times the owners 
and managing company values and needs do not coincide with prevailing power 
values. With these additional components extending the construct of 
“hospitality”, due to various levels of culture, there can be no one definition of 
“culture of hospitality”. Moreover, the levels of culture and sociological levels 
framework used in this analysis are all intangible but can affect the experience 
and visible aspects creating the carnival or theatre. Under the circumstances, it 
would be pragmatic to use the assertion that culture (in hotels) is “the way we do 
things around here” (Deal & Kennedy 1982). Although this all-encompassing 
explanation pertains more to organisational culture, in this context it makes up 
the culture of hotels and, in the macro sense, that of hospitality.  

  
To help understand and analyse the components of hotel or hospitality culture, Deal 
and Kennedy’s generalised explanation is divided into two: rituals, symbols and 
artefacts; and norms surrounding the industry.  
  
6.7.1 Rituals, symbols and artefacts  
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Because it would be futile to define “rituals” from any one discipline, from a 
multidisciplinary perspective for the purpose of this discussion, rituals are “when 
actions, or rather chains of actions, of a complex nature are repeated by actors in certain 
circumstances in the same or similar ways” (Althoff 2020, p.128). In this context, rituals 
in hotels are a process of events conducted in a specified pattern. An example of process 
driven performance and symbolic hotel ritual in this study was greeting and speaking 
with guests through a formally learned “language of service” (Scerri 2014) and 
answering the phone with “bonjour” because “we want our French heritage to shine 
through” (ExCom Syd 6). Service providers (actors) create the experiences from these 
symbolic ritual theatrical performances creating the experience resulting in the 
engineering of hotel culture. However, probably not fully grasping the intent or role of 
rituals in culture, line staff in both hotels were cynical – “what is all this bonjour 
business? Why not just say good morning?” (Line staff Syd focus group 2).   
  
One may argue that the process for standardising such intangible patterns of service is 
through training, perhaps made more difficult by the cross-cultural nature of the staff. 
It therefore fits the adage that rituals are in fact “the way things are done around 
here”. Shared experiences in hotel-specific environments, enacting group or 
occupational culture is anecdotally and colloquially termed “hotel culture”. Culture of 
and in hotels therefore develops from shared values and assumptions within an in-
group who also share an experience that is determined by occupational and 
organisational levels of culture.   
  
Artefacts, on the other hand, are comparable to symbols and are symbolic tangible 
aspects of that culture. For example, in the case of the two hotels in this research, 
artefacts were represented by a photograph of the two founders of the organisation at 
or near the front desk at each hotel. There were also some subtle symbols such as 
collateral used to signify the organisation’s French origins. Having worked in both 
countries in the same organisation, Previous ExCom Sing 7 explained the 
organisational artifacts in the form of staff communication via notice boards and 
internal memos was effective because it was kept simple. In comparison. 
communication artifacts in another organisation she had worked at was “very loud and 
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proud! Bright colours – orange and purple, garbled messaging! Here [this company] 
we keep it clean, clear and simple.” (Previous ExCom Sing 7)  
  
While artefacts and symbols may differ from one hotel company to another, because 
rituals and the language of service are usually comparatively similar processes, in 
keeping with findings in the previous chapter, culture of the hotel industry is a set of 
social and institutional practices or norms in the industrial and occupational context.  
These norms, representative of hotel culture, are discussed below.  
   
6.7.2 Norms of the industry    
  

Norms are unwritten and informal “rules”. As “hotel norms” or shared assumptions 
and practices common to most hotels are extensive, this section limits itself to 
examining the norms, or culture, representative of the two hotels being reviewed. This 
research has identified some shared patterns of assumptions or norms postulated to 
characterise hotels and how they were experienced in that environment were found to 
differ from results recorded in literature. Findings on these differences from literature 
are explained below.   
 

Disparaging image of the hotel industry  
 
Derogatory image illustrative of the industry has been reviewed extensively in 
literature and examined in Chapter 2, particularly Section 2.3.2. That chapter and 
section also noted that some cultures perceived that working in interactive service was 
one of servitude. In the hotel and hospitality industry where social power was 
perceived to be with the guests, some research participants felt the agonistic and 
demanding behaviour of some guests added to the notion of subserviency to guests’ 
whims and fancies.  This research found that although working in a five-star hotel, 
particularly in Singapore, was considered slightly more prestigious than other hotel 
classifications, in the non-preferential interactive service sector, entry-level frontline 
positions were associated with mianzi and a person’s place in society and vice versa. 
This supposed demeaning social status extended to the person’s family and societal in-
groups, resulting in a loss of face in society. Social identity and categorisation is 
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therefore a paradigm in which the individual and society made sense of their version 
of reality.  
  
With limited full-time entry-level positions available and a reliance on casual and part-
time employees to control costs and provide flexibility in rostering, job uncertainty is 
assumed to be yet another characteristic of hotels inducing a negative image of hotel 
employment (Section 2.3). Conversely, some employees and job searchers themselves 
consider work in the hotel industry as a transient and temporary phase based on their 
needs and convenience (Baum 2015; Brien 2004; Yee et al. 2022). In their view, these 
jobs are a short-term means towards an end rather than a profession of choice, e.g., 
“Only till I get a real job” (Line staff Syd focus group 1).  
  
From an internal (those in the industry) point-of-view, entrants to the industry, 
usually young and looking to break into the workforce, soon grow discontented with a 
regulated environment, often autocratic and controlling management styles, apparent 
lack of promotional opportunities and the physical and emotional exhaustion of 
continually enacting emotional and cultural intelligence when dealing with guests. All 
these factors contributed to work-induced stress, emotional exhaustion and burnout. 
In disillusionment employees leave the industry altogether, or at best, move to another 
hotel. The literature suggests current generations are uninclined, or unable, to 
withstand such pressures (Barko 2018; Ferdous, Ali & French 2021; Blauth et al. 2011; 
Goh & Lee 2018) resulting in participants’ metaphor of strawberries that “bruise easily 
and don’t last long” (ExCom Sing 2 and Mid Mgr Sing 12). There is also agreement that 
Gen Y are among the most mobile of employees to date in the work environment.   
  
Although discernments of external and internal image of the hotel industry were 
similar in both cities, in keeping with cultural norms and values on the individual and 
cultural levels, social categorisation and face saving were more pronounced in 
Singapore. Such attitudes are also more likely to be compatible with mosaic-type 
societies where Schwartz’s values of embeddedness, tradition and conformity 
communities maintain their different cultures and identities, rather than melting-pot 
environments where communities tend to become more homogenous and 
enculturating through accepting the society in which they live. Because these 
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perspectives are norms that characterise hotels, there is a need for the industry to 
collectively overhaul their image, awareness of cultural distance and diffusion between 
environments to attract and retain staff.  In respect to this research, however, some of 
the above beliefs are dispelled as discussed below.  
  
Remuneration  
 

The previous chapter presented findings on employees’ perceptions of their 
remuneration. This research does not support current literature that suggests poor pay 
structure in hotels with employees agreeing that they were paid “good money” for their 
work. As per the Fair Work Ombudsman (2020), in Sydney, full-time employees at the 
introductory level earned A$740 a week, or nearly A$3,000 a month. On casual rates, 
introductory staff were paid over A$20 an hour and more with penalties. Despite there 
being no stipulated minimum rates in Singapore, introductory level casual workers 
were paid between SG$7 to SG$10 an hour and full-timers earned between SG$1,600 
and SG$2,000 a month during their first year (Asia Hospitality Careers). 
Notwithstanding the difference in pay between the two cities, participants from both 
hotels explained why they considered their pay to be fair and, in some cases, “good” 
(Section 5.3.1).   
 

However, this research has identified the perception of how and why pay is seen as 
“good” or “poor”. The rationale provided in this study was that as introductory level 
workers, the pay was “good” compared to their level in the organisational hierarchy 
and the work they were employed for. When paid penalty rates in some instances it 
was better than similar positions outside the hotel industry. Migrant workers too were 
satisfied with their rates of pay, both in Sydney and in Singapore. With favourable 
exchange rates, their earnings were more than they would have been in their home 
countries and often helped them to repatriate money.   
  
Rather than entry-level employees, it was the managerial level on fixed salaries, 
usually with other financial commitments such as a family and a home mortgage, who 
considered their pay just adequate for their needs. Some reasons offered were that 
salaries did not take into consideration inadequate compensation for poor work-life 
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balance resulting in workfamily-conflict and the long, often odd hours at work, 
irregular days off and the resulting overall emotional exhaustion. Although staff at this 
level conceded that their remuneration was comparable to other industries, the 
irregularity of planned days off and working hours were a sticking point. These 
seeming frustrations were summarised in Mid Mgr Syd 10’s quote “… the whole thing 
is skewed! We sacrifice more than other industries but the pay rates don’t reflect this.” 
It may be suggested that because needs change during a person’s lifecycle, individual 
values become intersubjective and internalised (Czerniawska, Czerniawska, & Szydło 
2021). Moreover, values change over time (Parks & Guay 2009) and value 
conceptualisation depends on their relevance and validity (Seewann 2021). The 
implication is that such changes in personal values leads middle managers and senior 
managers to consider opportunities outside the industry, even if it was for similar 
remuneration. The offset was in regular hours at work, and days off and more family 
time, possibly resulting in less emotional exhaustion. Although an individual’s values 
are relatively stable guiding principles (Borg 2019), the hierarchy of values change 
depending on what is important to the individual in certain situations (Schwartz & 
Bilsky 1990). In the context of this discussion, values change with an individual’s 
lifecycle and what is important to them at that particular stage in their lives.   
  
The Deloitte Global Millennial Survey (2019) records criteria due to which  
Millennials and Gen Z leave their jobs. Two such criteria are: 43 per cent of Millennials 
and 34 per cent of Gen Z are dissatisfied with their pay and 35 per cent of Millennials 
and 33 per cent of Gen Z see a lack of career advancement opportunities. Therefore, 
the subject of poor remuneration is not exclusive to hotels or the hospitality industry. 
Moreover, at the socio-cultural level, the postulation of poor remuneration was also a 
societal factor as it is “very quick to judge the industry by what the dollar value buys us 
and what we actually get [earn].” Rather, staff felt that “passion and attitude” for the 
job, suggesting that job satisfaction was a greater motivator than remuneration per se.  
  
In this context, recent research showed that entry-level workers in Australian hotels are 
paid better than other comparable professions as discussed in Section 2.3.2 (Australia’s 
most applied for jobs 2020). This research suggests the perception of receiving low wages 
in the hotel sector is not simply attached to the salary received. Rather, it is a subjective 
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view dependent on various factors. However, hotels have intrinsic commercial value 
resulting in the need to control wages, which are among the biggest costs to the business. 
What this research has identified mainly at the senior levels in both hotels was when 
compared to the high standard of living in the two cities, remuneration proved to be 
lacking. This too is in keeping with social exchange theory – salary earned in relation to 
the job performed and circumstances surrounding that occupation and, in this case, also 
included the cities in which the businesses were located.  
      
Seasonality and job security  
 

Findings on the presumed characteristic that the nature of all hotel jobs is susceptible 
to the seasonal nature of business and therefore lacked job security was shown to 
diverge from literature. Both hotels in this research were in the gateway cities where 
demand for accommodation and allied services was constant throughout the year 
resulting in no defined low-season periods, especially in the accommodation area.   
  
In Sydney, there was limited noticeable downturn in business in the traditionally slow 
periods of June to August. Those months were only slightly slower than the rest of the 
year – “we may drop by 15 per cent [of regular business] during these months – it’s not 
much.” (ExCom Syd 4). This participant went on to confirm that occupancies and 
room rates were still high and, in some cases, creating records for the same period. 
While hotel room occupancies are high over the summer months, events and functions 
go through a lean period in January. However, many staff prefer to take their annual 
vacations in this period resulting in steady work for contingent labour. Because of high 
business demands year-round, contingent labour were kept employed with a minimal 
impact on their shifts.   
  
Similarly, in Singapore there was also no defined “off season”, with the winter months 
of November to February attracting stronger occupancy levels. Globalisation has 
brought perennial travel and events resulting in maintaining high rates of occupancy 
throughout the year.   
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Contingent labour and job insecurity due to seasonal and environmental factors 
resulting in distinct on and off seasons may be attributed more to resorts and hotels in 
tourist-dependent regions. Although there are more casual and part-time workers than 
full-time positions at the entry level, the perception that the nature of business in all 
hotels is defined by high and low seasons resulting in job insecurity for contingent and 
itinerant workers is not supported in this study. As tourism continues to flourish 
globally together with the need for business travel, hotels and resorts that may currently 
have seasonal business could also change to a more regular year-round trend.   
  
The anticipated demand for hotel accommodation, and owners prepared to invest 
based on medium-to-long-term forecasts in both cities, is highlighted by the 
construction pipeline mentioned in Section 2.4. Owners of hotels in both cities have 
also allocated large funds for expensive refurbishments to modernise the 
infrastructure to increase the appeal of their properties to a more diverse clientele. 
These facts and figures lend credence to the assertion that seasonality and job security 
are not of major concern to investors or the future workforce in both cities. Based on 
numbers of those undergoing some form of formal education related to the hotel and 
hospitality industry, it would also be reasonable to assert that most of them would be 
young students thus making up a young and educated workforce.   
  
Low barriers of entry  
  
This research has demonstrated that perceived low barriers of entry in hotels attracts 
young people who are trying to break into the workforce, in contrast to what the 
literature describes (as reviewed in Chapter 2). While it may be that the industry 
attracts a young workforce for reasons previously suggested, this research contradicts 
the concept that it is indeed the case. Rather, it appears that employers were seeking 
some level of education, training and expertise.  
  
From the conversation with Head office Exec Syd 8, it may be suggested that hotels 
were keen to employ graduates with hotel and hospitality degrees as they would have 
developed soft skills and, presumably, learned some hard skills during their 
internships. Because it was difficult to attract many workers to introductory frontline 
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positions, especially in Singapore, the hotel was inclined to employ applicants 
irrespective of their age or prior work experience.  
  
With a strong hotel construction pipeline in both these cities (Section 2.4), there is the 
need for adequately trained personnel. The Australian Industry and Sills Committee 
(2022) forecasts that by 2025, the accommodation sector (hotels) will require 101,000 
employees and an additional 846,400 employees in the food and beverage sector. Job 
opportunities within the accommodation and food and beverage sectors encouraged 
over 106,850 students to enrol in a range of educational qualifications in 2020. Of 
these, almost 65,000 were enrolled in Certificate courses suited to entry level workers 
developing both hard and soft skills. Furthermore, 22.1 per cent of students enrolled in 
all education and training organisations were in New South Wales (Australian 
Industry and Sills Committee 2022). Although comparable figures for Singapore are 
currently unavailable, the Singaporean government initiated a five-year Hotel Sectoral 
Manpower Plan, identifying future skillsets for employment opportunities and to 
remain competitive (Singapore Tourism Board 2015). This finding contradicts the 
wide-ranging assumption that few educated individuals seek employment in 
interactive service organisations and that it is a low-skilled industry. For employers, 
soft skills are perhaps acquired prior to employment while hard skills are customarily 
learned on the job.   
  
While some reasons for a dearth in entry-level staff were grounded in sociocultural, 
socio-economic and socio-political norms as previously explained, others were 
pragmatic about job opportunities and future careers. What was clear was that both 
hotels needed staff but had different baselines to work from resulting in varying hiring 
decisions. In addition, despite the rhetoric in both hotels of being innovative in their 
hiring process, managers claimed there were few mature workers applying for 
introductory positions resulting in a younger demographic working in the frontline.   
  
National culture is also mirrored in personal values and biases of individuals making 
recruitment decisions. Recruiters also reasoned that to an extent they were doing what 
the organisation wanted. These factors played a major role in what recruiters believed 
to be important determinants of the employment process and who they employ.  
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There appears to be a disparity between experienced staff with a lower level of 
education and conversely, lower level of experience among those with a higher level of 
education. Perhaps pertinent to the present time, businesses have been impacted by 
the COVID-19 pandemic, possibly resulting in unemployment. As the leisure industry 
is among the last to reopen, the pool of educated personnel re-entering the labour 
market could challenge the low skill, low status, low education stereotype. 
Furthermore, according to the Australian and New Zealand Standard Classification of 
Occupations (ANZSCO), there are five levels of skill with Level 1 being highly skilled 
and Level 5, including workers in the accommodation sector, being classified as low 
skilled. Inexplicably, skills in the service industry have a Level 3 classification while 
managers in the accommodation industry classified at Level 2. Other “professional 
managers” are classified as Level 5 (ABS 2021a; ABS 2021b). In respect to the hotel 
industry, this skills classification is rather perplexing. Rather, a reasonable assertion 
could be made that hotels, part of the service industry, are not only low skilled 
environments as they too employ professional managers and therefore, even at the 
entry level, require skilled personnel (Brien, Thomas & Brown 2017).  
  
It is, however, possible that hotels have gained the reputation of having low barriers of 
entry by providing jobs to perceived low skilled workers based on social identity and 
categorisation – for example, certain communities and migrants, as discussed earlier. 
It is also possible that this reputation has been espoused because of the preference to 
“hire on attitude, train for skills”. The word “attitude” was frequently used by both 
managers and entry-level research participants. For example, this research identified 
that recruiters would “look for attitude” or “they [line staff] don’t have the right 
attitude”. Line staff participants mentioned the “[bad] attitude of managers [towards 
us]” and when talking about executive assistant manager “he doesn’t like us. His 
attitude is bad – we feel bad and want to leave” (Line staff Sing focus group 2). Job 
satisfaction is therefore related to turnover intentions followed by job stressors 
inducing physical and psychological burnout (Al-Ali et al. 2019; Chavadi, Sirothiya & 
Vishwanatha 2022; Schleicher et al. Duane Hansen & Fox 2011). Because the word 
“attitude” is subjective with multiple connotations it is discussed in greater detail in 
Section 6.9. As a logical extension of this discussion on low barriers of entry, a 
characteristic associated with the industry, turnover of staff is now discussed.  
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High turnover    
 
Another characteristic generally attributed to the hotel industry is the high staff 
turnover rate. In the main, literature characterises high turnover in hotels to 
dissatisfaction with remuneration, inability to balance work-life and family-life and 
stressors of the industry resulting in burnout. This adds to the stigmatised and poor 
external image of hotels among some socio-cultural strata. A senior head office 
executive offered several explanations for a staff attrition rate of 44 per cent in the 
Pacific region, often omitted in the literature. To contribute to the hospitality 
literature, some of these reasons are now presented.  
  
The combination of semi-skilled staff, those gaining experience and skilling 
themselves through internships, including others who had completed their course of 
study, did not necessarily indicate a sector lacking the required skillset. Rather, one 
explanation for high attrition could be the poor internal image of hotels. From a socio-
cultural aspect, disillusioned young staff whose generational values often differed from 
previous generations, looked for more suitable opportunities elsewhere, whether in or 
external to the industry.  
  
From the researcher’s industry knowledge and anecdotal evidence, another pragmatic 
reason proposed was the rapid rate of hotel development in the pipeline leaving 
insufficient lead time for employees to gain adequate experience resulting in stunted 
skills development. Those who gained some hard skills in one property, job hop in the 
hope of a promotion and a more favourable work environment in the new hotel. 
Perpetuation of this cycle led to the perception that the industry has a high attrition 
rate and a shortage of required skillsets. Adding to this self-perpetuating leakage of 
human capital, industry norms do not adequately meet Gen Y’s (and now Gen Z’s) 
traits and expectations of a workplace. These traits include lack of patience, the need 
for flexibility in their job, a better work-life balance and less supervision (e.g., Barko 
2018; Blauth et al. 2011; Ferdous, Ali & French 2021; Goh & Lee 2018). Moreover, with 
the prolific use of social media by these generations, negative postings by influencers 
and anchoring bias could cause an efflux of employees while simultaneously dissuade 
potential applicants. Pursuant to jobs categorisation theory (Chapter 2), these 
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generational traits are often difficult to provide, further resulting in employee turnover 
in this industry.  
  
Employers preferred recruits who were young with developed soft skills to technical or 
hard skills. Young managers hired young recruits who are trained to comply with the 
values of the organisation and “the way we do things around here.”  Findings also 
show that line staff felt that training was inadequate, primarily due to cost constraints. 
The Deloitte Global Millennial Survey (2019) finds that 30 per cent of Millennials and 
25 per cent of Gen Z agree that businesses and employers are responsible for 
preparing workers for the industry, while 24 per cent of Millennials and 36 per cent 
Gen Z feel that this is the task of educational institutions. Hence, at the organisational 
level, not being provided the necessary tools or adequate training for the job at hand 
added to the frustration of the staff, resulting in turnover intentions. This is similar to 
the standards gap in the SERVQUAL model (Sections 2.2.1 and 2.4.1) where difference 
between management perceptions and customer expectations lead to mangers forming 
their own view on what the customer expects. These views are poorly translated by 
managers and neither expectations of line staff nor service standards are met. The 
overall result is dissatisfaction among staff resulting in turnover. Aligning the needs 
and expectations of line staff in keeping with their work values could result in 
increased organisational commitment and decreased turnover.  
  
This research identified another frustration, also at the organisational level of culture, 
was the lack of trust among staff caused by management making superficial 
“promises” thus violating the psychological contract between employer and employee 
(Azeem et al. 2020). For instance, “They promise us so many things but when we start 
working, we find it is not so” (Line staff Sing focus group 1). This was recently 
reinforced in an online industry newsletter article by McCracken (2021) entitled 
‘Employees aren't spoiled, they're just tired of bad management’, highlighting poor 
management practices adding to stressors at work and eventuating in staff turnover. 
Job dissatisfaction caused by a lack of organisational support results in management-
induced staff attrition (Azeem et al. 2020; Van Rheede, Tromp  
& Blomme 2009). Although staff turnover is generally propagated to occupational 
stress caused by the culture in and of hotels, this study postulates that a lack of 
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organisational support and management induced turnover is inadequately propagated. 
Hence, this study argues that such attrition in hotels is reflective of prevailing 
organisational values and culture.  
  
Displaying a willingness to change jobs on a frequent basis in Singapore, it appears that 
Schwartz’s South-East Asian (and Confucian) clusters traditionally attributed with 
country-level values of embeddedness and harmony, and conservation and self-
transcendence at the individual level are now being challenged. Ostensibly, in some 
circumstances, country level and individual motivational values are not as evident in the 
workforce as conventional essentialist cultural dimensions would indicate. Moreover, 
consequences of culture are reflected in perpetuation of behaviour, also influenced by 
shared generational values due to migration, labour mobility and globalisation.  
  
Figure 6.1 below represents the discussion above, embodying the existing culture in 
and of hotels in relation to labour recruitment and attrition. This diagram advocates 
that a continuance of industrial norms and organisational values that become 
institutionalised, perpetuate behaviour of both organisations and recruits. 
Recruitment is sometimes initially influenced by socio-cultural norms and beliefs such 
as mianzi and the societal image of the hotel industry, which are together symptomatic 
of the culture in hotels and, more widely, culture of hospitality. Although managers 
consider training as being adequate, line staff disagree, causing them angst and 
frustration due to being unable to service the guest adequately. Emotional labour, 
family-work conflict and physical job stressors such as long hours at work and 
frequent shift work together with poor support from the organisation (management) 
are motives for attrition. Together this leads to staff turnover, thus perpetuating the 
recruitment cycle.   
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Figure 6.1: The recruitment and turnover loop   
  
  
The following sections now analyse and discuss other cultural forces that impact 
employment decisions with the discussion turning to Hall (1983) and Hall and Hall’s 
(1990) cultural dimensions and how they influence the hotel environment.  
  
6.8 Additional cultural forces impacting decision-making  
  
There are some vulnerabilities in culture that could cloud employment decision-
making. In literature, culture has largely been explained from a Western-centric view 
by researchers (e.g., Browaeys & Price 2019; Lowe  
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2001) as documented throughout Chapter 3. Although cultural dimensions at the 
national level and motivational values proposed by Schwartz, Hofstede and Project 
GLOBE have been cited and narrated in this study and include components indicative 
of cross-cultures, for the most part they too appear to have positioned the study of 
culture from a Western-centred stance. In this context, Hofstede’s fifth dimension, long 
versus short-term dynamics (or Confucian Dynamics) was influenced by Eastern values 
of patience and self-discipline. How Eastern cultures view culture and reflect on the 
future and that of their business is often different from the Western-centric positions.   
  
One could suggest that the Yin-Yang duality of the Eastern paradigm is more dynamic 
and holistic (Sections 2.5.2 and 3.3) than essentialist and bipolar dimensions in 
previous descriptions of culture. Interestingly, principles of Yin-Yang exemplify 
change and paradoxes (Chen 2002), providing a multidimensional view of culture 
rather than stereotypical dimensions of specific attributes. Because culture is socially 
constructed, it is unrealistic to box cultures together and explain cross-cultural 
differences from a central perspective. This is especially the case in the hotel industry 
where senior management, needs of guests and staff all combine in making the 
environmental culture dynamic.         
  
This research has identified that the phenomenon of culture is also influenced by, and 
requires an, understanding of sociological elements together with the levels of culture 
that comprise the framework of this analysis. Notwithstanding Schwartz’s two cultural 
models and Hofstede’s six cultural dimensions as representative of various country 
cultures, culture remains a complex web of paradoxes. Because of the increased 
frequency of cross-cultural interactions between a culturally diverse range of people, 
these paradoxes tend to become more varied and complex.   
 

6.8.1 Cultural focuses and orientations  
  
Although it is generally accepted that culture and values change slowly and over time, 
with globalisation and the associated mobility of people, it would be reasonable to 
assert that both culture and values now change at a faster pace. Additionally, the 
dynamic duality of Yin-Yang supports the assertion that culture is not static. Based 
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broadly on Hall (1983) and Hall and Hall’s (1990) time orientations, and Browaeys 
and Price’s (2011, p.115) model of culture that includes time orientations and actions, 
some incongruities are now explained, which assist in understanding how they affect 
decision-making in hotels.  
  
Monochronic and Polychronic cultural focuses  
 

A review of monochronic and polychronic cultural traits was conducted in  
Chapter 3. In monochronic societies, time is related to cost and the cliché ‘time is 
money’, implies that it should not be wasted. Monochronic societies are generally 
conservative and prefer to follow a prescribed system. Being people oriented, they are 
less structured requiring less supervision and facilitating staff empowerment. 
Polychronic cultures are more flexible (Hall 1983).   
  
The enigma was that although these time-focused traits contrast, they were still 
unilaterally applied to the dimensions proposed by various theorists. For instance, 
although the rationale of not introducing People-ology in Singapore “because they are 
not ready for it”, there appeared to be an assumption that all frontline staff (and 
managers) are local Singaporeans and therefore subscribed to stereotypical, 
predominantly conformist cultural dimensions attributed to the South-East Asian and 
Confucian Chinese cluster of countries. This was despite agreeing that they had a 
cross-cultural workforce in a mosaic society.   
  
Secondly, while Sydney (Australia), in the English-speaking region, generally 
displayed monochronic cultural traits, they were people-focused, hedonistic, more 
individualistic and empowered to take decisions without consulting their superiors. 
Thirdly, some traits of both monochronic and polychronic time-focused cultures were 
common to both English-speaking and Confucian influenced regions. Monochronic 
cultures traditionally are schedule oriented, time is linear and they tend to work on 
one task at a time. However, the hotel business calls for increased flexibility in 
scheduling time, susceptible to multitasking and promoting more interaction with 
people, all polychronic traits. Although Gen Y and Z are attributed to have polychronic 
traits of multitasking so fulfilling the needs of hotels, it contradicts classifying both 
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cities as conservative monochronic societies. Both societies therefore tend to share 
some monochronic and polychronic mannerisms. This can be attributed to changing 
socio-cultural and socio-environmental elements together with expectations of the 
industry (occupational) and organisational levels of culture.   
  
Because socio-cultural and socio-political elements in Singapore fostered a reluctance 
among locals to join the service sector, a large proportion of frontline entry-level 
workers were from a range of countries and so from different cultural backgrounds. 
Because of the prevalence of employees from the South-East Asia and Confucian-
Chinese regions, the cross-cultural nature of staff appears to have been overlooked. 
The result was that all employees were broadly grouped into one silo when attributing 
cultural values and dimensions to this group. For example, during conversations with 
research participants, “Asian society” and “Asian people” was often a collective term 
when discussing cultural attributes of all staff members. This seemingly disregarded 
those employees from different cultural backgrounds who prefer flexibility, less 
supervision and thrive on the opportunity to make and take decisions.   
  
There is also the assumption that departmental managers and supervisors are from 
the same structured, controlled society displaying, for example, Schwartz’s national 
cultural traits of harmony, embeddedness and hierarchy while simultaneously lacking 
traits of mastery, affective and intellectual autonomy and egalitarianism. This appears 
to contradict values of the organisation that encourage innovation, diversity, progress 
and performance. Clearly, rhetoric did not appear to be in sync with actions.  
  
Similarly, in Sydney, everyone was boxed into a seemingly English-speaking cluster 
silo, assuming all staff preferred a flexible, less supervised workplace. Although 
migrants to Sydney appeared to have embraced the prevailing local Anglo-Saxon 
cultural norms, it did not consider those who preferred structure and supervision, 
characteristics of their cultural heritage. With comments like “They just need two 
hands and a pretty face – don’t use your brains!” (Line staff Syd, focus group 2). This 
could account for why some line staff may have felt that it was not in their place to 
make and take decisions, constructing their identity to the job assigned to them in 
combination with role theory.   
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Past, present and future orientations  
  
The hotel industry appears to be in the midst of an overall cultural transformation, 
particularly in the context of four-star (upscale) hotels who find themselves 
sandwiched between five-star (upper-upscale or luxury) category and three-star 
(upper midscale) hotels. Discursively, taking a time orientation approach and 
positioning themselves to the future, these hotels appear to be looking for a balance 
between tradition and introducing contemporary changes to suit changing needs of 
clientele and prospective employees. Added to this is culture at the organisational level 
emphasising a particular set of values, and in Sydney, another layer of values 
embedded in People-ology and employment based on P-O fit. Together with the 
allencompassing “attitude” that employers are seeking of their staff, it appears that 
youth and lookism too is mistaken as a brand attribute, constituting part of that 
“attitude”.   
 

Both models of time, that is monochronic/polychronic and past/present/future, 
appeared to be in a state of flux and, arguably, depended on a combination of values 
and prevailing cultures of managers, the organisation and very possibly also that of the 
owners. With recent refurbishments in Sydney and more autonomy on how they 
manage their business, the hotel is apparently moving to a future time-oriented model 
where line employees are empowered to make decisions. In contrast, the hotel in 
Singapore which, seemingly is past time orientation while still trying to modernise 
their servicescape, had less autonomy in how their business was managed because of 
the structured, conservative country culture. However, with the need to move towards 
a future orientation to cater to Millennial and Gen Z guests and employees, hotels are 
developing lifestyle brands with technology, co-working spaces and altering room 
design to suit contemporary needs. Conceivably, these past and future time 
orientations can also affect the basis of employment and how managers understand 
and anticipate their needs.   
  
Moving towards a future orientation requires a rethink of the hierarchical structure of 
hotels and where social power is concentrated. Countries that Schwartz, Hofstede and 
GLOBE determine to have autocratic, conformist and hierarchical styles such as 
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Singapore, take a more controlling approach in managing day-to-day business as 
power and achievement values are concentrated among a few managers. Line staff are 
more passive, presumably display less initiative and prefer direction by their managers 
– another reason why they may not feel empowered to make and take decisions. 
Egalitarianism appears to be more prominent where authority is decentralised and 
employees are more forthcoming. Despite a larger entry-level workforce of foreigners 
in Singapore, managerial hierarchy and control remains more indicative of the hotel 
there, while consensus is more noticeable in Sydney. Past and future orientations and 
power values appeared to influence decision-making and locus of control over hotel 
operations including employment decisions. This was also dependent on the 
environmental element that employees needed to adapt to.   
  
Cultural values are “society’s normative system of values emphasis” (Schwartz & 
Sortheix 2018, p.8). In this context, Figure 3.4 implies that entry-level employees in 
the Singapore hotel, although comprising of only a few locals and more employees 
from China, Malaysia and the Philippines, all share similar scores on Hofstede’s six 
cultural dimensions. Schwartz’s culture press indicates that this cohort aligns with 
authority and a controlled environment. This makes it a more regional culture, and 
perhaps internationalises it, rather than attributing specific dimensions particular to 
one specific country. Conceivably, because Sydney has a more diverse population with 
employees hailing from a wider range of countries, authority and power is more 
decentralised and employees are expected to work both independently yet in a team 
environment. Concepts of time are therefore seen differently from a cultural paradigm 
and managers need to understand the constructs of cultural distance and diffusion to 
get the best from their team.  
  
Doing and being action cultures   
  
A third differentiation is between “doing” and “being” cultures. The former is seen to 
be action-oriented where instructions are unambiguous (Hall’s low context cultures), 
development is measurable and employment is based not only on P-O fit but also on 
the ability of the person to carry out tasks. Similarly, in Schwartz’s dimension of 
mastery, managers are considered to be effective if they have expertise required for the 
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job. However, in “being cultures”, communication is implicit and the focus is more on 
collectively attaining company values and vision including personal trust or 
collectivism in Hofstede’s and GLOBE’s dimensions.  
  
Again, these aspects conflict in the context of the two hotels. In accordance with 
Schwartz’s national level model, ostensibly, staff display competitiveness and the 
dimension of mastery, regardless of whether they are line staff or managers. 
Communication is also explicit and transparent. However, it implies that 
characteristics such as mastery, performance orientation and achievement are not as 
prominent in Singapore. In the hotel environment, it would be reasonable to say that 
this is an inaccurate summation. Although collectivism is a characteristic of the 
cultural setting there is still a healthy spirit of performance and competition among 
staff. It also implies that managers do not need to be masters of their craft, which, 
clearly, is inaccurate.   
  
With so many anomalies, it is impractical to compartmentalise Singapore and Sydney 
into defined dimensional silos as essentialist theorists tend to do by reducing the 
intricacies of culture into dimensions (Ooi 2019). The multicultural nature of the 
workforce in both cities needs a combination of approaches hence the need to 
amalgamate the essentialist and functional “practice-oriented” (Ooi 2019, p. 15) 
approaches. What is apparent is that the overarching culture of the hotel changes with a 
change in senior management as was suggested and evidenced by participants when 
expressing their views of their supervisors, particularly the general manager and 
executive assistant manager. What may hold true at any given period can change in 
accordance with the situation or environment as values drive behaviour. Competing for 
importance in accordance with circumstances (Baumann & Winzar 2017; Minkov 2018), 
company culture may also affect who is employed resulting in how the hotel is run.  
  
Because of socio-cultural and socio-environmental factors affecting the culture press 
and because hospitality is socially constructed, it is difficult to standardise work 
practices. It is probably even more difficult to characterise cultures in workplaces such 
as in hotels where, because of the nature of the business, needs of guests and diversity 
in staff, culture changes dynamically and is dependent on multiple sociological 
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elements, as discussed throughout this chapter. While it may be suitable to use 
Schwartz’s, Hofstede’s and GLOBE’s cultural dimensions as guides to what can be 
expected of particular national attributes in a given society, they cannot be taken as 
certainties. In contemporary society where, due to the cross-cultural nature of the 
workforce, it is difficult to attribute culture to any one part of society, the overall 
national values and culture are still noticeable and prevalent. While national cultural 
value orientations may be a set of guidelines to understand culture, because of cultural 
diffusion culture changes over time. These dimensions therefore omit differences 
between nations and stereotypes are reinforced by generalisation that neglect the 
dynamic environment in which we live and work, influenced by society, political 
leanings and regulations.  
  
Elements of social exchange theory are also applicable to this research. This theory 
suggests social behaviour is influenced via an economic relationship between parties 
depending on how they perceive their economic value in this relationship (Yam, 
Raybould & Gordon 2018). This is particularly relevant where there is a combination 
of cultures – the two different country cultures, diversity of cultures among staff 
combined with the effect of the organisational culture. Due to the complexity of what 
may be described as culture in hospitality, this study suggests that it is an organised 
and systematic culture, learned and shared at the industry and organisational levels. 
Therefore, a combination of various levels of culture together with sociological 
elements and what are considered to be norms of the industry (Section 6.7.2). 
Decision-making, including those on employment, are the result of a complex 
understanding of behaviours in a mosaic or melting-pot of a multicultural society. 
Therefore, there is a need to understand intercultural encounters of various cultural 
environments, and the effect of these decisions on not only the staff but also on hotel 
operations that include recruitment.   
  
6.9 “Attitudes” in the context of this study  
  
The word “attitude” and how it was construed by various recruiters assumed 
importance to this research as a result of data collected during participant 
interactions, hence it became necessary to review some literature in this section after 
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the data collection process. The word was frequently used in various contexts with 
varying connotations. For instance: “poor attitude” and “good attitude” was, according 
to recruiting managers, reflected in personality, behaviour, appearance, body language 
and how someone spoke and in passion displayed during employment interviews and 
later when employed at work. It also included how staff connected with guests, work 
ethics and how education influenced their outlook on work, including apparent 
reasons for turnover and job hopping. These were seen to be personal “attitudes” and 
those towards the job. Line staff frequently used the word when referring to their 
supervisors and guests. Seemingly, any other attribute that was difficult to describe or 
lacked a definitive construct was termed as “attitudes”.   
  
Other examples mentioned in the previous chapter included: “good, right (or bad) 
attitude” and “motherly attitude”, often used interchangeably with values and culture, 
demonstrating a multi-level use of the word. There was also the impression that 
“attitudes” of mature-aged applicants were different from those of young, possibly 
first-time applicants seeking to break into the workforce. This gave the word a very 
wide reaching, all-encompassing meaning and multiple measurements made the 
context rather arbitrary and at times ambiguous. As a result, there was some 
ambivalence in its interpretation among recruiters, who were unable to articulate how 
“attitude” was perceived and what personal and behavioural traits they were looking 
for during the recruitment of prospective hospitality workers. Recruiters appeared to 
use the word synonymously and interchangeably with behaviour and values of those 
they were recruiting and later supervising.  
  
However, what was clear was the functional, social and cultural aspects, both positive 
and negative, that were ascribed to the semantics. As an extension to the nebulous 
construct of attitudes and how they were perceived by various researchers, Ajzen 
(1985) proposed the influential theory of planned behaviour. This theory helps explain 
behaviour and behavioural intentions, attitudes and subjective norms (Ajzen 2020; 
Fishbein & Ajzen 2011; Mancha & Yoder 2015; Ulker-Demirel & Ciftci 2020; Ye et al. 
2017). Moreover, Ahmad et al. (2020) link Schwartz’s personal values with actual 
behaviour and beliefs that may be influenced by factors either within or outside a 



CHAPTER 6  

   
 297  

  

person’s control. Accordingly, these behaviours are situational as they shape a person’s 
overall behaviour in certain circumstances.   
  
Because of the vague nature of the word and possibly also due to its indefinable and 
multifarious use – perhaps to familiarise recruiters and streamline the recruitment 
process – these diverse meanings of attitude were also imbedded in the People-ology 
recruitment guide. As there were multiple meanings attributed to the word “attitude”, 
it follows that it lacks definitional consensus so it can have no single, dominant theory 
or meaning. Rather, learned dispositions consisted of situational “thinking, feeling and 
doing” (Ajzen & Fishbein 2005, p.177).   
  
Attitudes were classified into four variables by Conner et al (2013, p.264): cognitive 
attitudes, affective attitudes, anticipated negative affective reactions and anticipated 
positive affective reactions. All these variables include behaviour and possible 
preference or prejudice towards a certain type of object, be they a person or group of 
people, and the behaviour or preference to these groups. Prejudices are also attitudes 
and like values, are indicative of and guide behaviour both of the employer and that of 
the employee in any given circumstance. It follows that an assumed change in attitude 
towards any given object can influence recruitment behaviours or preferences. Some 
such behaviours and stereotyping were evidenced when applicants from certain ethnic 
backgrounds were codified and characterised of possessing or lacking certain 
attributes and therefore only being suitable for certain jobs. In addition, some 
recruiters believed that it was the guests themselves who expected, and perhaps 
preferred, younger aesthetically pleasing employees to serve them.   
  
In this context, how age was perceived by recruiters in the broader culture of hotel 
employment was underscored by society at large. Also illustrated earlier, age and 
ageism had different connotations in Sydney and Singapore. While a middle manager 
in his late 30s in Singapore claimed that he was capable of meeting the physical 
challenges of the department he worked in, according to him, it was the “attitude” of 
society that saw age as a barrier to permit him continue working in the frontline – 
“their [society] attitude is that …” (Mid Mgr Sing 12). In a similar context, recruiters in 
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Sydney believed the attitude of mature, older applicants did not suit the nature of the 
job being applied for – “they don’t have the right attitude…” (ExCom Sing 5).   
  
Consequently, there are similarities between how attitudes are understood in different 
cultural settings, be they at the occupational, organisational or individual levels, 
together with other sociological elements. In both countries all four variables espoused 
by Conner et al. (2013) were enacted. These are all personifications of attitudes 
towards given objects or objectification of age in any given situation. In the hotel 
context, attitudes can therefore be described to be useful, or harmful, functional social 
traits or values that influence behaviour. Because they are situational, the cognitive 
view can change according to the environment the person is in or faced with, resulting 
in verbal and non-verbal reactions. It is therefore reflective of values and culture of the 
industry.  
  
Ascribing a specific meaning or definition to the word “attitude” in relation to hotels is 
problematic at best. According to Ajzen and Fishbein (2005), the four facets of 
attitudes – action, target, context and time – are an individual’s reactions focused on a 
particular target at a given time and context. How one reacts to those circumstances 
depends on the cultural norms prevalent in that environment. What is clear however is 
that the context in which the word was used in conversations with research 
participants was related to values and behaviour in a cultural environment 
(organisational level of culture; sociocultural element). It therefore affects what 
specific “attitudes” are sought by recruiters and their own enduring biases.  
  
6.9.1 Attitudes as values in the context of the hotel industry  
  
The section above discussed the context of “attitudes” at the industry and occupational 
levels of culture and how attitudes are reflected in the recruitment process. In the 
hotel environment there appears to be a symbiotic relationship between attitudes, 
motivations, values and culture. Just like culture is a “thing” with no generally 
accepted definition, and “…in the broadest terms… includes every aspect of man’s [sic] 
ecology” (Karl & Fischer 2022; Kim, Toh, & Baik 2022; Triandis, Malpass & Davidson 
1973, p.355), so too does it appear that attitudes are also “things” for the same reason. 
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Sagiv et al. (2017, p.15) draw a comparison between values and attitudes in that 
“values also relate to attitudes towards members of outgroups in indirect ways.” This 
research extends this construct to also include ingroups (collectively, hotel workers).   
  
It was earlier discussed that people shape culture by means of their beliefs and 
motivational values with culture playing its part in influencing people’s actions and 
how they think. Although Schwartz (2012) distinguishes values from norms and 
attitudes, Parks and Guy (2009) maintain that attitudes are essentially values as 
preferences so creating a very close nexus between three nebulous constructs – 
attitudes, values and culture. In the context of this study, just as personal values are 
subjective (Sagiv et al. 2017), attitudes too are subjective as the word and associated 
behaviour has various connotations and means different things (or a cumulation of 
different things) to different people at different times.  
  
Values are criteria used “to evaluate actions, people and events” (Schwartz 2007, p.1). 
So too for the same reason is the abstract and subjective understanding of “attitudes” 
used when employing hotel staff. Similarly, as values are dependent variables and 
influence life circumstances including age, education and environment (Schwartz 
2007), attitudes too vary, depending on environmental/locational settings and 
situations. Appendix 12 charts a selection of “attitudes” and the context in which the 
word was used in this research. Column two categorises these attitudes in accordance 
with Schwartz’s individual values and motivational goals. The two columns combined 
indicate a symbiotic link between attitudes and values in the hotel context. The third 
column identifies whether that particular attitude is grounded in social or individual 
(personal) factors. Since “values influence attitudes and behaviour” (Schwartz 2007, 
p.932; McSweeney 2013), this research asserts that in the context of hotels, 
motivational values and attitudes are indistinguishable. Hence, culture affects 
attitudes or behavioural patterns and vice-versa and values are synergistic with 
philosophical beliefs (Karl & Fischer 2022). Illustrating the above constructs of 
culture, attitudes and values, Figure 6.2 below proposes a model demonstrating 
intrinsic linkages between attitudes, motivations, values and culture in the hotel 
setting as it is the people who shape culture.   
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Figure 6.2: Attitudes /values duality (Modified from Leiper’s (1979) Whole Tourism System)  

  
6.10 Chapter conclusion  
  
This chapter discussed data recorded in Chapter 5. The aim was to make sense of the 
data gleaned from the research participants in accordance with the research objectives. 
An interpretive approach to the study assisted in making meaning of research 
participants perspectives in relation to culture at various levels and employment 
attitudes in their respective hotels. The chapter was based on a two-part framework:   
  
• Levels of culture at the national or country level, industry or occupational and 

organisational levels and individual or personal level (Figure 5.2)   

• Sociological elements of political (including legal or regulatory), economic, cultural 
(sociological), and environmental elements (PECE).   

  
These levels and elements of culture are reflected in the actions and behaviour of 
recruiters. Because culture is a network of social complexities and not mutually 
exclusive, it simultaneously engaged with a combination of levels and sociological 
elements in different frames.   
  
This chapter then examined the data using a set of four frames together with 
categories and values that related to national, organisational and personal or 
individual cultural characteristics and dimensions. While participants broadly agreed 
that there are various prejudices that favour younger workers over more experienced 
mature workers, the chapter also rationalised the preference for the younger 
demographic. However, it did caution that although cultural dimensions widely used 
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by respected theorists are indicative of behaviour, they are not adequately geared to 
the rapidly changing contemporary socio-cultural environment and cross-cultural 
nature of the workforce and the population.   
  
Culture of hotels and culture in hotels are conceptualised by the servicescape – the 
tangible and intangible design of the environment, interaction with guests and values 
that advocate how “we do thing around here”. These include beliefs, norms and values 
at the various levels of culture (national, industry or occupational, organisational and 
individual levels). Aesthetics in hotels and aesthetics of hotels was found to contribute 
to the servicescape as the construct of values is used both at the individual and societal 
levels. In turn, individual values are influenced by societal values (Schwartz & Cieciuch 
2016). Although culture is socially constructed, in the hotel context, it is co-
constructed with the guest and impacts personal values. Values or basic motivational 
goals at the individual level are cognitively exemplified (Arieli, Sagiv & Roccas 2020). 
The rapidly changing environment brought about by increased global mobility resulted 
in a multicultural workforce in a mosaic or melting-pot of societies. Due to 
generational changes and changing societal culture reflected in the cross-cultural 
nature of hotel guests, hotel or hospitality culture is dynamic, continually changing. In 
keeping with a future orientation, an explanation was offered as to why culture 
changes and for the hotel industry to keep up with these changes.   
  
Findings show that culture at various levels in the two-part framework prompt and 
shape values at the national and individual levels and are therefore symbiotic. These 
values impact decision-making particularly about employment attitudes in the hotel 
context. In Sydney, there was a preference for younger employees, the rationale being 
that they were more suited to the nature of the work and also that this cohort could be 
“trained for skills” without prior experience impeding “how things are done around 
here”. However, due to cultural and regulatory forces in Singapore, the workforce had 
a higher age than their compatriots in Sydney. Ironically, due to a low unemployment 
rate in the country, together with the cultural context of “face”, getting frontline, 
service-oriented, interactive staff was problematic. Nevertheless, the opinion among 
line staff was that aesthetics and somatic appeal were thought to be important in 
hiring decisions.   
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In keeping with the cultural framework throughout this research, the next chapter 
proposes theoretical and managerial contributions and reflects on the thesis 
presenting a conclusion to the study.  
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CHAPTER 7  
Conclusions and recommendations  

  
  

7.1 Chapter introduction  
  
This chapter concludes the findings and proffers recommendations emanating from 
the study. Commencing with a review of the study’s aims and objectives, this chapter 
reviews the role of culture in recruitment decisions and attitudes of frontline staff in 
two four-star hotels, one each in Sydney and Singapore. The framework adopted to 
analyse and discuss the data consisted of two synergetic parts and operated in unison 
in the context of this study. The first, levels of culture, encompassed evaluating 
culture at micro levels of national/country level, industry/occupational level, 
organisational and individual or personal level (Figure 5.2). The second part, 
elements of culture, used the acronym PECE comprising of socio-political, 
socioeconomic, socio-cultural and socio-environmental influences. This was an 
adaptation of the PESTLE framework commonly used by marketers to analyse 
macro-environmental factors that affect an organisation or new business (Section 
5.2). Other scholars have used similar themes to cluster elements of culture and 
cultural behaviours (e.g., Bourdieu 1986; Licht 2008; Schneider & Barsoux 2003; 
Schneider, Barsoux & Stahl 2014; Thomas & Peterson 2015 – see Section 3.1.1).   
  
Having presented and discussed data and findings in the preceding chapter adopting 
a “multiple cultures perspective” (Sackmann & Philips 2004, p.371), this chapter 
reflects on how the research objectives have been addressed and focuses on the 
primary question of the study:   
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How does culture, embedded in country, organisational, occupational, and individual levels 
and values at these levels, influence practices for recruitment of entry-level frontline staff in 
four-star hotels in Sydney and Singapore?   

  
Following this, the chapter submits theoretical and practical contributions to the 
existing body of work, identifies emergent themes, limitations of the study and 
recommendations for further research.  
  
7.2 Summarising the application of theoretical cultural frameworks in 
this study  
  
This study contextualised essentialist cultural dimensions of Schwartz, Hofstede and 
Project GLOBE in the hotel (hospitality) industry and were used in unison with a 
“practice-oriented” (Ooi 2019, p. 15) functional approach (Section 6.6.2). Hence, the 
dual framework of levels and elements of culture collectively assisted in 
understanding the multidimensional intricacies of culture facilitating the analysis of 
cultural influences on recruitment practices in the hotel industry.  
  
The study concluded that Schwartz’s country-level cultural dimensions of harmony, 
embeddedness and hierarchy were considerably stronger in Singapore. With a 
stronger Western influence in Sydney, elements of mastery, intellectual and affective 
autonomy and egalitarianism were more noticeable. At the individual motivational 
level, higher-order values of conservation and self-transcendence were stronger in 
Singapore while those of openness to change and self-enhancement were prominent 
in Sydney. How these cultural characteristics affected employment decisions are 
highlighted in Section 7.3.  
  
Referring to Hofstede’s country-level cultural dimensions, high individualism, low 
power distance, high indulgence and average uncertainty avoidance were more 
aligned with Sydney. A distinct lack of power distance was noticeable through 
informal, often colloquial language used to address guests particularly by the line 
staff (for example, using first names instead of prefix titles) rather than the formal 
“Sir/Madam”. Singapore displayed the opposite – high in power distance and 
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collectivism, low in indulgence and very low in uncertainty avoidance, for example 
their reliance on being “directed” and deferring to their supervisors for instructions. 
Sydney was also higher than Singapore in the masculinity dimension (Figure 3.4).   
  
The focus of hotels and the macro hospitality industry appears to be on increased 
productivity, revenue generation and controlling costs. Hotels are businesses that are 
transactional and depend considerably on the owners’ long or short-term business 
strategies and orientations. Hence, regardless of broad national cultural 
characteristics attributed to the two regions, values and behaviours of owners and 
managers were influenced by the macro levels (national and occupational) of culture 
with emphasis on the business environment. The individualism – collectivism 
dimension was also of significance in Singapore where despite being designated a 
collectivistic society by Hofstede, wealthy nations were considered to be more 
individualistic (Leroch 2014; Minkov 2018; Section 6.6.2). Further details on these 
findings and their implications are in Sections 7.3 and 7.4.  
  
However, Hall’s (1983, 1981) cultural dimensions and hospitality contexts, while not 
explicitly part of the original dimensions scoped by Schwartz, Hofstede and GLOBE, 
resulted in emergent findings bound as they were in communication, space and time. 
Differences between the two study sites was amply evident in the data. For example, 
the hotel in Sydney displayed characteristics of low context communication, high 
territoriality in the space dimension and data were monochronic on the time scale. 
However, staff in Singapore displayed characteristics of high context communication, 
and lower rates in the territoriality scale than Sydney. Their adherence to concepts like 
time meant that while punctuality was observed, decision-making was time consuming 
and drawn out as they clung to seniority in hierarchy and power distance concepts. 
Given the proclivity and necessity for multitasking and empowered decision-making 
among hotel staff to “delight the guest”, implicit empowerment principles are put into 
place in Sydney through the People-ology program while structured boundaries were 
explicit in Singapore. This highlights differences in power distance and the capacity for 
ambiguity. It alludes to structured or flexible empowerment principles employed and 
the cultural influences that dictate such practices.  
  



CHAPTER 7  

 
   307  
  

It was evident from the data that different cultural backgrounds, personal 
motivational values and cultural dimensions resulted in how decision makers sought 
specific attributes from prospective employees, including those related to aesthetics. 
In relation to this study, it would therefore be pragmatic to suggest that behaviour 
and decision-making is influenced by the hierarchy of individual values and other 
factors such as macro and micro levels of culture (Figure 5.2). Hence, culture affects 
behavioural patterns and personality (Karl & Fischer 2022) at all levels and vice-
versa. Hence, the duality of attitudes and values that shape these decisions, as 
represented in Figure 6.2 (see Section 6.9.1), is applicable to the hotel industry.   
  
Having encapsulated how the cultural theoretical frameworks in this study apply to 
employment attitudes in four-star hotels in Sydney and Singapore, the section below 
recapitulates how the three objectives of this study have been addressed.  
  
7.3 Responding to the research question and research objectives  
 
The research questions, supported by two sub-questions, were articulated as follows:   
 

How do embedded country, organisational and individual culture and values 
influence practices for recruitment of entry-level frontline staff in four-star hotels 
in Sydney and Singapore?   

  
Sub-questions:  
 

(i) How are attitudes on age and aesthetics manifested in management decisions related 
to recruitment and promotion of frontline staff?  

  

(ii) How do cross-cultural influencers affect recruitment of frontline employees?   

  
With respect to the research question and sub-questions, data shows that as 
managers themselves were young, particularly middle managers in Sydney, there was 
the tendency to hire young frontline staff. Mature workers were stereotyped as being 
unable to cope with strenuous work and also having poor contemporary information 
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technology (IT) skills and barriers to availability. Few of the frontline entry-level staff 
were over 35 years of age in either hotel. At the national level, socio-cultural and 
socio-political elements discussed in Chapter 6 influenced the slightly later age at 
which employees in Singapore entered the workforce. For example, mandatory 
national service for men (Sections 5.4.1, 6.4.1 and 7.3.2).  
  
Among the more pronounced socio-cultural factors, particularly in Singapore, was 
that of mianzi in a society concerned with personal image where the service industry 
was not considered to be an industry of choice. In later modifications to their value 
models, both Schwartz and Hofstede included “face” as values in their cultural 
dimensions. While Schwartz (2017) included this as an individual value, it was part of 
Hofstede’s Long-term orientation (LTO) dimension, initially called Confucian work 
dynamism (Hofstede & Bond 1988; Hofstede 2011, 2001).   
  
The next section links the objectives of this study to the research question and sub-
questions and, by demonstrating how each objective was accomplished, answers the 
research question in its entirety.   
 

7.3.1 Responding to the objectives of this research  
 

The research objectives sought to be addressed were framed and embedded in three 
interrelated objectives, which together formed the research question.  
Schwartz’s cultural and values theories were used along with others including  
Hofstede and GLOBE to guide the study. These objectives, articulated in Chapter 1, are:   
  
Research objective 1:  
 
To explore how heterogenous national cultures and values in two different countries 
affect and influence recruiters and employment practices in the hotel (hospitality) 
industry.  
  
Singapore is a mosaic of cultures where cultural groups tend to maintain their 
identities and remain socially intact. Sydney on the other hand is more a melting-
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pot with a greater assimilation of cultural communities (Section 3.9). Different 
dimensions of the two research sites at the national level were summarised in 
Section 7.2 with Confucian Chinese characteristics in Singapore being considerably 
different from those in Sydney which retained a strong Western influence. At the 
personal level, Singapore displayed the higher-order value of self-transcendence 
including values of universalism, benevolence, conformity, tradition and security, 
all of which have a social and collectivistic focus. On the other hand, individual 
values of self-direction, achievement, power, stimulation and hedonism, higher-
order values of self enhancement and values with a personal or more individualistic 
focus were prominent in Sydney. Individual motivational values in Sydney point to 
a plausible explanation related to culture behind why values of People-ology were 
introduced in Sydney while senior executives expressed their view that 
“[Singaporeans] only think within the box” (Head office Exec Sing 6) and therefore 
“[Singapore] is not ready for it (i.e., values of People-ology) as yet” (ExCom Sing 1). 
This highlights cross-cultural differences between the two countries from both a 
country and individual values perspective.   
  
From the person-organisation (P-O) fit, data points to recruiters in both Singapore 
and Sydney looking for new, young recruits whose personal values corresponded with 
those of the organisation and broader societal culture. Recruiters were also looking to 
mould these recruits to the organisational culture and “the way we do things around 
here”. Broadly, data demonstrated the influence of prevailing societal, organisational 
and individual culture in recruitment practices by managers.   
  
Research objective 2:  
 
To investigate how the culture in hotels and culture of hotels around age-related 
aesthetics and the inclination towards hiring younger employees is influenced by 
organisational and national culture.  
  
This study differentiated between culture in hospitality and culture of hospitality in a 
hotel setting. The former consisted of idiosyncrasies specific to the hotel and the 
wider hospitality industry and were extensively reviewed in Chapter 2. Data (Chapter 
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6) established that the nature of hotel work appeared to be more conducive to a 
younger demographic. This supports literature reviewed in Chapter 2. However, data 
also revealed that this generalisation had exceptions given the comments of the 
contributions older staff made by virtue of their experience. For instance, despite 
being unable to partake in physical work for any length of time, some older line staff 
such as Aunty Mary* in Singapore were appreciated and applauded as having skills to 
anticipate and satisfy guests’ needs and proficiency in handling the needs of children. 
In contrast, older frontline staff members in Sydney such as the concierge were 
characterised as being too “old” for the job and being disinterested in seeking 
promotions or doing anything different. This research suggests different cultural 
environments influenced the hierarchy (authority and humbleness) and 
embeddedness (social order, tradition, obedience), dimensions of Schwartz’s national 
cultural model, highlighting the complexity of how managers need to adapt to 
organisational cultures impacted by environmental/locational social structures.   
  
Butler’s (1969) three facets of ageism – prejudices and attitudes; behaviours and 
stereotyping of age groups; institutional norms and strategies with decreasing 
opportunities (Section 2.4.2) were found to exist to a greater or lesser extent in both 
hotels in this study. This was despite considerable rhetoric extolling the benefits of 
mature staff that were recounted particularly by senior and middle managers. At the 
operational level, there appeared to be a general belief that, to compete, it was 
necessary to employ young, attractive employees. Some research participants 
suggested that as there were many more applications from a younger cohort than 
from the mature, older age group, it was but natural that younger applicants would 
be employed. The element of employing in one’s likeness presumes that a younger 
workforce attracts other younger workers (Section 5.4.2).   
  
At the micro-level, due to a globalised and mobile workforce, an amalgamation of 
cultures can be attributed to backgrounds of owners, operators, managers, staff and 
the location of the business. Moreover, cross-national, and cross-cultural 
comparisons were made of the intricacies of cultures and values by confining 
countries as the unit of analysis (AlMutairi, Yen & Heller 2018).   
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Conversely, data shows that the culture of hospitality is often determined by national 
culture and the extent to which personal values promulgate these “set of behaviours” 
(Lashley 2011/2000, p.4) in bestowing hospitality to guests. Interpreted as hotel and 
hospitality values (Table 3.5), some cultures exhibit more of Kahle, Beatty and 
Homer’s (1986) nine values than others. For instance, fun, enjoyment and excitement 
tend to be hedonistic values and were more observable in Sydney. They coincide with 
Schwartz’s personal focus higher-order values of openness to change and self-
enhancement.  
 

Kahle, Beatty and Homer’s (1986) remaining values are closely related to 
universalism, benevolence, conformity and security, which represent higher order 
values of self-transcendence and conservation with a focus on social needs. These 
values are then manifested in hotels through their servicescape, service offerings and 
employees.  
  
Research participants (e.g., ExCom Sing 1), referred to “Asian hospitality” as being 
warm and welcoming with deference to guests (Sections 5.4.1 and 6.4.2). Data 
indicates these cultures being likely to display collectivistic tendencies as they work in 
tandem with a societal focus. As a form of reverence to their guests, hierarchy and 
power distance are also likely dimensions. The extent to which hospitality and 
hospitableness is extended is evident in values that are inculcated at the national level.   
  
Findings for this objective revealed that recruitment practices were also likely to be 
influenced by organisational culture at the individual hotel level rather than at the 
company level. Szydło and Grze´s-Bukłaho (2020, p.1525) infer that organisational 
culture “is a social creation, it is created and maintained by a group of people who 
form the organisation”. Recruiters in the hotels interpreted the needs of their 
business departments and hired accordingly rather than attributes of recruits being a 
directive at the company level. This was despite the People-ology recruitment guide 
(Appendix 11) used in Sydney. Hence, concurring with Szydło and Grześ-Bukłaho 
(2020), organisational culture of individual hotels, or culture in hotels, is shaped by 
the type of environment, values, attitudes and demographics of the population.   
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As organisational culture is pervaded by characteristics of the predominant national 
culture (Szydło & Grześ-Bukłaho, 2020), there is a symbiotic relationship between 
organisational and national culture. Hofstede’s concept of “programming of the 
minds” was evident in the Singaporean context where top-down authoritarianism 
and hierarchal organisational structures were in evidence both at the country and 
organisational levels. This interpretation of culture at the national level, enhanced by 
the ostensible inability of local Singaporeans to only “think within the box” (Head 
office Exec Sing 6), resulted in hierarchal structures and embeddedness. Conversely, 
culture of hotels refers to organisations functioning at the industry level and not 
necessarily in similar cultural environments. Findings from this research suggest that 
aesthetics and hiring employees with youthful looks is seemingly a shared culture of 
hotels, evident in the two hotels in this research.   
 

Research objective 3:  
 
To explore how the role of values at the individual/personal level of major 
stakeholders affects recruitment practices.   
  
Major stakeholders include hotel owners, operators, executive managers and guests. In 
the two research sites, there was minimal evidence of how the power of these 
stakeholders shaped recruitment decisions. However, respondents who had worked in 
other countries explained how intimidation and dominance by some owners and 
executive managers influenced operational and employment decisions, as documented 
in chapters 5 and 6. For example, ExCom Syd 4 affirmed how a “previous GM was very 
involved in employment and recruitment … micro-managed the business” and ExCom 
Syd 3 articulated that “Every hotel is based on the owners’ expectations. 
Subconsciously you are following their directives.” Another example of dominance and 
coercion was provided by Mid Mgr Sing 14 who asserted that in her native country “… 
the GM can’t make the decision and needs to listen to the CEO (owner of the hotel). He 
[CEO] controls the hotel and scolds the GM!” (Mid Mgr Sing 14).  
  
In instances such as these, power values were related to social status, prestige and 
control while in other instances, it was related to trophy hotels (Shi & Wang 2011) 
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and “an ego thing … they needed to prove themselves to society” (Previous ExCom 
Sing 7). In Singapore, the cultural values of not questioning authority are evident 
when such power plays were simply accepted as part of the recruitment strategy. This 
was evidenced by values of embeddedness conformity, face and hierarchy (power 
distance) promoting obedience, social order, respect for authority and humbleness 
corresponding to higher-order values of conservation and self-transcendence.  
However, such power plays were not exclusive to Singapore as was shown by ExCom 
Syd 4’s earlier quote of the general manager being involved in employment and 
micro-managing the business with the inference that managers could not carry out 
their tasks effectively. There was, however, push back against this with Previous 
ExCom  
 
Sing 7 commenting that “… it is very difficult to work with these [types of] GMs”. This 
reaction is more geared to cultures where affective and intellectual autonomy, self-
direction (in thought and action) and achievement are prevalent.  
This research demonstrates that senior executives at both hotels lay the foundations 
of the organisations’ culture and values and recruitment in these hotels was 
influenced by how recruiters at various levels of the hierarchical structure perceived 
these values. While it would be reasonable to expect a hotel and hospitality 
organisation to be more relationship oriented, especially building relationships with 
their guests, both hotels leaned more towards task-orientation rather than 
positioning themselves towards relationship orientation. This may be ascribed to the 
competitive business environment in which the hotels operate as well as the focus on 
increased productivity, with costs and expenses control overriding cultural values.   
  
Guests are important stakeholders as the hotel business is built on attracting, 
satisfying and retaining them. Although guests were not participants in this research, 
some managers perceived that they recruited based on what guests wanted – that is, 
having young, good looking line staff serving them. With assertions such as:  
 

Of course, it’s the guests who want that! They are the ones who want to see 
young, pretty faces in front of them! So, give the guests what they want … 
this is good for business! (Mid Mgr Sing 12)  
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We’d like to see more staff with model-like looks … guests like that! (Head 
office Exec Syd 8)  

  
Managers involved in recruitment believed that their recruits ought to reflect what 
they thought guests want. Some recruiters took this further purporting that it was 
society in general who were enamoured of aesthetically pleasing frontline staff. These 
attitudes towards recruitment coincide with Schwartz’s individual motivational value 
of self-direction (thought and action). Research results show that these recruitment 
traits were not directives from the organisation but were also presumed not to be 
condoned by senior management. These results suggest a covert selection process 
based on a premise that guests and society preferred young, good looking frontline 
staff with the added benefit that it was also beneficial to business.   
  
In continuation with the context of this research objective, using the PECE acronym 
representing elements of culture, the following section is an abridged account of the 
findings in both hotels on a preference for youth in guest facing roles (chapters 5 and 
6), so addressing the research question.  
  
7.3.2 A preference for youth in the frontline   
 

 The research results demonstrate that there was a dearth of older frontline, guest-
facing entry-level workers in the two hotels in this study. Analysis of data (Chapter 6) 
revealed a range of reasons for this, which differed in Sydney and Singapore.   
  
Sydney specific  
 

Particularly in Sydney, findings show that middle managers and departmental heads 
who were responsible for recruiting members into their teams were of the same 
generational cohort (Gen Ys), with only a marginal age difference between them. 
However, managers appeared to distance themselves from their subordinates, 
referring to them to as “… these young people” and “this generation”, displaying a 
propensity to an age paradox.  
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Because interactive frontline workers were younger, there was the tendency to hire 
staff in the same age group so that they would “fit in” with their colleagues. There 
were suggestions of cognitive bias where employment decisions were made on past 
experiences when “older” staff were employed. Sometimes, decisions not to employ 
mature workers were made on the basis of anchoring bias – recruiters’ own 
judgement being biased by poor experience of their colleagues. In this context, while 
some mature workers from comparable industries were hired, they did not remain 
long because of their own misconception of the nature of their job in the hotel.  
  
The hotel in Sydney also had a younger workforce because of socio-cultural norms 
whereby they started working as casuals or part-time employees at various jobs at a 
younger age. Some employees worked in the hotel as it was seen to be an easier 
avenue of entering the workforce. They did not necessarily have the desire to forge a 
career in this industry, often using the job to earn money while also studying for a 
career in a different field. Although there was a socio-cultural stigma of mianzi of 
working in an interactive service industry among some cultures, it was considerably 
less than in Singapore and often overcome by hotel staff choosing to follow their own 
path, disregarding familial influence. From a socio-political viewpoint, minimum 
wages were stipulated and although the government provided financial incentives to 
employ mature workers, unsurprisingly there were no staff over the age of 40 in the 
two frontline departments in Sydney.   
  
Specific to Sydney (and Australia-wide), values of the organisation were embedded in 
a program called People-ology, dubbed as “a way of being” that encouraged 
empowering line staff. The curious conflation of youth and innovation was the 
interpretation that only youth can be innovative.  
  
Singapore specific  
 

Socio-culturally, due to a strong social aversion and stigma against interactive 
service jobs, together with cultural attributes of embeddedness, tradition, 
conformity and harmony, there was a lack of local Singaporean applicants for entry-
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level positions. From a socio-political viewpoint, although there were no stipulated 
minimum wages, there were restrictions on the number of foreign workers 
permitted to be employed in the hotel, requiring a careful balance of the number of 
migrant workers on work permits.  
  
The average age of front-office employees at 28 years, and food and beverage 
employees at 26 years, was higher than their Sydney counterparts (24 and 22 
respectively) due to starting work at an older age and mandatory National Service for 
Singaporeans. Additionally, departmental heads were also considerably older, at 54 
and 37 years respectively, than those they were supervising and their Sydney 
counterparts, who were both 28 years of age. Another reason for a higher average age 
was that, generally, Singaporeans joined the workforce at a later age, preferring to 
concentrate on their studies, many completing tertiary studies prior to joining the 
workforce, and a reduced turnover rate as compared to Sydney where employees 
were more transient. Having a degree was yet another reason to avoid entry-level 
service-oriented jobs. There were however some “older” people working in the 
frontline, a typical example being Aunty Mary* who was in her early 70s.    
  
Common to Sydney and Singapore 
  
Both cities claimed that the clichéd expression “hire for attitude and train for skills” 
influenced how they hired staff. New, young recruits to the industry could be trained 
in accordance with the needs of the organisation so ensuring inculcation of 
organisational values and P-O fit. There were underlying cognitive and anchoring 
biases of ageist attitudes in citing the benefits of young staff, one of which was the 
ability to carry out physical tasks for lengthy periods. Some respondents suggested 
that it was the guests who preferred youthful looks and lookism was believed to 
appeal to the senses and heighten the overall service experience. Using the stage 
metaphor, three players are responsible for a heightened experience: the 
organisation, by providing a conducive servicescape (stage); staff as performers on 
the stage; and guests who interact with staff and co-produce the experience. Another 
intriguing interpretation was that of the brand itself. Some recruiters felt that being a 
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“young brand” and catering to young families resulted in the need for a young 
workforce, what Ruzzier, Terglav and Kaše (2021, p.11) term “employee-brand fit”.   
  
At both the organisational and industry levels of culture, despite the discourse on 
seeming benefits of hiring mature workers, the hotels in this study have been unable 
to follow through successfully. The results in Theme 2, Criteria affecting recruitment 
in the hotel sector (Section 5.4), offers four reasons.  First, a lack of applicants in this 
age group. Second, those who were employed from allied service sectors found that 
the job did not suit their needs nor was it to their expectations, resulting in them 
leaving soon after joining. Third, the possibility of recruiters stereotyping this age 
group as being unable to perform the physical nature of the work and fourth, mature 
workers not “fitting” the lookism profile with comments such as “We’d like to see 
more staff with model-like looks running around” (Head office Exec Syd 8) and 
“guests … want to see young, pretty faces in front of them” (Mid Mgr Sing 12). There 
is also the possibility of anchoring or conformational bias, cognitive or subjective 
biases by younger departmental managers based on either personal experience of 
those they hired or being cognisant of similar experiences of their colleagues.  
  
In the main, among respondents, there did appear to be a preference for good looking 
youth in the frontline that was culturally driven at the national level as well as values 
at the individual level. While some respondents overtly justified their views, there 
were also covert actions that suggested recruitment bias. Although only some such 
actions were culturally based, results showed that national and individual culture 
does play a role in recruitment.  
  
Having explained how the research objectives that summarise and encapsulate this 
research were achieved, the next section explicates the theoretical and practical 
contributions of this investigation.  
 

7.4 Contributions of this study  
  
This section offers theoretical contributions to literature and practical contributions 
to managers working in the hospitality industry. By inducing reflexivity, that is 
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replicating the position and understanding of the researcher in knowledge creation 
for management studies (Fournier & Grey 2000), some of these contributions to 
theory challenge traditional assumptions (Akella 2008).    
  
Theoretical contributions are set out in three parts: Section 7.4.1 below, Findings that 
contribute to literature, is based on a conceptual framework that contributes to and 
extends literature on the hotel and hospitality industry. It presents alternate views to 
extant literature on the perceived idiosyncrasies in hotel culture as elucidated in 
chapters 2 and 6. As ‘culture’ is the bedrock of this study, Section 7.4.2 offers a 
modified diagram (Figure 7.1) of Hofstede’s (2001, 1980) levels of culture “onion” for 
the purpose of presenting, analysing and discussing the findings. This diagram shows 
the layers of culture in the context of the hotel and hospitality industry. Section 7.4.3, 
A diagrammatic archetype of this study, then introduces a model representing this 
research. Together with these figures, contributions towards applied management in 
the hotel industry are submitted in Section 7.4.4.   
  
7.4.1 Findings that contribute to literature  
  
Using a combination of essentialist, functional and negotiated approaches to culture, 
this research took a holistic approach to culture – that culture is a combination of 
complex values, beliefs and practices embedded in a society. Among the significant 
findings that are underrepresented in the literature is what this study termed ‘the 
cultural glass ceiling’ which could be self-perpetuating.   
  
Schwartz’s individual value types of tradition and conformity, country-level 
dimensions of embeddedness and hierarchy and Hofstede’s dimensions of power 
distance and collectivism, appeared to stifle ambition and growth within a certain 
community or society due to the perception that senior positions were not to be 
aspired to or destined for them.   
 

In Singapore, it could be the persistence of colonial attitudes where the British 
divided labour by ethnicity, resulting in socio-political and sociocultural concepts of a 
historical legacy of suppression. The overall result, that certain jobs are suitable for 
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certain people, can be correlated with social identity and role theories and extended 
to include the theory of planned behaviour (Ajzen 2020; Ajzen & Schmidt 2020; 
Fishbein & Ajzen 2011; Ulker-Demirel & Ciftci 2020). This theory is pertinent to both 
the employer and prospective employee who engage in behaviours attributed to them 
shaped by societal culture. Employers engage in behaviours of subjective norms with 
what they are familiar with, normative beliefs where an expected behaviour is to be 
conformed with (Ajzen 2020; Fishbein & Ajzen 2011), societal influences and 
anchoring bias. Hence, these behaviours are shaped by external and internal factors 
determining values, attitudes and behaviours inculcated in culture and social norms. 
Reciprocally, personal values of all stakeholders actuate behaviours.    
  
The cultural glass ceiling was also noticeable in Sydney but manifested differently. 
Recruiters felt that certain migrant communities were better suited to particular jobs. 
Comments such as “… these people are good for housekeeping” (or other back-of-
house areas) personify Schwartz’s power values that include exploitation resulting in 
dominance over people and resources. While this may not be intentional, both cases, 
Singapore and Sydney, were redolent of recruitment and anchoring bias. Moreover, 
such attitudes concerning recruitment can also be linked to culturally endorsed 
leadership theories such as GLOBE’s cultural leadership styles where cultural values 
and practices at both the national and individual level influence decision-making. 
One such GLOBE leadership dimension is self-protective leadership, closely aligned 
with individualistic cultures (Stephan & Pathak 2016), where a leading concern is to 
successfully meet their objectives and interests while being procedural so reducing 
uncertainty and saving face (Dorfman, Hanges & Brodbeck 2004; Stephan & Pathak 
2016). Employment processes steeped in social identity, roles and social 
categorisation often provide self-fulfilling outcomes. Hence, recruitment bias will 
occur in hotels (or other such workplaces) where the construct of the cultural glass 
ceiling is prominent.  
  
While coming out of the various restrictions and lockdowns due to the ‘COVID-19 
effect’, many industries are still trying to re-hire staff who were laid off at the height 
of the pandemic. The hotel and hospitality industry is one such example. To ease the 
burden on industries facing a staffing crunch, a temporary relaxation of the 
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regulations to the hours international students are permitted to work (Department of 
Home Affairs 2022a) has been introduced. Additionally, the Australian Government 
is also increasing the migrant intake (Department of Home Affairs 2022b) and 
permitting migrants on short-term working visas.  
  
Among other characteristics of the hotel and hospitality industry, Section 2.3.2, 
Hospitality, image and perceptions and Section 6.7.2, Norms of the industry, 
discussed the poor overall external and internal image of the hotel sector. Some 
included the impression that entry-level workers are poorly skilled, poorly paid and 
that hotels rely on contingent labour due to seasonality of business resulting in poor 
job security. However, findings in this research did not necessarily support with these 
clichéd characterisations.  
  
Perceptions of hospitality as an industry that lacked a skilled workforce   
This research has identified an area dissimilar to extant literature; not readily 
supported in this study is the accepted notions that the hotel industry employs people 
who lack skills or qualifications (e.g., Adhoch 2019; Baum 2019; Brien, Thomas & 
Brown 2017; Mohsin, Lengler & Kumar 2013). These prevailing views of being an 
‘uneducated and unskilled’ workforce were discussed in Section 5.3.1, National 
cultural dimensions and individual motivational values, and Section 6.3.2, Soft skills 
and the service encounter. However, data verified that although the frontline 
workforce in both hotels in this study primarily consisted of young employees, an 
assortment of skills grouped as soft skills, including heightened presentation skills, 
emotional and cultural intelligence, cognitive and communication skills, were 
expected and necessary to be considered for employment in the hotel. Research 
participants often referred to these soft skills as “attitude”. Participants claimed that 
while technical skills can be learned on the job, if this collective “attitude” was 
lacking, prospective employees could be considered unsuitable. It could therefore be 
surmised that the applicants’ “attitude” (a misnomer for soft skills), was given more 
importance than hard skills as mannerisms and behaviours affect the quality of 
guest-facing interactive services. Additionally, there was agreement by some 
participants that applicants who had formal educational qualifications specific to the 
hotel and hospitality industry were preferred, with Head office Exec Syd 8 explaining 
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that they would “like [to employ] hotel-school graduates in our region”. In this 
context, there were over 100,000 students studying hospitality-related courses 
(Employment Trends 2018) as reported in Section 6.7.2.   
  
Low rates of remuneration  
 
Another finding of this research varying from extant literature is that of 
remuneration to frontline staff. Reviewed in Section 2.3.2 and discussed in Chapter 
6, pay scales have been a controversial issue in the hotel industry. Going against the 
generally acceptable position that hotels are poor pay masters, frontline workers, 
particularly those employed on a casual basis in Sydney, considered their wages to be 
“good”, as they were paid on the basis of a minimum wage stipulated in the award 
(recorded in chapters 5 and 6). Although those in Singapore were paid less than their 
counterparts in Sydney, there was still overall agreement that line staff in Singapore 
were content with their rates of pay.   
  
What appeared to frustrate frontline staff, particularly in Singapore, was not so much 
rates of pay, rather senior managements’ unkept promises of revising pay rates so 
contravening the psychological contract. This caused a lack of trust in management 
and manifested itself in dissatisfied workers resulting in poor morale and staff 
attrition. In Sydney, pay at entry-level positions was comparable to, and in most 
cases better than, other industries as evidenced in the award published by the Fair 
Work Ombudsman (2020) and an article entitled “Australia’s most applied for jobs” 
(2020). In the main, indications were that line staff at both research sites were 
satisfied with their rates of pay.   
  
Conversely, and not commonly specified in the literature, it was those at more senior 
levels who felt that their remuneration did not reflect the effort they put in. Odd 
hours at work resulting in poor work-life and family-life balance, work-family-
conflict, extended working hours with expected face time with guests and a high cost 
of living in both cities resulted in emotional exhaustion, stress and burnout (sections 
2.3 and 6.7.2). Remuneration also related to the stages in the lifecycle of employees 
with “older” employees suggesting that their pay was inadequate. They did, however, 
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agree that they could expect a similar rate of remuneration in comparative jobs 
outside the hotel industry and without the idiosyncrasies of the hotel industry.  
  
Aesthetic labour  
 
Findings from this research have identified another area that does not support 
current literature (Section 2.4) – that of aesthetic labour and corporeal body 
attributes. These traits are deemed by management to be important criteria for 
employment. The perception is that these attributes have sensory appeal to the guests 
and helps heighten the overall service experience, increases consumption and 
encourages repeat customers. Findings of this study indicated that some research 
participants claimed that it was guests who wanted to see young, good-looking 
attendants serving them. As guests were perceived to have commercial power over 
the business, managers appeared to oblige by fulfilling guests’ desires. This was 
addressed in Objective 3 (Section 7.3.1) and Section 7.3.2. Because guests were not 
participants in this study, further research is needed to ascertain guests’ acuities 
using empirical methodologies.  
  
Certain research respondents believed that because the hotel brand in which this 
research was conducted was classed as a “young brand” that employing young staff 
would reflect both the brand personality and attributes, so fitting in with guests’ 
needs. This accords with hotel brand management dictums where the hotel’s brand is 
conflated with their clients’ personalities, attributes and imaging of themselves.  
 
Seasonality and mobility of labour  
 
In the literature, hotels are often seen as having distinct periods of brisk business. 
However, globalisation and ease of travel has brought about year round travel for 
business and leisure even in resorts popular for winter sports or seasonal climatic 
conditions. In keeping with this, findings point to seasonality of business becoming 
less of a criterion, particularly in gateway locations such as the two hotels in this 
study. There were minor drops in room occupancy and food and beverage business, 
but not enough to greatly impact employment opportunities or earnings. It is likely 
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that this trend will continue for some time in non-gateway venues to satisfy the pent-
up demand of travellers in the post-COVID period. Exceptions may include venues 
that cater exclusively to winter sports such as those referred to in Chapter 5.  
  
Gap in the SERVQUAL model  
 
This study contributes to cultural application and understanding of service gaps in 
the SERVQUAL model described in Section 2.2.1. Guest expectations from different 
cultural backgrounds of service standards and other requirements that were once 
evident are not as clear-cut now due to globalisation, an international labour force 
and frequency of travel. However, values and cultural traits of different societies and 
ethnicities are still noticeable. The outcome of global proliferation could result in an 
additional service gap: a combination of managing expectations, meeting and 
exceeding expectations and ensuring that staff possess and are trained in emotional 
intelligence to recognise the needs and expectations of guests from various cultural 
backgrounds. This contemporary gap, termed by this research as an “innovative 
cultural gap”, requires innovations to suit cultural needs of guests and staff, so 
contributing to the experience economy. As service and culture share the element of 
intangibility, cultural dimensions and norms are constructs that are difficult to 
measure. Therefore, applying this additional service gap in the SEVQUAL model can 
assist in minimising guest dissatisfaction and heightening the service experience.  
  
The construct of “attitude” in the hotel context  
 
As explained in Section 6.9 and in the narrative above, “attitude” appeared to have 
numerous meanings and connotations in the context of hotel jargon. It appeared to 
be an all-encompassing word including almost everything that lacked singular 
explanation. Behaviours, speech and stereotyping, among other actions and personal 
factors such as how the interviewee spoke and general demeanour, were all dubbed 
“attitudes” that influenced how recruiters selected staff. The context of the word 
seemed to go beyond notable authors Ajzen (2020; 1985), Ajzen & Schmidt (2020) 
and Ajzen and Fishbein’s (2005) two classifications of the word – towards physical 
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objects and behavioural stimuli towards these specific objects. This study postulates 
that attitudes are a manifestation of values.   
  
Furthermore, Figure 6.2 proposed that attitudes and motivational values influence 
culture as behaviour is shaped by values and culture. Paradoxically, while recruiters 
predominantly examine observable mannerisms of prospective applicants in a brief 
job interview, it is the subconscious, unobservable beliefs and mannerisms of the 
recruiters themselves that determine which applicants to hire. In the context of this 
study, and as discussed in Chapter 6, it can be concluded that these “layers” of beliefs, 
social norms and mannerisms (behaviours) are reflected in culture at any or all 
levels: national, occupational, organisational and individual, and are influenced by 
the PECE sociological elements (socio-political, socioeconomic, socio-cultural and 
environmental/locational). Hence, Figure 7.1 below contributes to literature in the 
hospitality arena by differentiating between levels and layers of culture, conceptually 
framing and portraying layers of culture at any level.   
  
This study therefore advances the concept of “attitude” in two ways: firstly, by linking 
attitudes to culture and values and how culture can be shaped, as demonstrated in 
Section 6.9.1. Secondly, because “attitude” has no single definition – it is the context 
in which the word is used in the hotel environment that signals its meaning. There do 
appear to be mixed indications among recruiters as to what they deem important. 
While most claim that they “hire for attitude and train for skills”, others contradict 
this and lament the lack of skills among applicants. There are also those who 
maintain that “it does help if you are good looking [in the frontline]” (Mid Mgr Syd 
13) indicating that lookism does matter during the recruitment phase. How 
“attitudes” are perceived in the hotel industry is an emergent finding and implication 
of this study and requires further research given its importance in recruitment of 
applicants for frontline interactive roles. Table 7.1 summarises these contributions to 
literature together with those that apply of managerial practices (see pp.349-351). 
The following sections offer a theoretical framework to this study of culture in the 
hotel and hospitality industry.  
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7.4.2 A model of layers of culture  
  
One of the two frameworks used in this study to lay out (Chapter 5) and disseminate 
the data (Chapter 6) was levels of culture – national/country, industry/occupational, 
organisational and at the individual/personal levels (Figure 5.2). This study contends 
that each level consists of layers of culture. Having reviewed the literature in Chapter 
3 and discussed the application of culture particularly in relation to the hotel and 
hospitality industry in Chapter 6, culture at different levels is accepted as being an 
amalgam of values, rituals, norms, beliefs and shared meaning among a community. 
In relation to this study, “community” relates to the society that make up the hotel 
and hospitality industry where “… all hotels are the same! It’s the same thing, just in 
a different place” (Mid Mgr Syd 10). However, there does not appear to be much 
discussion in the literature on these layers of culture, especially in relation to the 
hotel and hospitality industry. Referring to Chapter 3 and borrowing from and 
modifying Hofstede’s (2011) “onion” layers of culture, combined with Hall’s (1976) 
cultural iceberg and Schneider, Barsoux and Stahl’s (2014) “ocean” levels of culture 
analogy, Figure 7.1 below proposes that there are consistent layers of culture in all 
levels of culture.   
  
Emanating from data and results of the study, Figure 7.1 below offers a nuanced 
model of cultural linkages of layers of culture. This study proposes three layers of 
culture: the visible or observable outer layer; the middle layer, which is not 
observable but actors are conscious of their actions; and the innermost layer invisible 
to all where the actor’s actions are one of reflex and often unconsciously performed. 
Values migrate between all three layers and realign with the motivation so that the 
same value can affect any or all layers of culture varying in intensity, depending on 
the motivation and environment, hence the possibility of change in behaviour. 
However, the foundation of the various layers of culture is generally the innermost 
layer – why we do the things we do without conscious thought or action leading to 
how the actor behaves in the different layers depending on circumstances.   
  
For example, the visible outer layer of culture at the national/country level includes 
servicescape of the venue, language spoken, dress, food, traditions and rituals 
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determining how hospitality is practiced in different parts of the world. The middle 
layer is more aligned with emotions, leadership styles and communication, including 
organisational values (e.g., People-ology in this study), determining culture in 
hospitality. The innermost invisible layer consists of intuitive practices and values 
such as the various cultural dimensions proposed by Schwartz, Hofstede, GLOBE and 
other theorists that determine the culture of hospitality. To illustrate, this inner layer 
influences the interaction between guests and deference towards elders, thoughts, 
actions and beliefs that are intrinsic to their culture, genuine hospitableness and 
providing hospitality imparted on impulse without condition. ExCom Sing 1 provided 
an example of how culture of hospitality differs from one society to another when he 
said, “Asian hospitality culture… [that is] inherent in their culture”. This insight on 
why hospitality is practiced in certain ways in different environments and locations 
contributes to the literature of culture focusing on hospitality.   
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In keeping with the interpretive approach, the model proposed in Figure 7.2 below 
offers an insight into how culture can be seen in the context of hotels. This thesis 
adds to the construct of culture in that although still an intangible, it can be felt on 
the emotional and cognitive levels particularly in the hotel industry. This is because 
culture is reflected in the servicescape and the performance of staff resulting in the 
overall experience sensed by guests in that venue.   
  
Culture is dependent on how staff perform their acting role (emotional and cultural 
intelligence), and how the servicescape (design and physical environment including 
aesthetic labour) support and enhance these performances. By virtue of the upper 
echelon theory (e.g., Ali et al. 2022; Bassyouny, Abdelfattah & Tao 2020; Carpenter, 
Geletkanycz & Sanders 2004), senior staff set the theme, i.e., values, and all other 
stakeholders contribute to that theme, be it in a positive or negative manner. 
Together they constitute the culturescape of the hotel (culture in hotels). In 
addition, sociocultural changes advocated in generational theory and frequent 
changes in trends and fashions, force hoteliers to refurbish and renovate so 
changing their servicescape to meet contemporary demands of a new wave of guests 
(and staff). Employment attitudes are also reflected in these changes, for example in 
lifestyle hotels that are geared to the needs and requirements of current generations 
(late Gen Y, Millennials and now Gen Z) by way of coworking spaces, room design 
and unique experiences (Baek, Choe & Ok 2019; Florida 2002; Wu 2021). 
Therefore, as revealed in this research, culture determines and is simultaneously 
determined by dynamic socio-political, socio-economic, socio-cultural and 
environmental/locational (PECE) changes.  
  

From the narrative above and using the dual framework of levels and elements of 
culture, Figure 7.2 below presents an assimilation of these constructs to form a 
working model of hotel culture. In doing so, it contributes to literature by 
demonstrating the consequences of culture and how culture affects decision-making.   
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This section has presented theoretical contributions to literature on hospitality by 
providing two models on how the findings of research in this dissertation affects 
culture, particularly in relation to how decisions on the employment of frontline staff 
are affected by cultural influences in the context of the hotel industry. The next 
section provides practical applications of the study in hotels.  
  
7.4.4 Practical applications to the hotel industry  
  
This study brings to light the phenomenon of culture and the role it plays in 
recruitment decisions on who is hired to work in entry-level interactive guest facing 
roles in the hotel industry. Results show that regardless of cultural divergences from 
one place to another, lookism is one aspect that appears to play an important role in 
these decisions due to the “culture of beauty” (Wolf, 2002 p.5) and belief that “what 
is beautiful is good” (Chelcea & Ivan 2016, p.39). Poor appearance is seen as an 
“obstruction” to employment (van den Berg & Arts 2018) and during interactive 
service encounters. However, this section takes an alternate view of the practical 
application of hotel culture.   
  
Despite the rhetoric on the benefits of “older” mature workers and age diversity, 
hotels in this study have not capitalised on the benefits of employing this cohort of 
workers. Practical benefits of employing mature staff (e.g., Gerpott & Lehmann-
Willenbrock 2022; Kusluvan, Kusluvan, Illhan, & Buyruk 2010; Parker & Andrei 
2020) could improve service standards, benefit productivity and enhance the overall 
guest experience (sections 2.4.2, 5.4.6, 6.9). Furthermore, there could be heightened 
awareness of how the hotel industry is perceived and changes to this image could 
make it more attractive to a wider range of potential employees. Cultural awareness 
and training among the managerial level on how to interact with diversity, 
particularly among staff, could help in reducing staff turnover and improve the 
service encounter and guest relations. This would also increase the awareness among 
managers as to what could constitute discriminatory hiring practices in different 
cultural settings, regardless of the legislative frameworks or cultural biases inherent 
in the national psyche. Managerial strategies can be adapted to the needs of the 
workforce and hotel managers can focus on meeting their employment expectations.   
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hospitality and tourism businesses. It first considers employment and job 
opportunities in the hotel industry. It then examines salaries and benefits and finally 
the effect of technology on interactive service. As academic research in the “COVID-
19 effect” is still developing, this section is informed by discussions in industry and 
trade journals and magazines and topical online trade newsletters and blogs from a 
number of sources. Some such sources include Hotel and Lodging SmartBrief, Hotel 
News Now (CoStar), eHotelier, HVS, Hospitality Magazine, HOTELS News and 
Views, AccomNews and Travel Weekly.   
  
7.5.1 Employment and job opportunities  
  
Recent articles and trade research in online industry magazines indicate that there is 
currently, and will be, a shortage of labour in the hotel industry. While these articles 
hint at a lack of trained staff, they also specify that there is a dearth of applicants for 
interactive service jobs in hotels. Having established that hotels are influenced by 
macro forces at the national level, and micro forces at the organisational level (levels 
of culture, Figure 5.2), this creates both opportunities and threats for employees and 
organisations. Additionally, the withdrawal and closure of many university-based 
hospitality and tourism programs will exacerbate skilled labour shortages. Head 
office Exec Syd 8 suggested that hiring employees with academic qualifications in 
hotels and hospitality provided prospective employees with a grounding in the hotel 
industry. Additionally, as it was a conscious career choice, there was also the scope of 
longevity of these employees. However, cessation of these courses by universities for 
short-term benefits could have a negative effect on future employment opportunities, 
fostering the negative image that hotels employ unskilled workers.   
  
As the tourism, hotel and hospitality industry is among the last to reopen fully after 
the pandemic, it presents opportunities for those previously employed in the industry 
to seek work in other industries or sectors that are currently functioning. Since 
advanced economies are dominated by the service sector (Warhurst & Nickson 
2020), employees with prior guest service-oriented experience would likely have 
better opportunities, opting for new careers and gaining employment in other 
customer-facing industries. This is a threat to hotels as it implies that experienced 
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staff are leaving the industry to be gainfully employed elsewhere. Opportunities 
created are twofold. First, hotel organisations can employ those who are currently 
undergoing formal educational qualifications and will be seeking employment when 
the hotel and hospitality industry reopen fully. Not only can hotels get applicants 
educated in the vocation of their choice, but these employees can also be trained to 
the needs and standards of the hotel (i.e., “trained for skills”) so creating a P-O fit. 
This opportunity will, however, very likely result in younger employees so 
perpetuating younger looking employees in the frontline. For instance, the hotel 
organisation on which this study was based is currently offering over 1,000 career 
opportunities assumedly aimed at younger employees in Australia and New Zealand 
(Hospitalitynet Press release 14th June 2021).     
  
Second, by understanding and adapting to the needs of the contemporary workforce, 
hotels can reassess their job requirements. Making working hours more flexible and 
attractive for potential employees would perhaps provide opportunities to a greater 
pool of applicants who seek flexible and perhaps shorter hours of work. Work shifts 
can be suited to the employee rather than the employee being suited to a rotating 
roster. Both mature workers and the new generation of employees (Millennials and 
Gen Z) value flexible work practices and work-life balance (Barko 2018; Ferdous, Ali 
& French 2021). Interviewees in this research hinted on hiring mature workers who 
could work flexible shifts and, rather than discounting the contributions 
international students can make despite their limitations of a 20-hour work week 
during study terms, employers can give this option more thought. Gragnano, 
Simbula, and Miglioretti (2020) identified that the relationship between flexible 
work practices, work-family conflict and job satisfaction were more conducive to 
mature, “older” workers as values and attitudes change over time (Parks & Guay 
2009).   
  
Although the Australian Fair Work Act 2009 and Carer Recognition Act 2010 provide 
clauses for flexible work practices, they have been poorly adopted by the hotel 
industry as evidenced in this study. On the other hand, an opportunity is created by 
what is now being touted as “The Great  
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Resignation” (e.g., Kelly 2021a; Parker-Brown 2021) referring to employees in all 
industries leaving their jobs in search of alternative careers. This social phenomenon, 
arguably where employees are seeking more conducive work environments, 
enhanced by the “COVID-19 effect”, can also be linked to the PECE elements used in 
this study. The seeming shortage of available labour provides an opportunity for 
hotels to adopt flexible work practices (Ferdous, Ali & French 2021) benefiting both 
workers and the organisation. Not taking this into consideration may be a threat to 
hotels as workers with changed motivations and values can opt to work for other 
employers for whom these practices are significant.   
  
Anecdotal evidence shows that some hotels and restaurants are re-employing mature 
workers. Some mature workers either want to or have been forced by circumstances 
to change careers and jobs. A recent Weekend Australian Magazine article by Harari 
(2021) substantiated not only a dearth of hospitality workers but also the opportunity 
for mature workers to join the industry. Additionally, they are also hiring service-
oriented staff from ancillary and related industries including airlines.  
  
7.5.2 Salaries and benefits  
  
Due to competition among industries in the marketplace for staff, it is likely that one 
method to get staff is to offer higher salaries and better working conditions than the 
competitors. Although literature bestow hotels the dubious reputation of being poor 
paymasters, chapters 5 and 6 discussed how salaries are perceived by both line and 
managerial staff in this study. Findings reveal that for the most part, line staff felt 
they were well paid. In this context, it was apparent that the psychological contract 
between line staff and managers was breached resulting in frustration and labour 
turnover.  On the other hand, managerial staff believed that they are underpaid 
because of the days, hours and shifts they work, long periods of unpaid overtime, 
emotional and cultural intelligence and the constant need of emotional regulation 
resulting in mental and physical stresses. The COVID-19 pandemic has brought these 
aspects of the hotel and hospitality industry back into focus.  
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Hotels are considering how they can change their external image to present a more 
accepting view of hospitality and hotel employment.  According to some reports (e.g., 
Weinstein 2022a), hotels and restaurants are offering sign-up bonuses, more regular 
hours for full-timers at work without extended periods of “face time” (Zhao & 
Gheselli 2016, p.307) and “presenteeism” (O’Neil 2012, p.479) and in some cases 
flexible rostered hours. Regular training and career development programs fast-
tracking suitable employees for managerial positions are some of the schemes 
proposed. More attractive salaries are being offered to compensate for the nature of 
the work and also up to 10 weeks paid maternity and/or paternity leave (Weinstein 
2022b). However, this can result in exacerbating employee turnover and its 
subsequent consequences in terms of stability and added oncosts as staff become 
remuneration driven as opposed to seeing long-term career possibilities in a given 
organisation. Another possible disadvantage could be that in the medium to long 
term, a wage-war may ensue, aggravating the existing dysfunctions between supply 
and demand of hospitality labour ultimately proving to be unsustainable. Additional 
incentives being offered to entice staff include: transport to and from work, travel 
allowances and parking facilities either free of charge or at subsidised rates for staff 
who may travel long distances or alternatively are being forced to drive themselves 
rather than using public transport due to the “COVID-19 effect”; vaccine hesitancy by 
some people and poor public transport in some areas.   
  
In the context of improving facilities and benefits, it may be worthwhile for hotel 
managers to “think outside the square” and consider a four-day work week as trialled 
recently in Iceland. These trials were found to be ‘an overwhelming success’ resulting 
in productivity gains while not increasing the financial burden on employers or 
reduction in pay for employees (Villegas & Knowles 2021). Similar trials are ongoing 
in Spain and New Zealand (BBC 2021; Kelly 2021b). How PECE elements foster this 
change and how the overall levels of culture at the occupational, organisational and 
individual levels embrace these changes is an area of possible research.  
  
7.5.3 Changing guests needs and interactive service   
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Although not entirely attributable to ‘the COVID-19 effect’ but conceivably 
accelerated by the pandemic is the push for increased artificial intelligence and 
robotics in hotels with interactive service operations. This push was initially 
motivated and stimulated by the need to lower labour and operating costs and 
perceived increased efficiency. However, the move towards IT and artificial 
intelligence is now being justified not only due to the difficulty in attracting and 
retaining labour but also apparent guest and regulatory demands to reduce person-
to-person contact with predictions that “hygiene is a new competitive advantage” in a 
COVID-safe environment (Desenzani 2021).  
  
Four-and-five-star hotels are adopting technology-assisted virtual concierge services, 
contactless check-in and check-out services and delivery robots like the creatively 
named “Botlr” by Aloft Hotels (Rai 2017), “Connie” the robot-concierge at the Hilton 
and “Betty-bot” at the Marriott (Martinez & Cantor 2022) limiting manpower 
requirements, reducing wage-costs and simultaneously providing guests with a 
different experience. Food and beverage outlets use Quick Read (QR) codes in place 
of physical menus citing speedy ordering and payment and safety due to limited 
contact with servers.   
  
Some hotel managers argue that providing high-tech rather than high-touch points is 
to meet needs and expectations of changing demographics of guests with “touchless” 
points. While this may be so for certain demographics, particularly Millennials and 
Gen Z, and target markets such as business or leisure, predominantly five-star 
(upper-upscale) hotels tend to follow a more traditional service path. The “COVID-19 
effect” has nevertheless instigated a move in this direction by both organisation and 
guests who are eager to minimise contact points due to the highly contagious nature 
of the disease. Departments such as housekeeping, which traditionally relied heavily 
on the labour component, are increasingly moving to the use of technologies like 
robots and ultraviolet lights for disinfection to meet health and safety protocols, 
adhering to maintenance and refurbishment schedules. Hotel managers (and 
owners) need to balance high-touch human contact with high-tech mechanisation, IT 
and robots (Chestler 2016).   
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Although technology, robotics (artificial intelligence) and social robots (Kharub et al. 
2021; Wirtz et al. 2018) are gaining importance in the hotel and hospitality industry 
for reasons stated above, service is still mainly delivered by humans and evaluated 
via the SERVQUAL model (Kharub et al. 2021). Of the five dimensions in this model 
(reliability, responsiveness, assurance, empathy and tangibles), four are intangible. 
Because the intangible dimensions are difficult to measure accurately, these 
characteristics used to assess service quality, mainly in frontline service providers, 
are perceived subjectively by people of different cultures (sections 2.2.1, 2.4) and 
therefore have a cultural content applicable to both service providers and guests and, 
according to Långstedt (2021), values change, too.   
  
Another area attributed to changing needs of guests is that of hotel design (Jackson 
2019; Skift 2019; Wittmann-Wurzer & Zech 2019). Accommodation rooms are being 
designed to have minimal but functional furniture allowing for more space in the 
room. Colour schemes differ from traditional neutral colours. Co-working space is 
replacing traditional business centres and lobbies are being redesigned to utilise 
otherwise unproductive space to include revenue-generating bars and cafes. With 
personal laptops and digital devices, the need for and reliance on broad-spectrum 
Wi-Fi has added to this self-sufficiency need of guests. Lifestyle hotel brands are 
proliferating to meet the needs and preferences of newer clients (Baek, Choe & OK 
2020; Florida 2002) including moving to budget service models. Millennials, those 
born between 1977-2000 (Grewal & Levy 2018), who were predicted to comprise 50 
per cent of the world’s hotel guests by 2020 (Ganatra 2016), no longer consider these 
innovations as novelties but as essentials.   
  
However, despite changes and emerging themes in hotels and the wider hospitality 
industry, aspects such as leadership and the need for emotional and cultural 
intelligence and emotional regulation by both managers and staff remain essential 
components of the job. Organisational and individual hotel culture depends on how 
leaders and managers oversee a diverse workforce and guests. This underscores the 
need for cultural intelligence, tact and emotional regulation – necessary components 
of the job for both managers and staff. Conversely, the impact of COVID-19 pandemic 
often necessitates the use of face masks, which hamper facial expressions and service 
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evaluation, making it more difficult for frontline actors to perform their roles and 
enact emotional intelligence, all of which affect guest experience. David Kong, ex-
CEO of Best Western Hotels, reiterated the paramount need to create guest 
experience and meet the changing demands of contemporary hotel guests (Hotel 
News Now 2021).  
  
Requirements of the hiring process perhaps needed re-evaluation due to the 
changing socio-cultural character of the new workforce and clientele, while still 
maintaining the image of the hotel brand. Having stated how this study contributes 
to the dual fields of literature and practical managerial practices conjointly and in 
tandem with recommendations emitting from the contributions, the summary below 
isolates the recommendations. 
 
7.5.4 Recommendations emitting from contributions to this study and 
emerging themes 
 

Because the recommendations in this dissertation were built into, and in tandem 
with Sections 7.4 and 7.5, this section précises the suggestions and proposals. 
 

• Ascertain guest’s acuities using empirical methodologies (p.338). 
 

• A contemporary sixth service gap termed an “innovative cultural gap” in this 
study can be included in Berry, Zeithaml and Parasuraman’s (1990) classical 
SERVQUAL model (p.339). 

 

• How “attitudes” are perceived in the hotel industry is an emergent finding and 
implication of this study and requires further research given its importance in 
recruitment of applicants for frontline interactive roles (p.341). 

• Employees, irrespective of age, be offered a more flexible roster to lure a 
mature workforce that would benefit the business, reduce turnover while also 
maintaining knowledge and experience in the business (p.347). 
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• By understanding and adopting to the needs of the contemporary workforce, 
hotels can reassess their job requirements. Work shifts can be suited to the 
employee rather than vice-versa (p.353). 

 

• The seeming shortage of available labour provides an opportunity for hotels to 
adopt flexible work practices (Ferdous, Ali & French 2021) benefiting both 
workers and the organisation. Not taking this into consideration may be a 
threat to hotels as workers with changed motivations and values can opt to work 
for other employers for whom these practices are significant (pp.353-354). 

 
• In the context of improving facilities and benefits, it may be worthwhile for 

hotel managers to “think outside the square” and consider a four-day work 
week as trialled recently in Iceland. These trials were found to be ‘an 
overwhelming success’ resulting in productivity gains while not increasing the 
financial burden on employers or reduction in pay for employees (Villegas & 
Knowles 2021). How PECE elements foster this change and how the overall 
levels of culture at the occupational, organisational and individual levels 
embrace these changes is an area of possible research (p.355). 

 
Having detached and collated recommendations from the contributions of this study 
and emerging themes, the next section suggests some limitations to this study while 
indicating directions for future research.   
 

7.6 Limitations of this research and directions for future research    
  
Having taken a pragmatic and qualitative approach to this study, the methodology 
was limited in size by only two case studies, both in gateway locations. Although 
qualitative research enables and facilitates generalisation, perhaps expanding the 
scope of cases may assist in increasing the scale of respondents. This study conducted 
a total of 28 interviews and 22 focus group participants from two hotels under the 
same brand in two culturally different countries. Increasing the number of hotels of 
different brands, would broaden the depth and richness of data, particularly culture 
at the organisational level. To maintain parity, it would, however, be necessary to 
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ensure that all hotels are of the same star-rating and comparable in size, business, 
revenue generated and organisational structure. While replicating the methodology 
of this study, further research may also benefit by including a case study from a third 
country, hotels in second-tier cities and regional areas so permitting wider cross-
cultural comparisons from a cross-section of population and environments.   
  
From an epistemological position, further research may benefit by engaging with 
hotel owners and members of the board of directors to obtain their perspectives on 
aspects of employment that they deem important and may be influenced by business 
ownership models. With a proliferation of brands and lifestyle hotels in 
contemporary times, owners may be able to contribute by relating the employment 
process with the brand they have opted to collaborate with. This would also help 
clarify the uncertainty surrounding what some staff believe a particular brand 
represents (sections 5.4, 5.4.3 and 6.5.1). Similarly, further research may also benefit 
from conversations with guests themselves, so getting their views on attributes they 
sought from frontline workers. As reality is co-constructed by various participants 
this would involve a wider scope of stakeholders.   
  
This thesis has argued that cultural factors influence the employment of young, 
aesthetically pleasing employees especially in frontline entry-level positions. It also 
supports Choy and Kandampully’s (2019) observation that the experience economy is 
co-produced by engaging guests in a given servicescape, as the service encounter is a 
conscious element of engagement between server and those being served. However, 
further research is necessary to understand which elements have a greater impact on 
customer engagement and experience. Hospitality is reflected in cultural tenets, more 
so in some countries than others. How the “new” hotel industry will manifest these 
tenets in regions hardest hit by the “COVID-19 effect” will also be an area of 
interesting research.   
  
Finally, the “COVID-19 effect” and how it affects the future of the hotel and 
hospitality industry requires further academic research, both in the practical 
managerial, theoretical and philosophical spheres. Having gone through extended 
periods of a lack of revenue, operating costs and returns on owners’ investment 
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would undoubtedly affect both owners and hotel management companies. On hotels 
getting back to their pre-2020 operating levels, it would be interesting to observe the 
composition of frontline entry-level employees. How guests react to face masks worn 
by staff and low touchpoints, especially in five-star hotels, is another area of possible 
research. Moreover, the debate raging over higher salaries and benefits over the 
medium to long term and how it affects the hotel industry in the macro sense needs 
to be studied. Since hotel operators are answerable to their owners, and both parties 
have financial interests in the business, the sustainability of higher wages while also 
training staff needs to be examined. A recent article by Fischer et al. (2021) assesses 
values post-COVID and emotional stability traits. Yet, practical implications of the 
“COVID-19 effect” could benefit from further research.  
  
7.7 Thesis conclusion  
  
This thesis has presented a cultural study on influence on employment of guest-
facing service staff in two culturally varied countries. Hotels were used as the setting 
for interactive service. The phrase “hotel or hospitality culture” had two connotations 
– the culture of hospitality and hospitableness displayed by a host to their guests and 
secondly, culture specific to the hotel industry (culture in hotels), or “the way we do 
things around here”. By applying Schwartz’s frameworks of values at the individual 
level and country-level dimensions, this study advanced the application of these 
frameworks to the hotel (and hospitality) industry. Schwartz’s theories were also 
reinforced discussing and utilising Hofstede, Project GLOBE’s and, to an extent, 
Hall’s theories to support the arguments made.  
  
This research has highlighted the complexity of culture at various levels. Findings 
indicated how stakeholders in both cross-cultural cities influenced recruitment of 
aesthetically pleasing young employees particularly in guest-facing entry-level 
frontline positions. Findings also indicated that participants assumed guests 
apparently indirectly influenced the recruitment process in favour of aesthetically 
pleasing frontline providers presumed to heighten guest-staff engagement and 
interactive service experience. A practical implication of this was an anticipated 
increase in revenue. From a methodological standpoint, the study demonstrated that 
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culture and employment were instrumental in the metaphorical actor-audience 
interactive setting. Using two symbiotic frameworks, that is levels of culture and 
sociological elements: socio-political, socio-economic, socio-cultural and 
environmental/locational (PECE), to synthetise these findings, a creative model 
entwining various components of culture affecting decision-making, including that of 
employment in the context of hotels was presented (Section 7.4.3). The study 
contributed to both theoretical and practical applications relevant to culture as micro 
social systems that are hotel specific and the macro environment of service 
organisations in both social and commercial settings.   
  
As a concluding statement, this research has established a link between employment 
attitudes in four-star hotels and the role of culture in the process of hiring staff. 
These links are shaped by levels and elements of various stakeholders and national, 
organisational and ethnic cultural dimensions.     
 

 
 
  
Epilogue  
In keeping with the contemporary nature of the hotel industry where owners invest in 
hotel and hospitality businesses in accordance with their business strategy (short-
term orientation or long-term investment strategy, trophy hotels (ego), etc.), the 
hotel in Singapore in this study was sold to a Singaporean consortium in 2019. 
Proceeds of the sale of the real estate are partly to be used to reinvest in another hotel 
business in Singapore. Buildings currently on the premises are to be demolished and 
redeveloped for mixed business, including a shopping centre, residential apartments 
and a branded hotel managed by another multinational hotel company (CDL 
Hospitality Trust; The Straits Times, Nov. 21st, 2019). In accordance with data and 
findings in this research, this also reinforces the power, control and authority 
(Schwartz & Bardi 2001) that owners wield over the management company who can 
lose their management rights contracts (sections 3.8.2 and 6.6.2).   
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This new hotel is geared towards the younger generation. This brand describes itself 
as “… we don’t take ourselves too seriously. But we’re seriously into showing you a 
good time with small but smart rooms, stylish communal spaces and bars you’ll love” 
(Moxy Hotels). This is in line with the discussion in Section 7.4.3. Also, in accordance 
with the data, it would be interesting to see if young guest-facing entry-level frontline 
staff are hired to meet the brand perception and how Ruzzier, Terglav and Kaše’s 
(2021) concept of internal (and external) employee brand-fit is communicated to the 
staff in keeping with brand identity. Given the criticality of staffing due to the 
“COVID-19 effect”, it would also be interesting to note if managerial rhetoric extolling 
the benefits and “attitudes” of “older” staff are followed through and employees such 
as Aunty Mary* play a role in future employment processes.  
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Appendix 2 Hospitality industry sector model 
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Appendix 4: Age of employees in the accommodation and food 
service industry as at November 2021 

  
Age  Sum of 

employed  
part-time  

Sum of 
employed 
full-time  

Sum of  
total  
employed  

Percentage  

15 – 19  240,900  18,000  258,900  30%  
  

20 – 24  106,800  46,900  153,700  18%  
  

25 – 29  37,800  57,200  95,500  11.09%  
  

30 – 34  23,700  42,300  66,000  7.74%  
  

35 – 39  23,200  42,300  65,500  7.68%  
  

TOTAL  432,500  
(50.72%)  

206,700  
(24.24%)  
  

639,600   74.66%  

  

Source: ABS (2022), modified from Table 1, EQ12 - Employed persons by age and 
industry division of main job (ANZSIC).  

https://www.abs.gov.au/statistics/labour/employment-and-
unemployment/labourforce-australia-detailed/latest-release#data-download  

  

  

  

  

  

  

  

  

  

  

  

  

Appendix 5: Timeline of Sydney data collection 
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Focus group 2:  
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    Syd 22     Syd 23  
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Front office  
Front office  
F&B  
Front office  
Front office  
Human 
resources 
administrator  

  
  
M  
M  
F  
M  
F  
F  
F  
  

  
  
5 years  
4 years 3 
years  
 4 
months 2 
years  
 9 
months  
2 years  
  

  
  
  
Line staff   
Syd 19 - 24  
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Focus group 1  
     Sing 16  
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F  
M  
M  
F  
F  
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1 year  
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Line staff  
Sing 16-20  

Focus group 2:  
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     Sing 22      Sing 
23  
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     Sing 25  
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Front office  
F&B  
Front office  

  
F  
M  
F  
M  
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2.5 years  

8 months  
9 months  
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Line staff  
Sing 21-25  
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Appendix 9: Six phases of Clarke and Braun’s (2014, 2013) and Braun 
and Clarke’s (2006) Thematic Analysis – modified for this study 

  
Phases of Thematic 
Analysis  

Application in this study  

  
Phase 1  
  
Familiarisation with data  

Carried out in three stages:  
a) During data collection (making notes in 

the field/reflective journal)  
b) While undertaking verbatim transcription 

of all recorded interviews and focus 
groups  

c) Frequent re-reading of transcripts   
  

  
Phase 2  
  
Generating initial codes  

Creating and organising meaningful 
groups based on the research question 
and subquestions. These codes were 
sorted and collated by:  

a) semantic themes (inductive)  
b) conceptual themes (deductive)  

  
Coding using highlighters of different 
colours for different codes.  
  

  
Phases 3 and 4  
(combined in this 
research)  
  
 Simplifying data corpus 
by “data driven” themes 
and patterns emerging 
from the data.  
  
Naming the themes 
(Phase 5 in Braun and 
Clarke’s method but a 
subset of Phase 3 in this 
study).  
  

Researcher is positioned as “active” 
(Braun & Clarke 2006) in the research 
process.  This resulted in two data driven 
themes named:  

a) culture in the hospitality industry  
b) recruitment in the hotel sector  

  
Sub-themes that corresponded to the 
main themes are depicted in Figure 5.1.  
  
Because themes were prominent and 
identifiable during transcription, it was 
possible to label them in this phase so 
combining Phase 3 and 5 during this 
process.   
  

  
Phase 5  
(inclusive of Phase 6)  
  
Analysis of each of the 
three themes (in chapters 
5 and 6)   

Each theme was analysed in detail 
ensuring each of the three main headings 
had their own story to tell.  
Final analysis and findings were recorded 
in Chapter 5.   
Used quote extracts from the data to 
highlight findings of each code and enable 
a correlation.   
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Appendix 11: People-ology recruitment guide 
                             (Source: People-ology 2015)  
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Appendix 12: Attitudes and values in hotels 
  

Attitude in the 
hotel context  

Value and 
motivational goals  
(Schwartz 2017;  
2007)  

Social or  
Personal 
factors  

Attitudes towards 
lookism  

Stimulation   Social and 
personal  

Attitudes towards 
work/work ethics  

Self-direction; 
achievement  

Social and 
personal  

Attitude to 
employment  

Conformity; self-
direction; face  

Personal   

Motherly attitude  Tradition; 
benevolence; 
universalism  

Social   

Attitude of cultural 
glass ceiling  

Conformity; tradition; 
humility; (perhaps 
even security)  

Social and 
personal  

Attitudes as behaviour  Self-direction; power; 
hedonism; conformity  
rules  

Social and 
personal   

  




