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ABSTRACT
ANTECEDENTS AND OUTCOMES OF ORGANIZATIONAL

COMMITMENT AMONG TOURISM BASED S8ERVICE WORKERS:
A 8TUDY OF NONSUPERVISORY RESORT EMPLOYEES

By
Joseph Michael La Lopa

The service industry has been depicted in the mass
media as providing only dead-end, low wage, "hamburger-
flipping jobs." Yet, millions of people work in service
jobs. The purpose of this study was to test the following
central hypotheses: 1) people may have five types of
personal reasons for working in tourism based service jobs
(e.g., pursue a bona fide career, supplement income or free
time, enjoy a lifestyle provided by tourism based service
jobs, make a career transition, or secure a convenient
source of employment), and 2) knowing the types of personal
reasons people may have for working in tourism based service
jobs would increase the predictability of organizational
commitment and two behavioral outcomes - job performance and
functional turnover.

Self-reported data were collected from 300
nonsupervisory resort employees working in rural Michigan.
In addition, supervisors completed performance appraisals
for respondent employees and turnover questionnaires for
respondent employees who voluntarily quit their jobs during
a one year period.

Contrary to the widespread belief that the service

sector only offers dead-end jobs, it was found (as



hypothesized) that respondent employees were working in
tourism based service jobs to pursue a bona fide career.
Respondent employees were also found to be working in
tourism based service jobs due to a prior personal awareness
of the organization as a good place to work. These two
reasons significantly increased the predictability of
organizational commitment when added independently (via a
forced regression analysis) to the following antecedent
variables: attitude toward job, job satisfaction, job
enrichment, age, gender, marital status, and dealing with
customers. These antecedent variables were also independent
significant predictors of organizational commitment.
Organizational commitment was found to be a significant
predictor of job performance but not functional turnover.
The voluntary turnover of respondent employees was
dysfunctional since more than half of those who left their
jobs were better than average performers. Taken as a whole,
however, those who left their jobs had significantly lower

organizational commitment than those who did not.
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CHAPTER I

INTRODUCTION

The service sector has replaced the goods-producing
sector as the predominate employer in the United States.
Through the period of 1979-1989, service sector employment
grew by 60 percent, while manufacturing declined nearly 10
percent. The service sector is also expected to steadily
add more jobs to the economy than the goods-producing sector
into the 1990's (Plunkett, 1990). Furthermore, over the
last decade goods-producing wages have fallen as service
sector pay has increased resulting in service workers
earning about the same as their counterparts in the goods-
producing sector (Dupuy & Schweitzer, 1994).

Tourism is a significant part of the service sector.
By many estimates, tourism is fast becoming the top American
export contributing billions of dollars to the economy.
This revenue generation translates into jobs for millions of
Americans. Employment in the tourism industry is not only
large it is growing. In fact, the travel and tourism
industry accounts for 1 in 10 jobs in the United States and
compensates its employees well, with average compensation
paid being 13.3 percent higher than for all other industries

(World, Travel, and Tourism Council, 1993).
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The tourism industry is often perceived as being mostly
comprised of small independently owned travel agencies,
motels, restaurants, amusement areas, souvenir, gift and
other retail establishments. When viewed in its entirety,
however, the tourism industry added some $43 billion to U.S
GNP in 1990. It represents one of the three largest
employers in more than 30 states, generating about six
million jobs and estimated payrolls of some $70 billion
(Edgell, 1990). In Michigan, the direct expenditure of
$6.74 billion by domestic visitors in 1994 was instrumental
in the creation of 114,500 jobs (Tourism Industry Coalition
of Michigan, 1994).

on the other hand, defining the tourism industry as
part of the service sector does have negative ramifications
as a certain stigma has been attached to the quality of jobs
the service sector provides. The most widely held stigma is
that the service sector only provides minimum wage, dead-
end, low prestige jobs to the economy (Roberts, 1992). This
stigma has led to the belief that the growth of services in
the United States is somehow a threat to the creation of
high wage factory jobs (Heskett, 1986).

As is the case with many service businesses, Pizam
(1982) characterized the nature of the business cycle in the
tourism industry as seasonal - especially in places such as
Michigan, which has distinct winter, spring, summer and fall

seasons. Much like the retail industry, this forces tourism
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businesses to cater to the change of seasons, offering
products and services targeted to the seasonal preferences
of their customers. The seasonal nature of tourism also
tends to make it unattractive to potential employees and
others (Pizam, 1982).

Barrett (1987) examined the nature of tourism
employment in Montana using data drawn from the 1980 Census
of Population. Adding to the negative stigma already
enjoyed by the tourism industry as being part of the service
sector, Barrett (1987) concluded that tourism employment was
substantially inferior to other forms of employment
throughout Montana's economy for a variety of reasons. One
reason noted is that the benefits tend to go to the person
holding the job and not to the public at large. Barrett
(1987) also concluded that tourism jobs do not only fall far
short of most Montanan's aspirations, the state will also
lose its skilled labor to other states while attracting low
skilled labor from other states wanting to work in them. As
a result, tourism is not believed capable of providing
economic stability to the state.

In summary, despite the impact tourist dollars have on
the economy, the tourism industry has failed to become
recognized as a vital part of the economy. The problem may
stem from the tourism industry representing a significant
part of service sector, thus being unfairly characterized as

offering lesser skilled and lower paid jobs than those in



4
the somehow superior goods-producing sector (Heskett, 1986).
As a result, people fail to have a good understanding of the
quality of jobs the industry generates. In many respects,
it almost seems as if society not only looks down on the
tourism industry but also those people who work in the jobs

the industry has to offer.

Problem statement

What types of personal reasons could people have for
working in tourism based service jobs, particularly when
they have often been depicted as being inferior to those in
the goods-producing sector? Specifically, what factors
influence an individual to not only decide to work in a
tourism based service job but also develop organizational
commitment, become recognized by management as one of the
top performers, and accrue long tenure with the

organization.

Purpose of Study

1. To substantiate the belief that there are five types of
personal reasons people may have for working in tourism
based service jobs.

2. Determine if these five types of personal reasons will

significantly increase the predictability of
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organizational commitment and two behavioral outcomes,

job performance and functional turnover.

Study Objectives

1. Gain a basic understanding of organizational commitment
through a review of the relevant literature.

2. Identify and test key antecedent (independent)
variables that may be used to predict organizational
commitment across tourism based service workers.

3. Identify and test key outcome (dependent) variables
that may be predicted by organizational commitment
across tourism based service workers.

4. Propose, measure, and test a taxonomy of five types of
personal reasons people may have for working in tourism
based service jobs.

5. Determine whether knowing the five types of personal
reasons people may have for working in tourism based
service jobs will increase the predictability of
organizational commitment and two behavioral outcomes,

job performance and functional turnover.

Importance of the Study

This study is important because the majority of the

Jobs in this economy are in the service sector. This is not
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expected to change much in the future as service jobs will
continue to grow as manufacturing jobs continue to decline.
Understanding antecedents and outcomes of organizational
commitment for those in service jobs grows in importance
everyday as more and more service jobs replace manufacturing

jobs.

Definitions of Terms Relevant to the Study

Definitions of selected key terms used in this document
are provided below:
Antecedent Varijable--An antecedent variable is another name
for an independent or predictor variable.
Attitude-~Bem (1970) defines attitudes as "our affinities
for and our aversions to situations, objects, persons,
groups, or any other identifiable aspects of our
environment, including abstract ideas and social policies
(p. 14).
construct--Babbie (1989) defines a construct as "a
theoretical creation based on observations but which cannot
be observed directly or indirectly" (p. 109). A construct
is a term which is quite literally made up to give meaning
to a phenomenon that cannot be observed (like an attitude)
but is believed to exist as part of the human condition.
organizational Commitment--Steers’ (1977) definition of

organizational commitment was central to this study. Steers
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(1977) defined it according to three factors: "a) strong
belief in and acceptance of the organization’s goals and
values; b) a willingness to exert considerable effort on
behalf of the organization; and c) a strong desire to
maintain membership in the organization" (p. 46).
outcome Variable--An outcome variable is another name for a
criterion or dependent variable.
Psychological Variable--A psychological variable cannot be
directly observed and measured (e.g. attitude).
Reliabjlity--Kerlinger’s (1986) definition of reliability as
the "“accuracy or precision of a measuring instrument"
(p.405) is the most appropriate due to the various summated
scales used to gather data for this study. Reliability of a
measuring instrument (or summated scale) can range anywhere
from 0 (no precision in measurement) to 1.00 (high precision
in measurement).
Resort--A resort is a facility specifically defined to
support participation in both indoor and outdoor recreation
activities, usually during a vacation or pleasure trip
(Spotts, 1992). Resorts generally offer amenities such as
recreation rental equipment (e.g., skis, boats), swimming
facilities, downhill/cross-country ski areas, etc. A
resort is distinguished from a hotel/motel by both its on
site recreation facilities and natural resources and its use
as primarily a vacation oriented versus transient-oriented

lodging facility. Meetings are also conducted at resorts so
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people can conduct business in a relaxed setting yet enjoy
recreation opportunities when not in a working session.
Scale--A scale is a measurement tool used in the social
sciences whose development is generally attributed to Rensis
Likert. According to Spector (1992), scales are widely used
"across social sciences to measure not only attitudes, but
opinions, personalities, and descriptions of people’s lives
and environments as well (p. 1). Virtually all of the
scales in this study are designed to produce a score
classifying them as summated rating scales.
Service Sector--According to Dupuy and Schweitzer (1994),
the Bureau of Labor Statistic classifies the service sector
as a collection of "six major subindustries: ’‘narrow
services’ (comprising business services, health services,
traditional service positions such as hotel jobs); retail
trade; public administration; wholesale trade; finance,
insurance, and real estate; and transportation and public
utilities" (p. 4). The service jobs investigated in ﬁhis
study are classified under the "narrow services" subindustry
of the service sector. More specifically, the service jobs
that are being targeted in this dissertation are those that
belong to the tourism industry.
Structural Variable--A structural variable can be directly
observed and measured (e.g. height, weight).
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Overview of the Dissertation

The study is divided into five chapters. The first
chapter contains the introduction, problem statement, study
objectives, importance of study, and definition of terms
relevant to the study. The second chapter contains a review
of the two main theories of organizational commitment, a
review of the research that has been conducted in the
service sector involving the antecedent and outcome
variables of organizational commitment that were examined in
. this study, the work values literature, a discussion of the
five types of personal reasons people may have for working
in tourism based service jobs, and a presentation of a
taxonomy of types of personal reasons people may have for
working in tourism based service jobs. Research hypotheses
are presented at the end of chapter two that are based on
the literature review and taxonomy of five types of personal
reasons people may have for working in tourism based service
jobs. In the third chapter, the sample, procedures,
materials, data analysis techniques, and results of the
pretest of the survey instruments are discussed. The fourth
chapter contains the general survey results, results of the
hypotheses testing, and discussion of the results. Lastly,
the fifth chapter includes study limitations, conclusions,

and recommendations for future research.



CHAPTER II

REVIEW OF THE LITERATURE

Introduction

It would be impractical to discuss the host of
publications that have been collected, reviewed, and/or read
pertaining to the constructs explored in this dissertation.
Key publications will instead be presented which have helped
to shape the body of literature surrounding the constructs
of organizational commitment and work values that played a
key role in the context of this dissertation.

This chapter will be divided into six sections. 1In the
first section, a brief rationale for applying organizational
commitment theory in this study will be presented. 1In the
second section, the construct of organizational commitment
will be discussed. This will be followed by a section
covering a review of the literature pertaining directly to
the antecedent and outcome variables of organizational
commitment. The fourth section will consist of a review of
the work values literature. The work values literature is
important to this study as it serves as a base from which
were established the five hypothesized types of personal
reasons people may have for working in service jobs. The

five types of personal reasons people may have for working

10
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in a tourism based service jobs will be discussed in the
fifth section of this chapter. Finally, in the sixth
section of the chapter, the antecedents and outcomes of
organizational commitment are linked to the types of
personal reasons people may have for wanting to work in
tourism based service jobs to form eight hypotheses that
were tested in this study. (Note; a ninth hypothesis was

added as a result of the pretest phase of the study).

Rationale for Applying Organizational Commitment Theory in
the Context of this Study

The alleged low quality of jobs the tourism industry
has to offer the economy was discussed in the introduction
section of this dissertation. Because the tourism industry
has been viewed as offering low quality jobs the question
has arisen as to why people would work in them in the first
place. In answer to that question, this study was
undertaken to determine whether there are five types of
personal reasons people may have for working in tourism
based service jobs.

However, understanding why an individual may choose to
work in a tourism based service job alone would not have
provided any insight into whether or not (s)he remained in
the job once the decision was made to secure one (especially

vhen considering that tourism businesses tend to experience
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higher than average turnover rates among their employees).
Organizational commitment theory then became central to this
study for two reasons: 1) it is an established theory that
has been applied successfully in the context of research
involving service firms, and 2) it provided the opportunity
to validate the types of personal reasons people may have
for working in tourism based service jobs as antecedent

variables of commitment.

General Overview of Organizational Commitment Theory

The question as to whether or not organizational
commitment is a separate construct from other types of
commitment, such as work commitment, career commitment,
professional commitment and others has been raised
repeatedly over the years. As a result, a large body of
literature has accumulated as researchers attempt to
establish a formal definition of the commitment construct.
Some of the work commitment constructs (which have led to
the development of the organizational commitment construct
itself) will be identified and briefly discussed in this
general overview.

Stevens, Beyer, and Trice (1978) conducted a study of
643 managers in federal government agencies to determine if
commitment was a function of psychological and/or structural

variables. The structural variables they used were tangible
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measures such as tenure while their psychological variables
were attitudinal measures. The researchers found that the
structural, role-related variables (tenure and work
overload) were better predictors of organizational
commitment than the psychological variables (attitude toward
change and job involvement) investigated in this study.

The Stevens et al. (1978) study is important because
the researchers point out the difficulty of properly
defining and measuring the construct of commitment. Stevens
et al. (1978) stated that "terms such as professional
commitment, occupational commitment, organizational loyalty,
organizational attraction, organizational identification,
organizational involvement, role commitment, job
involvement, or job commitment have been used
interchangeably or with no clear differentiation with regard
to related constructs" (p. 393).

Morrow (1983) is regarded as one of the key authors
distinguishing organizational commitment from other similar
constructs, such as work commitment. The apparent
explanation for there being a wide variety of commitment
definitions is that researchers have tended to take their
own unique approaches to defining and then measuring the
construct. This has made it difficult to determine if there
is one best singular approach to studying, let alone

defining, the construct of organizational commitment.
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Morrow (1983) discovered 30 different forms of work
commitment from a review of the literature. She then
categorized the 30 different forms into five basic
approaches, or focal points, from which work commitment has
been studied by previous researchers, namely: a value focus,
a career focus, a job focus, an organization focus, a union
focus, and a general focus. The value focus has been
investigated through the use of constructs such as the
protestant work ethic, a conventional ethic (based on work
values), and a general work ethic. The career focus has
been used to study work commitment by examining career
commitment, career salience and commitment to a profession.
The job focus has been characterized by job involvement, job
orientation, job attachment, ego-involvement and work as
central life interest. The organization focus included the
organizational commitment variable from both a calculative
and moral perspective. The union focus included union
commitment and various other scales constructed to measure
attitudes toward unions. Lastly, the general work
commitment focus consisted of job involvement, work values,
occupational involvement, willingness to accept annuity,
career orientation, involvement, organizational involvement
(alienative, calculative, moral dimensions) and
organizational identification.

Due to the wide variety of approaches that have been

taken by previous researchers, Morrow (1983) concluded that
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Yall of the measures are marked by some construct
contamination (redundancy)" (p. 497). She expressed doubt
that a singular definition of the work commitment would be
established unless researchers were more willing to take a
more rigorous approach to defining and measuring the
construct.

Randall and Cote (1991) developed a model of work
commitment which was meant to establish multivariate
relationships between organizational commitment, career
salience (defined as the personalized rank ordering, or
appeal, of certain careers over others for individuals
making them worth pursuing or not), work group attachment,
the protestant work ethic and job involvement. A weak
relationship was found between career salience and
organizational commitment. Job involvement was
significantly related to organizational commitment and
career salience. Job involvement was also found to be a
function of the strength of one's protestant work ethic and
attachment to his/her work group. However, the findings of
the Randall and Cote (1991) study were suspect as their
model did not behave as expected, possibly due to random
measurement error introduced from unreliable measures. It
was suspected that the observed relationships might be
different if the variables were tested with another sample.
As a result, Randall and Cote (1991) again cautioned that

"faced with an abundance of work commitment constructs and
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measures, researchers should begin to prune choices by using
valid and reliable measures for all constructs being
investigated" (p. 209).

More recently, Wallace (1993) investigated the
relationship between professional commitment and
organizational commitment by conducting a meta-analysis of
studies involving these constructs. Professional commitment
was defined as "the relative strength of identification and
involvement in one's profession" (Morrow & Wirth, 1989,
P-14). Professional commitment has also been referred to as
occupational commitment, career commitment and career
salience.

The results of the meta-analysis revealed a moderately
strong positive relation between professional and
organizational commitment. The strength of the relationship
between organizational and professional commitment was
moderated by the degree of professionalization of the
occupation, the measure of professional commitment used, and
the employee's position in the organization. Wallace (1993)
indicated it might be possible that "individuals may be
considerably more committed to their profession than the
organization while the association between the two is
positive" (p. 346).

In summary, much work needs to be done on
distinguishing organizational commitment from other

constructs such as work commitment, job involvement and
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others. It is hard to say whether future researchers will
spend more time empirically defining, measuring, and
validating the commitment constructs that have emerged
rather than pursuing new ones. Until a singular construct
emerges (if indeed there is one), researchers will still
have to contend with the construct redundancy issue, raised

by Morrow (1983), in studies involving work commitment.

Theories of Organizational Commitment

Since the early 1960s, two central approaches have been
taken to conceptualize, define and measure the construct of
organizational commitment. These are: 1) primarily an
exchange approach, and 2) a psychological approach (Stevens
et al., 1978). The exchange approach suggests commitment
depends on the balance of inputs versus outcomes, meaning,
if an individual gets more from the organization than he/she
invests, commitment should ensue (Morris & Sherman, 1981).
The psychological approach suggests there is a positive
mental attitude or affective link between the individual and
the organization which leads to commitment. Both theories,

or approaches, are further discussed below.
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eories Organizational Commitment

In the early 1960s, researchers were attempting to
explain why certain individuals settled (or did not settle)
into a career field and never changed jobs or careers once
they had made an occupational choice. As a result,
sociologists at the time developed the "construct of
commitment to account for the fact that people engage in
consistent lines of activity" (Becker, 1960, p.33). The
challenge that remained was to find those variables which
consistently explained why certain individuals engaged
themselves in a line of activity or became committed to
their job or occupation. The challenge to find the
variables that significantly predict organizational
commitment which can be generalized to the labor pool is
still being investigated.

Becker's (1960) side-bet theory holds that people
become committed to a particular job or occupation once they
make a side-bet. A side-bet is a situation in which the
committed individual allows other factors, which were not
part of the original decision to take a particular job in a
given career field, to become part of the decision to stay
employed at a particular organization.

Once a side-bet occurs, people do not necessarily stay
with an organization because they want to, but because they

are left with no other choice than to stay. Leaving the
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organization is thought to be unwise due to the potential
immediate or even lasting negative consequences it may have
on an individual's career from that point forward. As a
result, the individual becomes committed to the job or
occupation. Becker (1960) believed the basic side-bets that
influence an individual's decision to remain in a particular
job/occupation were: generalized cultural expectations,
personal bureaucratic arrangements, and individual
adjustment to social positions.

Generalized cultural expectations were believed to
influence commitment levels because there is a price to pay
for those who do not follow them. For example, society may
look negatively upon people who change jobs frequently and
label them as being unreliable or untrustworthy. Those
people who accept this cultural expectation as being true
will do all they can to avoid this stigma.

To demonstrate how generalized cultural expectations
influence commitment, Becker (1960) used the example of an
individual who is in a new job for a short time and receives
what might very well be a better job offer with another
organization. Although there is temptation to accept the
better job offer, the individual will not risk his/her
reputation for trustworthiness by leaving the current job
until (s)he has been in it for at least one year (as this is
what the culture expects). The risk of being labelled as

unreliable or untrustworthy then acts as a side-bet
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preventing the individual from accepting the new job. As a
result, the individual stays in the current job which gives
the impression (s)he is committed to the employing
organization.

Impersonal bureaucratic arrangements are exemplified by
the potential effect of company policies on commitment. An
example of this is the individual who has built up a large
pension fund and stands to lose a portion of that fund were
(s)he to leave the company before being fully vested. That
individual may delay any decision to leave the job due to
the "financial side bet the pension fund has placed for him
by its rules" (Becker, 1960, p. 36). Once again, what
appears to be commitment is in reality a case of an
individual who actually desires a career or job change, yet
refrains from doing so because of the financial
ramifications (or side-bets) that will result.

Lastly, an individual's adjustment to social positions
also influences commitment toward an organization. An
example of this is those individuals who become so well
adapted to one organization that they are now unable, or
unwilling, to make the effort to adapt to a new one.

Ritzer and Trice (1969) empirically tested Becker's
side-bet theory in a study involving a systematic random
sample of 623 personnel managers who were members of the
American Society of Personnel Administrators. The

researchers examined commitment to an organization versus
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commitment to an occupation using the side-bet theory. All
of the variables empirically tested in the study were chosen
because they were believed to represent side-bets which were
related to organizational commitment. Structural antecedent
biodata variables such as age, education, marital status,
number of dependents, and education level were hypothesized
to be correlated with organizational commitment. Mobility
rates (measured as rate of inter-company change), rate of
job change, and rate of geographical change were also
hypothesized to be related to organizational commitment.

Ritzer and Trice (1967) rejected Becker's side-bet
theory because the only independent variable which
correlated significantly with organizational commitment was
a mobility variable, which was the employees's rate of
inter-company change. As a result, organizational
commitment was believed to be more a psychological process
than a structural phenomenon which evolved out of the basic
need to have meaning in one's life. It is important to note
that even though Ritzer and Trice (1967) found little
support for the side-bet theory, it was felt that structural
variables might play an important role in fortifying an
individual's level of commitment once a psychological bond
formed between him/her and the organization.

Alutto, Hrebeniak, and Alonso (1973) took another look
at the side-bet theory in a study involving 318 school

teachers and 395 nurses. In this study, they examined the
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potential of the side-bet theory to explain organizational
commitment as they believed Ritzer and Trice (1967) failed
to find support for Becker's theory due to measurement
error. In this study, organizational and occupational
commitment were defined as the willingness to leave a system
when offered marginal increases in pay, status, friendliness
of co-workers and job freedom.

Alutto et al. (1973) did find evidence to support
Becker's theory of commitment. One supporting finding was
that the structural antecedent variable of age had a
significant positive correlation with organizational
commitment. Alutto et al. (1973) believed the correlation
between age and organizational commitment was due to older
employees (especially those with tenure) having a greater
number of side-bets or investments in the job than younger
employees. This led to the conclusion that organizational
commitment may be more than just a psychological process.
This conclusion was based on the significant correlations
they found between certain structural variables (e.g. age,
tenure, no plans to pursue a higher degree, marital status)
and organizational commitment.

Shoemaker, Snizek, and Bryant (1977) failed to
demonstrate that structural factors alone were responsible
for organizational commitment in a study of 120 park and
forest rangers working in Virginia. Support was found for

Becker's side-bet theory as structural or side-bet variables
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were correlated with age, education, length of service,
percentage of income derived from second jobs, age at which
the individual became a ranger, length of training, and
number of locations assigned as park ranger. Interestingly
enough, support was also found for Ritzer and Trice's (1967)
theory that psychological processes led to organizational
commitment, when measured by two attitudinal variables, job
satisfaction and employee solidarity.

Meyer and Allen (1984) reexamined the side-bet theory
because they believed Ritzer and Trice (1969) and Hrebeniak
and Alutto (1972) used inadequate instruments in their
attempt to measure commitment, particularly as Becker
conceptualized it. Meyer and Allen (1984) re-examined the
side-bet theory, once thought to include anything of value
that would be lost were an individual to leave an
organization, and replaced it with a construct first
developed by Kanter (1968) - continuance commitment.
Continuance commitment essentially means an individual has
an economic incentive for remaining with the organization.
Affective commitment was also offered as a construct for
explaining the emotional, or psychological ties, that
develop between an individual and an organization.

Meyer and Allen (1984) found evidence that the
instruments used previously by Ritzer and Trice (1969) and
Hrebeniak and Alutto (1972) may not have been measuring

commitment as conceived by Becker. The study suggested the
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instruments "used to measure Becker's side-bet theory is
saturated with affective commitment, and, as such, does not
allow the theory to be tested appropriately" (p. 378).

Finally, Cohen and Lowenberg (1990) performed a meta-
analysis of Becker's side-bet theory to examine whether or
not it was a viable way in which to explain the formation of
organizational commitment. One of the principle objectives
of their research was to determine whether there were any
significant relationships between side-bet variables and
organizational commitment which would support Becker's side-
bet theory. An exhaustive search of all studies reporting a
Pearson product-moment correlation with side bet variables
and organizational commitment was undertaken to perform the
meta-analysis. In all they found that there had been 11
side-bet variables investigated in the past (e.g., age,
tenure, education, gender, marital status).

Cohen and Lowenberg's (1990) meta-analysis failed to
support Becker's side-bet theory. According to the
researchers, the "low mean corrected correlations for all of
the 11 side-bet variables and,...the large confidence
intervals which include zero indicate no meaningful
relationships with organizational commitment" (Cohen &
Lowenberg, 1990, p. 1028). Not even age and tenure, once
thought to be the best indicators of side-bets, supported
Becker's side-bet theory. Cohen and Lowenberg concluded

that the meta-analysis failed to support Becker's side-bet
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theory for the following three reasons: a) no one has
successfully measured and tested the side-bet theory; b)
biodata variables (e.g., age, tenure, marital status) are
inappropriate measures of Becker's theory and employee
perceptions of what constitutes a side-bet should be
examined in their place; and c) the side-bet theory, as

recommended by Ritzer and Trice (1969), should be rejected.

es Oorganizationa mmitme

Kanter (1968) is generally regarded as a pioneer in the
psychological approach to explaining organizational
commitment. Kanter (1968) defined commitment as the
"process through which individual interests become attached
to the carrying out of socially organized patterns of
behavior which are seen as fulfilling those interests, as
expressing the nature and needs of the person" (p. 499).
According to Kanter, there were three types of commitment:
continuance, cohesion and control.

Continuance commitment occurs once an individual has
profited personally from being associated with an
organization which fosters a positive cognitive orientation
toward his/her role in the workplace. In other words, the
personal profits resulting from working for a particular
organization are so great that there is nothing for the

individual to do but make a long term commitment to a
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singular role. Continuance commitment also is a function of
sacrifice and investment. Sacrifice means giving up
something in exchange for remaining with an organization.
Investment is the process by which the individual becomes a
stakeholder in the organization to remain in a position to
sustain personal profits that result from the role in the
workplace.

Cohesion commitment occurs once an individual develops
an affective bond with his/her co-workers within the
organization. Cohesion commitment is a function of
renunciation and communion. Renunciation is a process
whereby an individual establishes a personal relationship
with the immediate work group and abstains from bonding with
other groups. Communion results when the bonds that form
between all of the individuals in a group create a situation
where the group takes on a greater identity than any one
member.

Control commitment is the situation in which an
individual has no will of his/her own, so to speak, and
becomes comfortable doing the bidding of the group. The
individual is willing to do the bidding of the group because
there is a sense of power or status that comes from being a
member, raising the status of all who belong to the group
and thereby increasing commitment. Control commitment is a
function of mortification and surrender. Mortification is

the process of stripping away individual identity and
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convincing the individual that he/she is nothing if not part
of the organization. Surrendering to the will of the group
only comes to those who have felt great power and meaning in
their lives by being affiliated with the group, making it
essential for them to remain as a member.

Hall and Schneider (1972) advanced another
psychological approach to understanding organizational
commitment known as the Identification approach. The
Identification approach is conceptualized as a psychological
process whereby commitment occurs because the goals and
values of the organization and an individual's personal
goals and values become one and the same (Kidron, 1978).
More specifically, the Identification approach holds that
"commitment is viewed as partisan, affective attachment to
the goals and values of the organization, to one's role in
relation to the goals and values, and to the organization
for it's own sake, apart from its purely instrumental worth"
(Buchanan, 1974, p. 533).

Steers (1977) proposed a model which established
antecedents and outcomes of organizational commitment that
were built upon the identification approach. The model
explored the potential process whereby individuals begin to
identify with an organization. Organizational commitment
was defined from the standpoint of being a function of an
individual's involvement and identification with an

organization. Organizational commitment was then defined
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"as: a) a strong belief in and acceptance of the
organization's goals and values; b) a willingness to exert
considerable effort on behalf of the organization; and c) a
strong desire to maintain membership with the organization"
(Steers, 1977, p. 46). Commitment, when defined in this
way, becomes more than an affective orientation to the
organization, there is also a behavioral component or
willingness on the part of the individual to boost
organizational effectiveness.

In his model, Steers (1977) proposed three general
antecedent categories of organizational commitment, namely:
personal characteristics, job characteristics, and work
experiences. Personal characteristics are those variables
which measure the attributes of an individual (e.g., age,
central life interest, education) and similar to Becker's
(1960) structural variables, or side-bets. Job
characteristics consist of variables such as job
satisfaction or feedback from the job. Lastly, work
experiences refers to the quality of work life experienced
by the individual in the course of accumulating tenure with
a particular organization.

Steers (1977) also hypothesized that, if the
antecedents were favorable, it should follow then that an
individual would make a decision to become committed to the
goals and values of the organization. The outcomes of

organizational commitment, based on one's desire/intent to
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remain with the organization, should have an effect on
outcome variables such as: attendance, turnover and job
performance.

The three antecedent and outcome sets proposed by
Steers (1977) were found to be related to organizational
commitment in a study involving a sample of 382 hospital
employees and 119 scientists and engineers. These findings
were important, as they established attitudinal
organizational commitment as more than an abstract construct
and demonstrated its usefulness in the context of an
empirical model aimed ultimately at increasing employee
retention and performance. This work has culminated into
perhaps one of the most frequently cited works establishing
linkages between organizational commitment and turnover
published by Mowday, Porter, and Steers (1982).

Allen and Meyer (1990) proposed that there were three
distinct links between the employee and the organization
leading to one's attitudinal commitment. The three links
were actually based on the structural and cognitive
approaches to organizational commitment as developed
previously by: a) the work of Kanter (1968), and Mowday and
others (1982) in the area of affective commitment; b) the
work of Becker (1960), Kanter (1968), Farrell and Rusbult
(1981), and Hrebeniak and Alutto (1972) in the area of side-
bet or calculative commitment; and, c) the work of Wiener &

Vardi (1980), who defined and measured the notion that
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people develop commitment because they feel obligated
because it is the "right thing to do" from a moral
standpoint.

Allen and Meyer (1990) labelled the three links between
the employee and the organization as affective, continuance,
and normative commitment. What the three links suggest is
that "employees with strong affective commitment remain
because they want to, those with strong continuance
commitment because they need to, and those with strong
normative commitment because they feel they ought to do so"
(Meyer & Allen, 1990, p. 3).

Affective commitment develops as a result of
antecedents such as personal characteristics, work
experiences, job characteristics and structural
characteristics. Continuance commitment develops from two
antecedents which are a lack of alternatives and the extent
and/or number of investments the individuals have in the
organization. Lastly, normative commitment depends upon the
individual's social/psychological condition prior to and
after entering an organization and upon the individual's
close ties to the organization because it employs family
members or significant others.

Allen and Meyer (1990) did find support for the
approach to compartmentalizing attitudinal commitment into
an affective, continuance, and normative links. Each of the

links were also shown to have been developed due to the



31
different work experiences possessed by those sampled in the
course of the study. This work has continued with the
development of the Affective and Continuance Commitment
Scales, which have further helped to establish affective and
continuance commitment as two distinct constructs (Meyer et
al., 1990; Meyer et al., 1993).

In summary, there have been basically two approaches to
explain how organizational commitment develops: an exchange
approach and a psychological approach. Although Mowday et
al. (1979) have defined and measured the construct of
organizational commitment with greater precision than most
other researchers, a universal definition has not been
established to date. The lack of an empirical, universal
definition of organizational commitment may also help to
explain why the strength and direction of the observed
relationships between various antecedents and outcomes of
organizational commitment, which will be discussed in the
next section, have not been consistent from one study to the

next making the study of this construct difficult.

Antecedents and Outcomes of Organizational Commitment

Introduction

In this section the literature pertaining to the

antecedent and outcome variables that played a central role
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in this dissertation will be discussed. The antecedent
variables which will be discussed are job involvement, job
satisfaction, job design (or motivating potential of the
job), and biodata (age, gender, education, number of
dependents, marital status). The job involvement variable
was used mostly as a way to introduce and validate the
attitude toward job variable that will be discussed later in
this dissertation. The antecedent variables that were part
of this study were selected for the following three reasons:
a) reliable measures have been established for these
variables in previous studies, b) they have been shown to
predict organizational commitment in previous studies
involving service firms, c) working over 10 years for
various service firms has allowed me to observe that these
variables have contributed to the tenure of certain co-
workers over others. The behavioral outcome variables of
organizational commitment that were part of this study are
functional turnover and job performance. These variables
are important to this study for two reasons: a) they have
been shown to be predicted by organizational commitment in
previous studies involving service firms, and b) they are an
effective way to cross validate self-report data. The
relationships between the antecedent variables and the
outcome variables of organizational commitment that will be
examined in this study and discussed below, are displayed in

Figure 1.
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Antecedents of Organizational Commitment

According to Salancik (1977), "a committed person is
one who says he will stay on the job and work hard for the
organization's interests" (p. 3). In the attempt to predict
which individual is more likely to become committed to an
organization and to be a productive employee, a variety of
antecedent variables have been examined over the years.

Antecedent variables of organizational commitment
generally fall in the following five categories: personal
characteristics, work experiences, job characteristics,
organizational factors, and role-related factors (Williams &
Hazer, 1986). Antecedent variables from three of the five
categories (personal characteristics, work experiences and
job characteristics) will be discussed in this section. .The
antecedent variables related to personal characteristics
that will be discussed are job involvement and biodata. Job
design will be discussed as an antecedent variable
representing job characteristics. Lastly, job satisfaction
will be discussed as it is the variable used most often to

represent the work experience category.

Job Involvement

Job involvement has been studied as a potential

predictor of organizational commitment. Dubin (1961)
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established the underlying premise of job involvement as a
situation that occurs "when a person internalizes a value,
norm, goal or behavior pattern, which become guides for
future activity" (p. 51). In order to measure job
involvement, Dubin developed a 40-item questionnaire. The
scale produced a score that was meant to evaluate the degree
of an individual's involvement in his/her job (Saleh &
Hosek, 1976).

Lodahl and Kejner (1965) defined job involvement as
"the degree to which a person is identified psychologically
with his work, or the importance of work in his total self
image" (p. 25). These researchers advanced previous work on
job involvement by developing a reliable attitudinal scale
that was based on their definition of job involvement. They
found that the score produced by their job involvement scale
correlated with other job attitudes from a study involving
engineers and nurses. Although Lodahl & Kejner (1965) did
not seek to determine if there was a relationship between
organizational commitment and job involvement, the study is
mentioned because of its influence on subsequent research
that examined the relationship between the two constructs.

Wiener and Gechman (1977) were among the first to
establish a relationship between job involvement and work
commitment as similar constructs for the same job behavior.
Work commitment was believed to be a behavioral, as opposed

to an attitudinal, phenomenon. Wiener and Gechman (1977)
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defined work commitment as "a special class of socially
acceptable work behaviors that exceed formal and/or
normative expectations relevant to work" (Wiener & Gechman,
1977, p. 47). A behavioral approach to job involvement,
defined as work commitment, was associated with job
satisfaction in their study.

After it was determined that job involvement and
organizational commitment were related, the question was
raised as to whether the constructs were related because
they were one and the same. As a result, several studies
were conducted for the purpose of determining whether or not
job involvement was a separate construct from organizational
commitment (Brooke, Russell, and Price., 1988; Mathieu &
Farr, 1991)

For example, Brooke et al. (1988) sought to establish
discriminant validity for job satisfaction, job involvement,
and organizational commitment measures in a study involving
577 employees working at a Veterans Administration Medical
Center. Job involvement, organizational commitment, and job
satisfaction were confirmed in the study as separate
constructs because the subjects were able to "distinguish
between the extent to which they like their job
(satisfaction), the degree to which they are absorbed in or
preoccupied with their job (involvement), and the degree of
attachment or loyalty they feel toward their employing

organization (commitment)" (Brooke et al., 1988, p. 143).
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Blau and Boal (1989) investigated whether job
involvement and organizational commitment would interact to
predict turnover in a study involving 129 employees from an
insurance company. Job involvement was found to be
significantly positively correlated with organizational
commitment, and both were found to be separate constructs.
These findings established job involvement as an independent
antecedent variable to organizational commitment.

Lastly, Jans (1989) established job involvement as an
antecedent to organizational commitment in a study involving
Australian military officers. Self image and personal
values, non-work factors (e.g. work-family interaction),
career prospects, and other similar antecedent variables
were found to influence organizational commitment in this
study. Job involvement was also found to have the biggest
impact on potential organizational commitment early in an

officer's career, usually during the apprenticeship stage.

Job Satisfaction

Job satisfaction is generally regarded as a logical
candidate for being one of the best indicators of
organizational commitment. Unfortunately, no consistent
relationship between organizational commitment and job
satisfaction has emerged over the years (Wiener & Vardi,

1980; Witt & Boerkrem, 1991). Job satisfaction remains a
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potential antecedent of organizational commitment because a
number of methodological problems (e.g., sample bias,
measurement error) have deterred a clear relationship from
emerging.

Regardless of whether or not a consistent relationship
has emerged, job satisfaction and organizational commitment
are, at the very least, believed to be two separate
constructs. Organizational commitment is seen to represent
a more global attitude toward the organization, and job
satisfaction represents an affective response to one's job
(Morrow, 1983).

Wiener and Vardi (1980) studied the relationship
between organizational commitment and job satisfaction among
insurance agents and staff professionals. Normative
commitment, job commitment, calculative organizational
commitment, career commitment, and normative organizational
commitment were examined in the context of their
relationship to job satisfaction as measured by the Job
Descriptive Index (JDI). Job commitment and calculative
organizational commitment were found to contribute to job
satisfaction as a result of a multiple regression analyses
of the four commitment types on overall job satisfaction and
the five facets of satisfaction that are part of the JDI.
Although the findings may be method bound, due to the scales
used in their study, Wiener and Vardi (1980) concluded that

"the only two predictors emerging as contributors of job
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satisfaction were calculative organizational commitment and
job commitment" (p. 95).

Koslowsky, Caspy, and Lazar (1991) conducted a study to
examine the relationship between job satisfaction and
exchange theory of commitment among 63 Israeli police
officers. The results of the study did not provide any
evidence that a cause-effect relationship existed between
job satisfaction and commitment as it was defined, measured,
and tested. Overall, the study concluded that there are
more antecedents to organizational commitment that should be
considered beyond that of job satisfaction alone.

Farkas and Tetrik (1989) conducted a longitudinal study
in which the relationship of job satisfaction, turnover
intentions, and organizational commitment among Naval
personnel was examined. Job satisfaction and organizational
commitment were shown to be related because they both
represent an affective response to the organization, and
therefore, are similar constructs explaining the high
correlation between them. It was also determined that
turnover intentions stabilize over a six-month to one-year-
period and satisfaction and commitment levels depend on the
final decision to stay or leave the Navy.

Mathieu (1991) examined whether there was a reciprocal
relationship between satisfaction and commitment in a study
involving 588 ROTC cadets. The results of the study clearly

indicated a reciprocal relationship between organizational
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commitment and job satisfaction. However, the magnitude of
the relationship was found to depend on other variables such
as unit cohesion, unit performance standards, achievement
motivation, and role strain.

Another study of part-time Army reservists found job
satisfaction to be a significant predictor of organizational
commitment (Martin & O'Laughlin, 1984). In the study, job
satisfaction was found to be actually a better predictor of
commitment than other predictor variables such as feedback,
group cohesion, communications, biodata and compensation.
Job satisfaction was also believed by the authors to play a
role with turnover intentions in developing organizational
commitment.

The notion of job satisfaction as an antecedent to
organizational commitment was also examined by Vandenberg
and Lance (1992). They sampled 100 management information
systems professionals chosen at random from a total
population of 455 employees at a multinational software
firm. The authors found job satisfaction to be a precursor
to organizational commitment. However, the reliability and
validity of the measures used in the study made these

findings suspect.
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Job Design

Hackman, Oldham, Janson, and Purdy (1975) advanced the
theoretical work of Herzberg, who pioneered the construct of
job enrichment, and created a tool which successfully put
the theory into practice in the workplace. According to
Hackman et al. (1975), Herzberg's theory generally states
that people will be motivated to enjoy their work if it has
personal value or meaning, if they are accountable for the
fruits of their labor and whether or not those outcomes are
acceptable to the firm and/or the customer. The Hackman et
al. (1975) approach to job enrichment is embodied in job
design, which is a way to systematically improve jobs to the
point that they should consistently improve employee
intrinsic motivation and productivity - the rationale being
if people are in jobs they like then they will be productive
when performing them.

Central to Hackman et al. (1975) job design strategy
is: a) Herzberg's theory on how to establish jobs that will
increase intrinsic motivation and productivity, b) a formal
procedure by which to make job enrichment a reality, and c)
a survey instrument to evaluate a job's motivating potential
and/or enrichment. The characteristics of jobs that lend
themselves directly to enrichment are skill variety (chance
to utilize array of skills in the context of the job), task
identity (the relationship of the job to the product or
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service that is being produced), task significance (degree
to which one worker's job impacts employees working in other
jobs), personal responsibility (how much freedom or liberty
the individual has in the way the work of the day is carried
out), and feedback.from the job (information relative to how
well the job is being performed). The combination of these
job characteristics are then a function of the motivating
potential of the job.

There is a large body of literature on job enrichment
and job design. Although one might suspect job design to be
a valid predictor of organizational commitment, very few
studies have actually used it as an antecedent variable.

For example, Bateman and Strasser (1984) performed a
longitudinal study with 129 nursing department employees to
determine if there is a relationship between the motivating
potential of a job and organizational commitment. 1In this
study, a motivating potential score was calculated using the
five job core dimension scales found in the JDS. There was
a significant correlation between the motivating potential
of nursing jobs and organizational commitment. Motivating
potential, however, turned out to be a better predictor of
job satisfaction than it was of organizational commitment.
Bateman and Strasser (1984) recommended that managers
improve the job itself in order to increase job satisfaction

among nurses, but not in order to increase commitment.
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Glisson and Durick (1988) explored whether there was a
relationship between job design, as measured by the Job
Diagnostic Survey, and organizational commitment in a study
involving 319 human service workers. Glisson & Durick
(1988), however, only examined the job characteristic
variables from the Job Diagnostic Survey, including: skill
variety, task identity, and task significance. Ordinarily
these variables are used in a predetermined formula to
establish the motivating potential score of a job (which is
an inference of how well the job is designed) which also
includes two other variables, these being autonomy and
feedback from the job. There was a significant correlation
between task identity and task significance with
organizational commitment. Job characteristics were not
found to be better predictors of organizational commitment
than were organizational characteristics such as work group
size, organization age, work group age, leadership and
residential services.

Mathieu and Zajac (1990) performed a meta-analysis of
previous studies which tested antecedents and outcomes of
organizational commitment. As it pertains to job design,
there were only sufficient previous data for them to analyze
the relationship between skill variety, autonomy and
organizational commitment. In their meta-analysis, skill
variety and organizational commitment were found to have an

overall medium positive correlation. On the other hand,
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autonomy was found to have had an overall small positive
correlation with organizational commitment.

Aryee, Wyatt and Kheng (1991) examined antecedents and
outcomes of organizational commitment in a study of 245
professional accountants in Singapore. The antecedent
variables in their study were job satisfaction, realization
of professional expectations, professional commitment,
professional-organizational conflict, and skill utilization.
Job satisfaction, realization of professional expectations,
and professional commitment were three antecedent variables
found to be related to organizational commitment. A
significant percentage of the variance of organizational
commitment was not explained by the antecedent variables
tested in the study. However, the researchers recommended
that future research examine the motivating potential of
jobs as a means by which to find valid antecedents and

outcomes of organizational commitment.

Biodata

Biodata, or personal characteristics, refers to the
personal or socio-demographic qualities of people. These
variables have been examined frequently as antecedent
variables in both the exchange and psychological approaches
to organizational commitment. Biodata variables can range

from gender, to education level, to political affiliation.
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As is the case with other antecedent variables, biodata
variables have been shown to predict organizational
commitment with mixed results (Fukami & Larson, 1984;
Gregerson & Black, 1992).

For example, Ferris (1981) investigated the
relationship between such biodata variables as age (in
years), marital status, level of educational attainment, and
social background in a study of professional accountants.

No support was found for the proposition that age, marital
status, and social background have an influence on the level
of organizational commitment (as found in previous studies)
among accountants. However, Ferris (1981) did find a
significant inverse correlation between the level of
educational attainment and organizational commitment levels
for senior-level accountants, leading him to conclude that
those accountants who only held bachelor's degrees were more
tied to the organization than those with graduate degrees
(who are believed to have more job opportunities due to some
experience and a post graduate degree).

Cohen (1992) performed a meta-analysis to examine
potential differences in antecedents of calculative
organizational commitment between low status occupations
(blue-collar) and higher status occupations (white collar).
The study argued, among other things, that those in low
status occupations have fewer job opportunities than those

in higher status jobs, making commitment more a function of
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biodata variables such as age, gender, tenure, marital
status, and number of children. Personal antecedents for
those in low status occupations with respect to tenure,
education, marital status and gender, were found to
influence organizational commitment more so than those in
higher status jobs (Cohen, 1992). It was believed that
higher organizational commitment for those in lower status
occupations was a function of fewer employment opportunities
than those in higher status jobs, making it too costly to
leave the organization. Thus, issues such as tenure, age,
marital status, and number of dependents appear to play a
larger role in a decision to leave an organization for those
in lower status occupations when compared to those in higher
status occupations.

Bruning and Snyder (1983) examined whether gender
differences had an effect on organizational commitment among
583 employees of federally funded social service
organizations in 23 states. Bruning and Snyder (1983) did
not find evidence to suggest there were any differences in
organizational commitment based on gender. The study also
cautioned organizations against acting on the assumption
that the commitment process for women was different from men
and suggested instituting wage and incentive policies
tailored to motivate women.

Biodata were used in a study of nurses to determine

antecedents and outcomes for the nursing profession (Brief &
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Aldag, 1980). The researchers hypothesized that age and
tenure would be positively correlated with organizational
commitment and that education level and number of dependents
(at the time and/or expected in 12 months) would be
significantly negatively correlated to organizational
commitment. They found that organizational commitment is
positively significantly correlated with age, and that
organizational commitment is significantly negatively
correlated with education level and number of dependents.
Tenure was found to be unrelated to organizational
commitment. As a result, Brief and Aldag (1980) suggested
that nurses who had earned less than a bachelor's degree in
nursing, had no dependents under the age of six at home, and
were mature in years, are likely to become committed to the
organization and are less likely to leave.

Bar-Hayim and Berman (1992) investigated what affect
biodata variables have on passive and active organizational
commitment among 1299 employees from 14 Israeli enterprises.
Passive commitment was defined as loyalty to the
organization, while active commitment referred to the
employee's willingness to exert effort on its behalf. Older
males who were educated and had been with the organization a
long time were found to be actively committed to the
organization. Young women with low seniority and little
education exhibited passive commitment to the organization.

In this case, biodata variables were found to be related to
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organizational commitment, but on different scales with
respect to the amount of effort one puts into doing his/her
job.

Sager (1991) conducted a study of salespeople to
determine whether or not certain biodata variables had an
effect on organizational commitment and turnover. Sager
(1991) examined the relationship of marital status, number
of dependents, and age with organizational commitment and
turnover. Marital status was not found to be correlated
with organizational commitment or turnover. The number of
children was found to be significantly negatively related to
organizational commitment and unrelated to turnover. In the
final analogy, however, Sager (1991) believed that an
employee's age, marital status, and number of children did
not effect commitment and turnover levels of salespeople.
These findings conflicted with commonly held assumptions
that older salespeople with families should be more stable

than their young, single counterparts.

Outcomes of Organizational Commitment

Job Performance

Job performance has been studied as an outcome of
organizational commitment. Although job performance might

seem to be another logical indicator of organizational



ki




49
commitment (because highly committed employees should be
more productive or better performers than those with low
commitment), interestingly, no clear relationship has
emerged between the two in the research literature.

Meyer, Paunonen, Gellatly, Goffin and Jackson (1989)
found a relationship between affective commitment,
continuance commitment, and job performance. The purpose of
their study was to determine whether job performance would
be different depending on whether the employee's commitment
was affective or continuance. As it turned out, affective
and continuance commitment interacted on job performance
such that those who intrinsically valued being part of the
organization had higher performance levels than those who
would leave the organization if they had another job.

Job performance was also measured among a set of
specific antecedents and outcomes of organizational
commitment in a study involving salespeople (Sager &
Johnston, 1989). The researchers used the affective
definition of organizational commitment established by
Mowday et al. (1979) as both a predictor and criterion
variable. Sager and Johnston (1989) found that those
salespeople who identify with the organization and perceived
themselves as being loyal and hard working were not
necessarily perceived the same way by their manager. This

may be one of the many reasons a consistent relationship
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between organizational commitment and job performance has
not been found across previous studies.

DeCotiis and Summers (1987) examined job performance in
the context of a path analysis of various antecedents and
outcomes of organizational commitment in a study involving
367 restaurant managers in a single franchise chain. Job
performance was evaluated using supervisors' performance
ratings and financial results. Supervisors evaluated
managers on six dimensions of performance, namely: priority-
setting, work accomplishment, decision-making, openness to
influence, people skills, and general performance.
Financial measures were based on the three most important
costs associated with restaurant management: food cost,
labor cost, and liquor cost. These three critical cost
barometers were compared to sales and profit before tax to
arrive at an organizational effectiveness measure.

The results of the DeCotiis and Summers (1987) study
are important because organizational commitment was not
found to be strongly associated with subjective measures,
such as job performance. On the other hand, organizational
commitment was found to be strongly associated with the

purely objective measures, such as financial performance.
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ove heor

The literature is replete with researchers who have
advanced their theories to explain why turnover occurs in
organizations (e.g., Mobley, Horner, and Hollingsworth,
1978; Hom, Caranakis-Walker, Prussia, and Griffeth, 1992).

A growing percentage of this literature has begun to examine
the viability of organizational commitment as a predictor of
voluntary turnover. Although many studies have demonstrated
a relationship between turnover and organizational
commitment, there is still a lack of certainty as to the
strength and direction of this relationship (Randall, 1990).
A sampling of these studies will be discussed below.

Angle and Perry (1981) examined the potential
relationship between organizational commitment and turnover
in a study involving 1244 bus drivers and 96 transit
managers. The variables tested in the study were
organizational commitment, organizational effectiveness (as
indicated by turnover, absenteeism, intent to quit,
tardiness, operating expenses and organizational
adaptability. In this study, a significant inverse
relationship between turnover and organizational commitment
was found.

Mowday, Koberg, and McArthur (1984) conducted a study
which examined the relationship between organizational

commitment in studies involving 267 hospital employees and
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302 clerical employees to validate a simplified version of
an existing turnover model. Mobley et al. (1978) suggested
that the following chain of events occur in employee
hospital turnover: a) job satisfaction impacts the decision
to leave or stay employed at the hospital; b) thoughts about
leaving lead to intention to search for another job; c) the
chance of finding an acceptable replacement for the current
job leads to the intention to search for a new job; d) the
intention to search for a new job then leads to the
intention to quit, which ultimately leads to turnover. 1In
order to validate the model, the following study variables
were tested: organizational commitment, mobility cognitions
(probability of finding a new job and perceived ease of
finding a new job) and withdrawal cognitions (intention to
stay, intention to search for a new job, and desire to
leave).

Mowday et al. (1984) found the turnover model to be
correct in a general sense, with intention to stay with the
organization being the best predictor of turnover. Whether
or not organizational commitment is a direct predictor of
turnover was another matter. It was found that,
"organizational commitment was significantly related to
withdrawal cognitions, but did not significantly increase
explained variance when added to the prediction of turnover
by withdrawal cognitions" (Mowday et al., 1984, p. 92).

Lastly, organizational commitment and job satisfaction were
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found to be indirectly related to turnover, as had been
speculated by Mobley's (1977) previous work on turnover.

Williams and Hazer (1986) performed a path analysis to
improve upon the conceptual limitgtions of prior models
aimed at explaining turnover. The data used in the study
came from two previous studies; one conducted by Michaels
and Spector (1982) and another by Bluedorn (1982). The
antecedent variables borrowed from Michaels and Spector's
(1982) study and used to predict an employee's intent to
quit and their turnover potential were: pre-employment
expectations, perceived job characteristics, leadership
consideration, age, job satisfaction, and organizational
commitment. The antecedent variables borrowed from
Bluedorn's (1982) study and used to predict an employee's
intent to leave and turnover potential were: equity,
routinization, instrumental information, age, satisfaction,
and commitment.

Williams and Hazer (1986) found that the principal
antecedents of organizational commitment which have been
studied in the past (personal characteristics, work
experiences, job characteristics, organizational factors,
and role-related factors) only influenced commitment
indirectly in their study. Instead, organizational
commitment and job satisfaction were found to play
important roles as intervening variables in predicting

turnover. These findings led Williams and Hazer (1986) to
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conclude that "in terms of empirical turnover studies
reviewed, the present research suggests that those failing
to include both satisfaction and commitment... should be

viewed cautiously (p. 230).

Functional Turnover

There is a growing body of literature that suggests
voluntary turnover should not be regarded as necessarily
negative, especially in those situations where poor
performers leave the organization thereby helping to improve
organizational effectiveness. To determine whether turnover
is good or bad for an organization, it has recently been
dichotomized as being either functional or dysfunctional.

In turn, a portion of functional and dysfunctional turnover
have been categorized as unavoidable or controllable (Dalton
& Todor, 1979; Abelson & Baysinger, 1984).

Functional turnover is good for an employer because it
means an undesirable employee has left the organization,
which presents the opportunity to replace him/her with
higher qualified candidates (Dalton, Todor, and Krackhardt,
1982). Dysfunctional turnover is not good for an employer
because it means good employees have left the organization.
Although dysfunctional turnover may sound as if it is always

bad news for the employer, there has been evidence to
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suggest that dysfunctional turnover represents a small
percent of total voluntary turnover (Dalton et al., 1982).

Blau and Boal (1987) performed a review of the
literature to determine how job involvement and
organizational commitment interact to influence turnover. A
conceptual framework was developed after job involvement and
organizational commitment were divided into high and low
categories (based on a median split of questionnaire
scales). Although these categories were used to examine an
effect on high or low absenteeism, the framework was useful
as a way of depicting how job involvement and organizational
commitment may be combined to predict functional and
dysfunctional turnover.

The combination of organizational commitment and job
involvement, into high and low categories, produced a matrix
of four basic types of employees; an institutionalized star,
a lone wolf, a corporate citizen, and an apathetic employee.
For example, the institutionalized star is an employee with
high job involvement and organizational commitment. The
institutionalized star is someone who is dedicated to
his/her job and the organization, whose turnover would be
dysfunctional to the employer.

The lone wolf is any employee with high job involvement
and low organizational commitment. The turnover of the lone

WOlf would be seen as functional because this individual is
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more committed to his/her work than the organization and
likely to leave for a better job when one becomes available.

A corporate citizen is an employee who has low job
involvement and high organizational commitment. Turnover of
the corporate citizen, even though (s)he may be less
productive than the other types, would be dysfunctional as
this type of employee is a good soldier who carries out the
will of the corporation without question.

Lastly, the apathetic employee is someone with low job
involvement and organizational commitment. Turnover of the
apathetic employee is truly functional for the organization

as this type of employee works less than the others and is

not committed to the employer.

Work Values Theory

Introductjon

Over a decade ago, Mowday, Porter, and Steers (1982)
believed "individuals may come to organizations with certain
heeds, desires, skills and so forth and expect to find a
work environment where they can use their abilities and
Satisfy many of their basic needs" (p.20). From this
Persgpective, organizational commitment becomes a function of
Even

wvhether or not one's needs and desires are satisfied.

though need satisfaction is generally regarded as an
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important component of organizational commitment, previous
research has failed to produce or establish a taxonomy of
the "needs and desires" individuals have when they come to
organizations.

The work values literature provided some of the initial
insight as to why individuals might come to join certain
organizations based on their personal needs and desires.
The work values literature is used here as a theoretical
underpinning from which to develop a proposed taxonomy of
five types of personal reasons people may have for working
in tourism based service jobs. The taxonomy is intended to
improve upon previous efforts to predict organizational

commitment and its outcomes.

Values

Rokeach (1973) defined a value as an "enduring belief
that a specific mode of conduct or end-state of existence is
personally or socially preferable to an opposite or converse
mode of conduct or end-state of existence" (p.5). In other
words, people differ in the way they choose to accomplish
certain goals or pursue objects of material worth.

Locke (1976) also defined a value as something
conducive to an individual's welfare in that values serve as
a reference point from which alternative modes of behavior

are selected and acted upon again to achieve a material
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outcome(s). Locke also suggests that people act out their
lives in such a way as to acquire those things that are of
value to the them personally.

One might have thought the values literature would have
found a quick and early application in the area of
organizational behavior. However, this was not the case
even into the early 1980s. According to Pryor (1982), some
work had been done in this area, but there had been "few
attempts on either the conceptual or empirical level to
integrate values, preferences, needs, work ethics, and

orientétions to work" (p. 40).

Work Values

Zytkowski (1970) has offered a global definition of
work values as a "set of concepts which mediate between the
person's affective orientation and classes of external
objects offering similar satisfactions" (p. 176). Even with
such a global definition, it was still thought possible to
establish a taxonomy of work values unique to certain
occupations. If a taxonomy could be developed,
organizations would then hire individuals who matched the
values of the occupation being filled.

Actually establishing a taxonomy of work values, unique
to certain occupations, has been difficult for at least two

reasons. First of all, there is a growing source of work
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value inventories (e.g., Super's Work Values Inventory, the
Minnesota Importance Questionnaire), that have been offered
up in the literature. Secondly, being able to associate the
plethora of work values with all of the current and future
occupations, makes the challenge of establishing a taxonomy
exceedingly difficult. Nonetheless, 2ytkowski (1970)
proposed that there may be as many as 12 to 15 values, or as
little as three to six values, for any given occupation.

Kalleberg (1977) attempted to determine: a) if job
satisfaction was a function of work values and job rewards
and b) the mechanism by which job rewards are obtained by
individuals. Work values were seen as a reflection of an
individual's awareness of a particular condition sought from
the work situation which regulates the behavior used to
pursue that condition. 1In his analysis, five dimensions of
work were examined for their relationship to job
satisfaction: a) an intrinsic dimension (enriched or not);
b) convenience (live nearby to work, good hours, pleasant
work environment); c) relationship with co-workers (social
dimensions); d) opportunity for job to provide a career; and
e) resource adequacy (access to equipment and materials
necessary to do a job properly).

Kalleberg (1977) found variation in work values to be a
function of: a) life experiences preceding one's entry into
the workplace, b) non-work related social obligations

arising indirectly from the job itself, and c) the need to
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obtain paid benefits (e.g., to support a growing family) and
nonpaid benefits (e.g. meaningful work). Further research
was also recommended to determine the relationship of job
characteristics, job rewards, and job satisfaction to
occupational categories and/or ranking systems such as
prestige and socioeconomic status. Such an understanding
might even explain how satisfaction with an occupation
arises and leads one to excel in his/her career path.

Pryor (1980) conducted a study to examine the stability
of work values in a sample of 165 Australian students.
Scores on The Work Values List (Super, 1970) were subjected
to a variety of statistical analysis techniques (e.g.
canonical correlation and principal components factor
analysis) in the hope of evaluating the potential stability
of a psychological attribute such as that of work values.
The assessment of the stability of work values was found to
be a more complex undertaking than originally expected. As
a result, Pryor (1980) suggested future research be done "to
refine and at the same time broaden the concept of stability
in work values" (p. 157).

Elizur (1984) conducted a study which involved a
content analysis of the work values literature. An
important finding from this study was the confirmation of
two basic facets of work values, namely: "modality of
outcome and the relation to task performance" (Elizur, 1984,

pP. 380). Modality of outcome refers to the notion that
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outcomes can be both social/psychological or
instrumental/material. Material benefits refer to tangible
rewards made available to employees in the way of pay or
benefits. Social/psychological benefits are intangible
rewards, such as achievement or independence. Relation to
task performance refers to the material or
psychological/sociological incentives which management puts
into place as a means to motivate people to come to work and
contribute to organizational effectiveness. Elizur's study
(1984) contributed to the literature as it established a
"modality of outcome - material, social and psychological -
and type of outcome - performance relations (reward,
resource)" (p. 379).

Judge and Bretz (1992) examined whether work values had
an influence on job choice decisions in a pilot study
involving students. The study examined whether accepting a
job offer was influenced by the organization's
prioritization of the following values: concern for others,
achievement, honesty, and fairness. Judge and Bretz (1992)
concluded that the values of an organization have an
influence on whether or not an individual accepts a job
offer, particularly when (s)he learns of the organization's
value system ahead of time. Although the conclusions in
this study are confined to a short list of potential work
values (e.g., concern for others, honesty, achievement, and

fairness), the researchers did find strong evidence to
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support the belief that "individuals were more likely to
choose jobs whose value content was similar to their own

orientation" (Judge & Bretz, 1992, p. 261).

Five Types of Personal Reasons People May Have for Working

in Tourism Based Service Jobs

Allen and Meyer (1990) recommended future research be
taken to "identify 'commitment profiles' that differentiate
employees who are likely to remain with the organization and
contribute positively to its effectiveness from those who
are likely to remain but contribute little" (p. 15).
Additionally, Mottaz (1988) suggested that individuals take
a job with a given employer to achieve certain objectives or
work values. Commitment to a particular social setting,
such as the work place, may be a function of whether or not
the setting is perceived as consistent with the individual's
values and identity (Brown, 1969; Santee & Jackson, 1979).

Building particularly on the original work of Kalleberg
(1977), it is believed that there are five types of personal
reasons people may have for working in tourism based service
jobs. It may be the case that people work in tourism based
service jobs only to: 1) pursue a bona fide career, 2)
supplement income or free time, 3) enjoy a lifestyle
directly or indirectly provided by tourism based service

jobs, 4) make a transition from one occupation into another,
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or 5) secure a convenient source of employment or entry into
the job market. The nature of each of these five types of
personal reasons will be discussed below.

Before discussing the bona fide career reason for
working in a tourism based service job, it is important to
point out that no attempt will be made here to support or
refute the career theory literature (e.g. Hall, 1976;
Schein, 1978; Rhodes & Doering, 1983; Mihal, Sorce, Comte,
1984; Holland, 1985; Dawes, 1991). By and large, the bona
fide career reason takes into consideration the existence of
some formal or informal evolutionary process that shapes the
self image and work values of certain individuals in the
labor pool which predisposes them to a career in the tourism
based service sector (Hall & Schneider, 1972).

The bona fide career reason for working in tourism
based service jobs is believed to have arisen because
certain people have developed a personal need or an interest
in working in that sector. The list of potential ways in
which people actually develop an interest in pursuing a
career in tourism based service jobs is in all likelihood
endless. For example, the orientation toward working in
tourism based service jobs may be the result of the child
who is exposed, but not limited to, parents who worked in
tourism based service jobs. The child's exposure to
relatives or friends may spark an early interest in a career

in the tourism based service sector (Ross, 1993). The early
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interest then acts as a reference point which orients the
individual to pursue a career in tourism based service jobs
when (s)he is older (Becker & Carper, 1956).

Alternately, a bona fide career interest may not only
arise from being exposed to the tourism based service sector
at an early age. A career interest in tourism based service
jobs may develop among teenagers working in a fast food
outlet that is located on their high school's premises to
serve students during school hours (Bloodworth, 1994). The
location of the fast food outlet is advantageous to the
students (who benefit personally by earning a wage), the
high school (which need's to cut costs and offset growing
budget declines), and the food-service outlet (which needs a
ready supply of workers and customers). The students who
work in the food-service job may, by design, learn every
aspect of the business while they earn their high school
diploma. As a result, some of these high school students
leave high school with a deeper understanding of the food-
service industry, later turning it into a career.

A bona fide career interest may evolve from those high
school or college students who take on their first part-time
job in tourism based service jobs. Not only do students
gain practical work experience by working part-time in a
tourism based service job, they also earn money which can be
spent on their leisure pursuits or school expenses. These

teenagers may enter into tourism based service jobs
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initially to offset expenseslor leisure time and then
discover that they have a talent for working with people.
This talent may turn into a real love for the tourism based
service occupation that prompts the teenager to pursue a
career in it.

Although all tourism based service jobs do not require
frequent and intense customer contact, it is an important
aspect of tourism based service jobs which generally
differentiates them from, for example, manufacturing or
agriculture. Those people who are unable to handle the
challenges of dealing with customers on a daily basis may
abandon a tourism based services career altogether. As
mentioned, those people who enjoy constant contact with
customers are potentially more likely to pursue a career in
tourism based service jobs.

In many respects, having actually worked in a tourism
based service job for some period of time may serve to spark
an interest in pursuing it as a career path. The
combination of early exposure to tourism based service jobs
and actual hands-on experience in a tourism based service
job for a given period of time probably combine to influence
the conscious decision to pursue it as a viable career path.

The supplementary reason for working in a tourism based
service job arises when an already employed individual needs
to supplement his/her personal income by taking on a second

job. These individuals are often referred to as



66
"moonlighters" (Davidson, 1983). These people may be
principal wage earners looking to support the low wages
offered in their present full-time job (Dempster-McClain &
Moen, 1989). They may only be interested in part-time work
as they have another full-time job in a different or similar
occupation. Or, they may be retirees who want to supplement
surplus free time and perceive an opportunity to do so by
working in a tourism based service job.

The lifestyle reason for working in a tourism based
service job may also be based on an individual's attraction
to the secondary benefits a tourism based service
organization provides to individuals, such as the quality of
life offered those living and working in a particular
geographic location. 1In effect, the geographic location of
an employer can make the jobs it has to offer attractive to
some people ‘in the labor pool. For example, some tourism
based service jobs provide employees the opportunity to live
and work in picturesque lake-side, resort based communities.
For example, sayings such as "half the pay for a view of the
bay," are common in parts of the Northern Lower Peninsula of
Michigan. In fact, faced with the recent advent of a
military base closing in Michigan's Upper Peninsula, some
residents have voiced the concern that they do not want to
leave their homes and jobs in the area because they enjoy

the "slow pace and outdoor life" ("U.P. group works," 1993).
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More evidence of there being a lifestyle reason for
working in a tourism based service job which enables one to
live in a particular geographic location of the world may be
found most recently in Hawaii. The "Aloha State," long
known for its outstanding natural beauty, has seen
unemployment rise dramatically in the face of a prolonged
recession. This downturn in the economy, due to a dramatic
decline in Hawaii's tourism industry, prompted many
residents to flee for the continental United States in
search of different career opportunities. However, there
are still plenty of people living in Hawaii who share the
outlook of one person quoted as saying: "I don't think
there's anyone who doesn't think of leaving, but most of us
stay because it's just so darn beautiful" (Ybarra, 1994).
This quote epitomizes the perspective of the person who
seeks a tourism based service job because of the lifestyle
it provides, which in this case means maintaining residence
in Hawaii.

Additional lifestyle reasons for working in tourism
based service jobs may be the case of those who want access
to the indirect benefits a service firm employer has to
offer employees. For example, my qualitative research of
tourism based service employees (especially resort employees
in Colorado) over the years has led me to discover
individuals who report they work in a tourism based service

job primarily to engage in their favorite recreation
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pursuits. I have spoken to resort employees who pursue
their love of downhill skiing by working for a ski resort in
the winter seasons; they are typically characterized (in
industry jargon) as "ski-bums or ski-bunnies." These
individuals tend to be the bartender, 1lift operator, or
better still, the ski instructor at a resort who is
permitted to ski for free (or at greatly reduced prices),
when they are not on the clock. These individuals are
attracted to their jobs because they get to have unlimited
skiing opportunities as a consequence of their employment.

In the general service sector, I am also aware of the
avid bodybuilder who lives to (again in industry jargon)
"pump iron" and works his/her job as a weight trainer at a
local gym because it provides him/her with an opportunity to
work out for free when off the clock or even during working
hours demonstrating weight training for the clientele. I
have also conducted occasional interviews with retail
employees. They claim to truly enjoy wearing the latest
fashions when they go out in public, so they work for a
clothing retailer because they are able to purchase clothes
at a significant discount.

The transition reason for working in a tourism based
service job is believed to be due in part to the result of
declining industries, such as in automotive, steel, logging,
and other "smokestack" industries. In 1994 alone, seven

million American workers over the age of 25 were forced into
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making a career change due to technology and corporate-
downsizing (Bleakley, 1994). Many of these displaced
workers may decide to work in tourism based service jobs
because they do not like the idea of sitting idle and
collecting unemployment. These people probably never
considered working in the tourism based service sector until
after they were abruptly put out of their jobs and forced
into a career change.

Displaced workers who are in a career transition could
very well possess a high level of knowledge, skills, and
abilities that do not transfer naturally to jobs available
in the tourism based service sector. For example, the
Defense Department cut an average of 11,000 military and
civilian jobs a month in 1994, and many of these newly
unemployed workers are now unable to find jobs to which they
had been accustomed (e.g., driving tanks, firing mortars,
building missiles) and are working in the tourism based
service sector as salespeople, stockbrokers and shift
managers in fast food restaurants (Ricks, 1994).

There are also plenty of former auto workers adapting
to tourism based service jobs which force them to not only
take a significant cut in pay and fringe benefits but to
adapt to a facet of service jobs they did not have to deal
with on the assembly line, that being direct contact with
the customer. Lacking the skills or desire to work directly

with the public, these former auto workers and military
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personnel would most likely return to their former jobs were
they to be recalled and/or given the opportunity to work in
similar jobs for new, or even former employers.

The transition reason for working in a tourism based
service job may also include the purpose of changing careers
voluntarily. Such individuals may have gone to college or
been apprentices preparing for a particular occupation after
leaving high school. After working in the job awhile, they
may decide they no longer want to pursue the career they
selected in their teenage years, and decide to try their
hand at another line of work. Examples might include the
bank manager who decides to leave banking and go into the
restaurant business, or the manufacturing manager who takes
an early retirement and works out of his/her home as a real
estate agent.

The convenient reason for working in a tourism based
service job is believed to be the result of those people in
the labor pool who may live close to a variety of tourism
based service employment opportunities. These individuals
may seek a job with a tourism based service organization(s)
due to the close proximity of the employer to their place of
residence. Afterall, with the rapid technological
advancements of the 1990s and the coming of the information
superhighway, it is increasingly possible for tourism based
service providers to locate their businesses anywhere in the

country (providing there is good phone service) and become
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the only employer in a small rural communities (Toffler,
1980).

Oother convenience reasons for someone needing a job
include: a) good working hours that fit with an unusual
personal schedule, b) frequent job openings requiring no
previous experience, c) an opportunity to spend more time
with friends or relatives, d) few responsibilities, e)
little stress from the job, and possibly f) a chance to
really enjoy a job for its own sake.

It is important to point out that the type of reason
for seeking a tourism based service job may change over the
course of one's lifetime due to psychological, social or
economic situations. As mentioned earlier, teenagers may
seek employment in a tourism based service job because it is
convenient to do so and turn it into a bona fide career
because they really enjoy doing the work.

Finally, it may certainly be possible that an
individual has multiple personal reasons for wanting to work
in a tourism based service job. Even though it is believed
that an individual has one basic reason for working in a
tourism based service job, there may be a combination of
personal reasons. For instance, an individual may decide to
work in a tourism based service job because it is a great
way to pursue a career and live in his/her favorite
geographic location of the country. Working in tourism

based service jobs also help retirees supplement their
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finances or reduce surplus free time while residing in a

resort community in Florida.

e ersona easons for Wor

Based Service Jobs

The preceding discussion, as to the five types of
personal reasons people may have for working in tourism
based service jobs, may be aggregated into a taxonomy of

five "types." These types will now be defined below.

The Bona Fide Career Type. The bona fide career type

consists of those people who decide to work in tourism based
service jobs because they find these jobs desirable. Those
who possess a career interest in tourism based service jobs
like the nature of the work (perhaps because it involves
working with people) and may not be able to see themselves
working in any other occupation (e.g., manufacturing,

agriculture).

The Supplemental Type. The supplemental type works in

tourism based service jobs because (s)he needs to augment
personal or household income. These individuals may already
have a full- or part-time job but still be unable to meet
their expenses. The supplemental type may also include
those individuals who find themselves with plenty of free
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time and the desire to spend some of it in an enjoyable yet

constructive manner.

The Lifestyle Type. People may also work in tourism based

service jobs because they find these jobs desirable as means
to an end. The tourism based service job provides them with
an opportunity to enjoy the secondary benefits of working
for a tourism based service firm, such as residing in a
particular geographic location of the country. Lifestyle
types may also work in tourism based service jobs because
they wish to satisfy their craving for certain recreational

pursuits.

The Transition Type. These people find tourism based
service jobs desirable only after working happily in another

career field until a change is forced upon them by special
circumstances outside of their control (e.g. economic
recession, natural disaster). As a result, tourism based
service jobs suddenly become attractive to these people, who
would not have worked in them otherwise. This type may also
include people who have made a conscious decision to make a

career change at some point in their 1life.

The Convenience Type. Convenience types work in tourism

based service jobs because they encounter few barriers to

securing a job with a particular tourism based service
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organization. For this type of tourism based service sector
employee, convenience may include: good hours, light duties
and minimal responsibilities, familiar or friendly co-
workers and customers, easy accessibility by public
transportation (e.g., on the bus line), limited experience
requirements, or even low stress. All, or only a few, of
these factors may make working in tourism based service jobs

attractive to certain individuals in the labor pool.

Study Hypotheses

In the research literature it is evident that previous
attempts to establish specific reliable and valid
antecedents and outcomes of organizational commitment has
been met with mixed success. The rationale for there being
potentially five types of personal reasons people may have
for working in tourism based service jobs, with support from
the work values literature, has also been discussed.

Seven of the following eight hypotheses suggest a
relationship between specific antecedents (job involvement,
job satisfaction, job design, and biodata) and outcomes (job
performance, functional turnover) of organizational
commitment. Also, the first seven study hypotheses suggest
that knowing the type of personal reason an individual has
for working in a tourism based service job will

significantly increase the predictability of organizational
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commitment and its outcomes. The eighth hypothesis suggests
that there is a difference in the level of commitment
between those who remain with the organization versus those

who leave voluntarily.

Hypothesis 1

There are five basic types of personal reasons people
may have for wanting to work in tourism based service jobs.
The types of reasons are a: 1) bona fide career type; 2)
supplemental type; 3) a lifestyle type; 4) a transition
type; and a 5) convenience type.

This hypothesis has been established because it would
be valuable to identify those job candidates who were not
only predisposed to a career in tourism based service jobs,
but because it may lead to developing valid antecedents of
organizational commitment (Pierce & Dunham, 1987). Indeed,
there are some researchers who suspect there is a no
commitment-type of individual (DeCotiis & Summers, 1987).
Finding evidence to the contrary in this study would be
valuable to those trying to improve organizational
effectiveness and reduce turnover levels of good employees

(O'Reilly & Caldwell, 1981).
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Hypothesis 2

The second hypothesis is that:

a. An individual's attitude toward his/her job is a
significant predictor of organizational commitment.

b. Knowing the type of reason (e.g., bona fide career) an
individual has for working in a tourism based service
job will increase the predictability of organizational
commitment, when attitude toward the job is
controlled.

The second hypothesis is intended to extend previous
efforts to establish job involvement as an antecedent
variable of organizational commitment. Job involvement has
been defined as the psychological attachment individuals
have for their work (Lodahl & Kejner, 1965). I believe that
this construct is a precursor to another antecedent of
organizational commitment which is the positive or negative
attitude an employee develops toward his/her job once (s)he
has worked in it for awhile.

Building again on the work values perspective, it is
conceivable that an individual could develop an attitude
toward his/her job based on whether it coincides with
his/her values, making it meaningful to the individual.
Kalleberg (1977) put it best by saying "work has no inherent
meaning but, rather individuals impute such meanings to

their work activity" (p. 127) Basically, the nature of this
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hypothesis is that when an individual has a favorable
attitude toward his/her tourism based service job, it should
lead to relatively high organizational commitment.
Conversely, an unfavorable or negative attitude toward one's
job should result in relatively low organizational

commitment.

Hypothesis 3

The third hypothesis is that:

a. Job design is a significant predictor of organizational
commitment.

b. Knowing the type of reason (e.g. bona fide career) an
individual has for working in a tourism based service
job will increase the predictability of organizational
commitment, when job design is controlled.

The most tangible relationship an employee has to the
organization is through his/her job. The nature of this
hypothesis is that employees working in jobs that are
enriched, suggesting high motivating potential, may be prone
to develop relatively high levels of organizational

commitment.
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Hypothesis 4

The fourth hypothesis is that:

Job satisfaction is a significant predictor of
organizational commitment.

Knowing the type of reason (e.g., bona fide career) an
individual has for working in a tourism based service
job will increase the predictability of organizational
commitment, when job satisfaction is controlled.

Job satisfaction should occur when an employee is

satisfied with the performance of paid/nonpaid benefits that

are important, or have value, to that individual. This is

an important consideration as there is evidence that

commitment is greater for those employees who work in jobs

that are satisfying (Meyer & Allen, 1987).

Hypothesis 5

The fifth hypothesis is that:

Biodata variables, including: age, tenure, education
level, number of dependents, gender, and marital status
are significant predictors of organizational
commitment.

Knowing the type of reason (e.g., bona fide career) an
individual has for working in a tourism based service

job will increase the predictability of organizational
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commitment, when each of the biodata variables are

controlled.

Because biodata variables have been shown to predict
organizational commitment in the past, they will be examined
in this study as well. They are important variables to
consider in the context of any study designed to predict
organizational commitment because they are more easil§
observed than cognitive variables and are more reliable
measures. If biodata variables are shown to predict
organizational commitment, they can be easily accessed from
an individual's job application and used to improve the

recruitment and selection process used by an organization.

Hypothesis 6

The sixth hypothesis is that:

a. Organizational commitment is a significant predictor of
job performance.

b. Knowing the type of reason (e.g., bona fide career) an
individual has for working in a tourism based service
job will increase the predictability of job
performance, when organizational commitment is
controlled.

Organizational commitment has been found to be a

predictor of job performance. It is important to include a

hypothesis with job performance in this study because it is
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an observed behavior that might cross validate an employee's

self reported level of commitment.

Hypothesjs 7

The seventh hypothesis is that:

a. Organizational commitment is a significant predictor of
functional turnover.

b. Knowing the type of reason (e.g.. bona fide career) an
individual has for working in a tourism based service
job will increase the predictability of functional
turnover, when organizational commitment is controlled.
Organizational commitment has been examined in terms of

being a predictor variable of voluntary turnover (e.g.

general turnover, functional turnover). Functional turnover

is an important consideration for employers, especially from
the standpoint of learning how to avoid losing good

employees to other organizations. Functional turnover is an
important variable to measure because it is another observed
behavior (like job performance) which may be associated with

the construct of organizational commitment.
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Hypothesis 8

The eighth hypothesis is that:

a. Employees who stay with an organization will have a
higher degree of commitment than those employees who
leave voluntarily.

Organizational commitment has been studied in the
context of it being a predictor of voluntary employee
turnover, regardless of whether it was functional or
dysfunctional, and must be included in this study because it
provides another opportunity to establish behavioral
outcomes of organizational commitment. Turnover is also
important to include in this study as Porter and others
(1974) found that "commitment to the organization was
clearly the most important variable in differentiating

between stayers and leavers" (p. 606).



CHAPTER III

METHODS

Introductijon

In the beginning of this chapter the sample, procedures
and materials for the study will be discussed. The sample,
procedures, and results for the pretest of the survey
instruments will be discussed at the end of the chapter. It
should also be noted at this point that many of the data
collected from the resort that was utilized to pretest the
survey instruments (referred to as Resort D) were ultimately
combined with the data collected from the other three
resorts (referred to as Resorts A, B, and C) that
participated in the study. That is why Resort D will not be
discussed to a great extent in the initial procedures
section of this chapter but will be dealt with in the

section concerning the pretest.

Sample

The sample for this study was drawn from four out of
seven resorts that were asked to participate in the study.
Three of the participating resorts are located in Michigan's

northwest lower peninsula, and one is located in western

82
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Michigan. The sample included all nonsupervisory permanent
full- and part-time employees working at the resorts. Those
employees with a job title of supervisor were included in
the sample if they did not have the authority to hire, fire,
or evaluate the performance of other employees in their
department or work-unit. The resort employees included in
the study generally held jobs in the following departments:
a) general property maintenance, b) food and beverage
service, c) guest service-sales-safety, and d)

administration.

Materjals

In all cases, self administered questionnaires were
chosen as the data collection method for this study as the
potential sample size made the time and cost of personal
interviews prohibitive. The scales, demographic variables,
and UCRIHS waiver form for nonsupervisory employees were
compiled into a booklet to make it easier for employees to
respond to the survey. A copy of the survey booklet is
contained in Appendix A.

It is being assumed in this study that regardless of
how "involved" employees are with their jobs, working in
tourism based service jobs has varied affects on people in
regards to the attitudes that they develop as a consequence

of working in the jobs the industry has to offer. Miller's
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(1934) Attitude Toward Any Occupation Scale was modified
slightly and renamed the Attitude Toward Job Scale in this
study to measure and test the potential range of affects
that working in tourism based service jobs may have on
employees attitudes. The slight modifications that were
made to the scale basically involved updating the
terminology used in the scale (as it is over 60 years old)
and changing the word "occupation" to "job" in many of the
items. The Attitude Toward Job Scale is contained in
Section I of the survey booklet.

Miller's (1934) scale has parallel Forms A and B, both
with 45 items. Form A was modified for use in the study.
Item weights range from 0.6 (for strongly negatively stated
items) to 10.4 (for strongly positively stated items) in
form A. Reliability coefficients for the scale reportedly
range from .71 to .92. The scale is thought to have content
validity as it was developed by subject matter experts.

The Thurstone method of equal-appearing intervals was
used to develop the Attitude Toward Any Occupation Scale
(Shaw & Wright, 1976). The Thurstone method relies on a
panel of judges to follow a formalized procedure aimed at
developing a scale to reliably measure a particular attitude
or construct. The Thurstone method starts with a large pool
of items that reflect, in this case, a range of potential
attitudes people could have for a particular occupation.

The judges take the pool of items and first sort them into
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11 piles. The judges then assign a weight to each of the
items based on their median position in each of the 11
piles. Ultimately a scale is produced that consists of a
sampling of items (from extremely negative to extremely
positive) to account for the variance in the population on
the attitude being measured.

The attitude toward job scores were calculated for
resort employees by summing the weights for each of the
items that they placed an X before, which was an indication
that they agreed with the statement made by the item in
reference to their resort job. A high score on the scale
means that the employee reports (s)he has a favorable
attitude toward his/her job.

It is important to note that Miller's scale (1934)
contained items that appear to be similar to some of those
used in scales designed to research the construct of job
involvement by Lohdahl & Kejner (1965) and Kanungo (1982).
This is of concern because any findings concerning the
attitude toward job variable might be contaminated as the
scale could potentially measure job involvement. Because
employees were not required to respond to each of the 45
items on the Attitude Toward Job Scale it is doubtful that
they would respond to only those items used in the job
involvement scale. For this reason, the scale is assumed to

measure only the employees attitudes toward their jobs.
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Section I and II of Hackman & Oldham's Job Diagnostic
Survey (JDS) were used to measure job design. The JDS is a
way to examine whether the job itself (as opposed to pay or
benefits) has the capacity to motivate employees to be
productive while they are at work. Those jobs which have
the capacity to motivate employees, in and of themselves,
are said to be enriched. Hackman & Oldham (1976) developed
the JDS for use as a diagnostic tool to evaluate jobs prior
to any redesign efforts and as a way to evaluate jobs once a
redesign has been completed to determine if the jobs were
enriched. Section I and II of the JDS are reproduced in
section II and III of the survey booklet included in
Appendix A.

Job design (enrichment) was inferred using the
motivating potential score (MPS) which was calculated from
scores obtained for the five job core dimension scales that
comprise section I and II of the JDS. The five core job
dimensions are skill variety, task identity, task
significance, autonomy, and feedback. Each of the job core
dimension scales consist of a three-item, seven-point Likert
scale, making it possible to calculate the MPS. The
internal consistency reliability coefficients for each of
the five job core dimension scales has ranged from .59 to
.71 (Hackman & Oldham, 1975).

The MPS can range from 1 (low motivating potential) to

343 (high motivating potential). When the scale was
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originally developed, the mean MPS was 128.31 with a
standard deviation of 72.73. The MPS of a job is calculated
using the raw mean scores from the five job core dimensions

in accordance with the following formula:

Skill Task Task
Variety + Identity + Sig.
MPS = x Autonomy x Feedback
3

According to Hackman and Oldham (1975), a good base
score for any job is an MPS of 125. To get an MPS of 125,
the job would have to be rated with all fives on the seven-
point Likert items making up the scales measuring the five
core job dimensions. Hackman and Oldham (1975) maintain
that a job that has an MPS between 200 to 343 indicates a
job that is well designed.

The Organizational Commitment Questionnaire (0CQ) was
used to measure and test the employee's level of
organizational commitment (Mowday et al., 1979). The 0CQ
was initially tested across 2563 employees employed by a
variety of organizations. Internal consistency reliability
coefficients for the 0CQ have ranged from .82 to .93. The
0CQ has received high marks in the past as a respected
empirical measure of affective (cognitive) organizational
commitment, particularly in previous studies designed to

evaluate its psychometric properties (Ferris & Aranya,
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1983). The fifteen item 0CQ is found in section IV of the
survey booklet which is contained in Appendix A.

No existing scales were identified that could have been
modified slightly to measure and test the five hypothesized
types of personal reasons people may have for working in
tourism based service jobs. The process of developing a
Bona Fide Career Scale, Convenient Source of Employment
Scale, Job Transition Scale, and Lifestyle Choice Scale for
use in this study were guided by the works of Anastasi
(1979), Miner and Miner, (1979), Gatewood and Field (1992),
and Spector (1993). The Supplemental Employment Scale was
developed from items used in previous scales developed to
investigate supplemental employment (Perrella, 1970; Jamal &
Crawford, 1981; Jamal, 1986; Stinson, 1986).

All scale items were written a priori (except the
Supplemental Employment Scale) and designed to measure the
contents of the definitions coinciding with the taxonomy of
types of personal reasons people may have for working in
tourism based service jobs that were discussed at the end of
Chapter II. The scale items were weighted using a Likert
Scale ranging from 1 (strongly disagree with the statement)
to 7 (strongly agree with the statement). The five scales
are presented in Table 3.1. Prior to the pretest, the items
from each of the five scales were listed at random (using a
random numbers table) in Section V of the survey booklet as

illustrated in Appendix A.
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Table 3.1. Five scales developed for measuring and
testing the five types of personal reasons
people may have for working in tourism based
service jobs.

d cale

Bl. I want a career for myself working in the
resort/tourism business.
B2. I really enjoy this kind of work.

Job Transition Scale

J3. I was layed off by another employer.
J4. I am getting experience in this job in order to start a
business of my own someday.
JS. § decided to work here until I find a more interesting
ob.

convenjent Source of Employment Scale

C6. This resort was willing to provide me with my first
job.

C7. This resort is a convenient place for me to work.

C8. I am a student, this job allows me the opportunity to
earn extra income.

Supplemental Employment Scale

S9. I have to pay off debts I owe.

S10. I need something to do to occupy my free time.

S11. I am trying to save money for the future.

S12. I need additional money to meet current living expenses
for myself, or family.

S13. I just wanted to try my hand at a different line of
work.

Lifestvle Chojce Scale

L14. I am only here to take advantage of the recreational
activities the resort has to offer when I get off of
work.

L15. I am working here in order to live in this part of
Michigan.
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A Service Job Satisfaction Scale was also developed to
test the level of job satisfaction among employees working
in tourism based service jobs and presented in section VI of
the survey booklet. Job satisfaction is not a measure of
how satisfied an employee is with his/her "job," per se. It
is more a measure of how satisfied an employee is with the
benefits that result from doing the job. The Service Job
Satisfaction Scale developed for this study does incorporate
items from scales used in prior studies discussed below.

Items were borrowed from a study designed by Sheridan,
Slocum, and Richards (1974) to test expectancy theory and
job behavior among nurses to test their valence
(attractiveness) for different items from a list of
potential outcomes (benefits). Because the scale was used
to establish the valence a list of outcomes had for the
nurses, the researchers did not attempt to establish
reliability. The list of benefits generated by Sheridan and
others (1974) were still helpful in this study in developing
the Service Job Satisfaction Scale.

Items for developing the Service Job Satisfaction Scale
were also borrowed from a scale used to test the
occupational preferences of senior psychology majors
(Muchinsky & Taylor, 1976). The reliability of the scale
used by Muchinsky and Taylor (1976) was not reported. Items
from the Muchinsky and Taylor (1976) scale were added to the

items borrowed from the Sheridan and others (1974) study to
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complete a fixed list of potential benefits for the Service
Job sSatisfaction Scale.

The problem with generating a fixed list of benefits
for the Service Job Satisfaction Scale was considered.
First of all, there was the risk of excluding benefits the
employee believes to be an important consequence resulting
from the work performed for a given tourism based service
employer. In this case, the scale would be deficient as it
did not include all of the potential benefits from working
in a tourism based service job. The scale would naturally
produce an unreliable score because tourism based service
job satisfaction was inadequately measured. There was also
the potential problem of having employees evaluate their
satisfaction with benefits that are important to them but
not offered by their current employer. 1In this regard, the
scale would have been contaminated because there would be
benefits listed that might be evaluated by employees even
though they are not currently being offered by their
employer. The score produced by such a scale would also be
an unreliable measure of tourism based service job
satisfaction.

In view of these considerations, a fixed list of
paid/nonpaid benefits was established. The principal
advantage of a fixed list of benefits was that it made it
easier to calculate a job satisfaction score for employees

because each one is presented with the same list of items
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from which to choose. An open-ended format would have made
it exceedingly difficult to reliably code and analyze the
data in order to accurately measure tourism based service
job satisfaction for the large sample size used in this
study. To safeguard the exclusion of a benefit from the
Service Job Satisfaction Scale that may be particularly
important to tourism based service workers, an open-ended
item was included during the pretest of the survey
instruments.

The instructions for the Service Job Satisfaction Scale
required employees to first read through the list of 20
paid/nonpaid benefits and then place an X before only those
benefits that were important to them. They were then asked
to rate how satisfied they were with only those benefits
that were important to them using a Likert scale ranging
from 1 (very dissatisfied) to 7 (extremely dissatisfied). A
mean job satisfaction score was calculated for each employee
by dividing the number of benefits that were checked as
important into the sum of the item weights.

The procedure of having employees rate their
satisfaction with paid/nonpaid benefits, important only to
them, was another important consideration when developing
this scale for the study. This course of action was taken
because job satisfaction scales, such as the Job Diagnostic
Index (Smith et al., 1969), typically require subjects to

sort or evaluate how satisfied they are with all of the
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items in the scale. It was therefore assumed (with general
support from the work values literature), that it is
illogical to have employees indicate their level of
satisfaction with all of the benefits listed on a job
satisfaction scale since not all of the items may be
important to the individual.

Dillman's (1986) strategy for maximizing response rates
to personal (biodata) items was implemented which explains
why these variables are found at the end of the survey
booklet. Dillman (1986) has found that respondents tend to
complete personal items when they are placed at the end of a
questionnaire because they have already spent their time
completing the early pages. Not responding to the final
items may mean their questionnaire will not be counted and
their time will have been wasted. The biodata variables
contained in Section VII are: age, marital status, level of
education, tenure, and number of dependents. Employees were
also asked to indicate their name, job title, department,
employment status (full-time or part-time permanent),
whether they had a second job, the title of the second job,
and the employment status of their second job.

The Employee Performance Appraisal used in this study
was developed using two other scales as guides. A copy of
the performance appraisal form used in the pretest is found
in Appendix B. The top portion of the appraisal form

(Section I) was based on items borrowed from a behaviorally
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anchored rating scale (Eichel & Bender, 1984). The primary
reason for including a behaviorally anchored rating scale in
the appraisal form was to reduce some of the subjectivity of
employee ratings by their supervisors to make the scores
more reliable. The bottom section of the appraisal (Section.
II) consists of Likert scale items from another previously
used performance appraisal form (Olson, 1981). The
reliability of the scale had to be determined during the
pretest of the survey instruments.

Dalton, Todor, and Krackhardt's (1982) three-item scale
was used to test the functionality of voluntary turnover.
The scale is referred to as the Employee Turnover
Questionnaire in this study. A copy of the ETQ is contained
in Appendix C. Campion (1991) recently found internal
consistency reliability of the three-item scale to be .88.
The advantages of the scale are that it is easy to use and
"considers factors that are highly relevant and visible to
the supervisor (e.g., job performance and ease of
replacement)" (Campion, 1991, p. 210). The disadvantage of
the scale is that it is a subjective measure of functional
turnover. The ETQ was coded such that higher scores

indicate dysfunctional turnover.
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Procedures

The resorts that participated in the study were not
selected at random from a sampling frame of all possible
resorts in Michigan. It would have been better to select
the resorts at random for this study but factors such as
time and money did not permit that option. As a result, the
study was based on a convenience sample which means it will
be difficult to generalize the findings beyond those resorts
that were sampled.

Seven resorts were asked to participate in this study.
out of the seven resorts that were contacted, four agreed to
take part in the study and referred to as Resorts A, B, C,
and D for purposes of anonymity. It should be noted again
that Resort D doubled as a pretest site in this study.

The survey (including the pretest of the instruments)
took place at the resorts between early June and late
August, 1993. General managers were offered an executive
report highlighting the findings concerning their property
as compared to the other three resorts (without knowing the
names of the other resorts) as an incentive to participate
in the study. However, managers were informed that the
information provided by employees was to be kept
confidential and their names would not to appear in the

contents of the report.
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Employees indicated that their participation in the
study was voluntary by signing a waiver form that was
sanctioned by the University Committee on Research Involving
Human Subjects (UCRIHS). As mentioned, the form was
included in the survey booklet. The information provided by
employees was treated as confidential rather than anonymous.
The reason employees could not participate anonymously was
due to the study design which included a job performance and
functional turnover variable. These two variables were
evaluated by having the employee's supervisor complete a
performance appraisal and turnover questionnaire. As a
result, supervisors had to have the names of employees (as
opposed to randomly assigned identification numbers) in
order to evaluate the employees properly.

As indicated, the supervisors in each of the functional
departments played an important role in the study. Resort
supervisors were also required to sign a waiver form that
was sanctioned by UCRIHS to indicate their participation in
the study was voluntary. The form can be referred to in
Appendix D. Without the voluntary help from supervisors it
would not have been possible to evaluate the performance of
employees or the functionality of their voluntary turnover.

Resort employees were all given a packet consisting of
a cover letter, a survey booklet, and a copy of the employee
performance appraisal and told their participation was

voluntary. The cover letter provided basic information on
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the dates the survey was to take place (specific to each
resort) and instructions as to where the employees were to
return their completed booklets. The cover letter also
instructed employees to fill out only the top portion of the
their performance appraisal (which was inserted loosely in
the survey booklet) and give it to their supervisors to
complete (granted the supervisor volunteered to participate
in the study).

There were incentives put into place to increase
voluntary participation of employees and supervisors'in the
survey. The incentives were put into place based on one of
the principles of Homan's exchange theory, which states that
people "are likely to perform an activity, the more valuable
they perceive the reward to be" (Babbie, 1989, p.49).
Employees were offered a cash incentive to properly complete
their survey booklets should they elect to participate in
the survey. Supervisors all received a Michigan State
University (MSU) pen and pencil set for volunteering to take
the time to complete performance appraisals for those
employees who elected to participate in the survey.

Although there were subtle differences involved in the
procedures for surveying employees at each of the resorts,
they were all similar in one respect. The basic similarity
in the procedures was the aspect of having a single contact
person at each of the resorts who was responsible for

helping place survey packets in the hands of resort
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employees. The contact people were also invaluable to the
study because they helped return completed survey booklets
and performance appraisals to MSU after the survey had been
conducted at their respective resorts.

As mentioned, there were subtle differences in the
procedures used to deliver survey packets into the hands of
the employees working at Resorts A, B, C, and D (which will
be discussed in the section dealing with the pretest later
in this chapter). These differences should be discussed in
more detail because they may have influenced the findings in
this study.

Resort A provided a contact person who gave advance
notice to all employees that a survey was being conducted
over a three day period and that they were allowed to
participate if they wished to do so. The employees were
allowed to obtain survey packets in their designated break
area. The break room set-up was advantageous for several
reasons: a) it provided an opportunity to answer questions
that arose as employees completed their survey booklets, b)
it was the only time during the study that employees were
actually observed completing survey booklets, and c) it was
possible to time how long it took respondents to complete
their booklets (which averaged 25 minutes).

Those employees who could not complete their
questionnaires during their allotted time for break or lunch

were allowed to finish them at home. Those employees who
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rarely made it to the break area were given packets by their
immediate supervisors. Regardless of how employees acquired
survey packets, completed survey booklets and performance
appraisals were returned to the employee break area and
placed into a box that was made available to employees and
supervisors over the three day period of the survey.

The general manager of Resort B sanctioned the survey
and asked for the full cooperation of each department head
to assist MSU in its research. The employees at Resort B
were also given a three-day period in which to participate
in the survey. The contact person at Resort B took full
responsibility for coordinating the delivery of the survey
packets to eligible employees. Two boxes were placed at
central locations at the resort to make it convenient for
employees to return their completed questionnaires and/or
supervisors to return their completed performance
appraisals.

The area manager of Resort C agreed to participate in
the study and personally assisted in distributing the survey
packets to employees. The manager also had department heads
distribute the packets to their employees. The employees of
Resort C were given five days to participate in the survey.
All of the completed questionnaires and performance
appraisals were collected by the general manager's assistant

and mailed back to MSU.
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The procedures for distributing survey packets to
employees created at least two additional limitations to the
study. The first limitation is that few employees or
supervisors were actually observed while completing survey
booklets or performance appraisals. Not being able to
observe the conditions in which the survey instruments were
completed introduces the possibility of response error in
the results of the study. For example, it will never be
known if those employees who took booklets home were the
same one's who filled them out, or if there were performance
appraisals completed by the employees themselves and not
their supervisors.

The second limitation associated with the procedures of
handing out the survey packets is that all resort employees
were not required to participate in the study. The fewer
employees that volunteered to participate in the survey, the
higher the potential for nonresponse error (Tull & Hawkins,
1990). Not having every employee participate in the survey
does not automatically mean that there will be nonresponse
error. However, it will not be possible to correlate the
scores of nonrespondents with respondents to determine if
there was nonresponse error because employees could only be
surveyed during the initial time granted by resort managers.

Finally, the survey booklets and performance appraisals
that were not completed while the survey took place at each

of the resorts were collected during the remainder of the
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summer. This was accomplished by forwarding a list of
employees, alphabetized by department, to the contact person
at each resort. The alphabetized list provided information
for each employee as to whether or not there was a completed
questionnaire but no matching performance appraisal, and
vice-versa. The contact people were truly invaluable to
this study as they helped to reconcile the discrepancies
between missing survey booklets and/or performance

appraisals.

Procedure for Tracking Turnover at the Resorts

The voluntary turnover of those employees who
participated in the survey was tracked from early summer
through to the end of March, 1994. One of the more
consistent procedures in this study was the tracking of
turnover for those employees who participated in this study.

The payroll clerks at resorts A, B, and, C were each
given an alphabetical listing of employees by department who
had participated in the study. When employees voluntarily
either of the resorts, payroll would send their immediate
supervisor a turnover questionnaire and an envelope stamped
and addressed to MSU. All the supervisor was required to do
was to fill out the turnover questionnaire and mail it back
to MSU in the postage-paid envelope provided by the payroll

department. This procedure worked remarkably well as
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supervisors were very good about promptly completing
turnover questionnaires and placing them in the mail.

Tracking turnover at Resort D (which was initially used
to pretest the survey instruments), was accomplished with
help from the office manager who was mailed an alphabetical
listing of those employees who had participated in the
survey. The office manager was then contacted once a month
to determine if any employees had left the resort who had
participated in the survey. When it was determined that an
employee had voluntarily left the resort, an MSU
representative contacted his/her immediate supervisor by
phone. The supervisors then completed a turnover
questionnaires over the phone in reference to the recently

departed employee.

Data Analysis

All of the statistical procedures necessary to analyze
the data in this study were performed using the SPSS/PC+
software (Norusis, 1988). Descriptive statistics were run
first for all biodata variables and summated scales to
examine the basic integrity of the data set (e.g. missing
data, response sets) resulting from the pretest of the
survey instruments at Resort D and the subsequent employee

survey at Resorts A, B, and C.
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All summated scales used in the study were examined for
their reliability, mean score, standard deviation, and
standard error of measurement. The statistic used to report
reliability for all of the scales (except the Attitude
Toward Job Scale which had dichotomous items) was the widely
used Cronbach's Alpha. The standardized alpha coefficient
was the preferred statistic for reporting alpha because it
is the value that would be obtained if all of the scale
items were standardized to have a variance of 1 and tends to
be a more conservative estimate of reliability (Norusis,
1988). Those scales with standardized reliability
coefficients of .60 or greater were considered to be
acceptable for this study. Some researchers suggest
reliability estimates should range between .70 to .80 to be
considered reliable measures for most research (Kaplan &
Sacuzzo, 1982). Because this study was not designed to make
critical decisions regarding someone's future (e.g.
institutionalize, perform major surgery) scales with
reliability coefficients of .60 or higher were acceptable.

To depict how the reliability coefficient effects the
accuracy of the observed scores produced by the scales in
this study, the standard error of measurement (SEM) was also
reported because it "gives...an idea of the error to be
expected in a particular individuals's score on the measure"
(Gatewood, 1990, p.190). For example, if an individual's

attitude toward job score was 50, and the SEM of the scale
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happened to be 3.5, there is a good chance that the
employee's "true" score lies somewhere between 36.5 and
53.5.

No standardized alpha was reported for the Attitude
Toward Job Scale or Service Job Satisfaction Scale. It
would not have been practical to establish reliability for
the Service Job Satisfaction Scale as it is a checklist
requiring employees to pick only those benefits that are
important to them prior to rating how satisfied they are
with the paid/nonpaid benefits they selected. The Guttman
split-half reliability coefficient was reported for the
Attitude Toward Job scale due to the dichotomous nature of
the scale items.

Two techniques were used in the event that any, or all,
of the study scales were found to be unreliable. The first
technique used to increase the reliability of the study
scales was a principal components factor analysis with a
varimax rotation. The varimax rotation is advantageous
because it minimizes the number of variables with high
loadings on a given factor to make it easier to interpret
the factors that result in the final factor matrix. The
final factors were then examined to determine if the
reliability coefficients were increased as a result of the
factor analysis.

The second technique used to increase the reliability

of the study scales was a two-step procedure recommended by
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Hunter (1993). The two-step procedure is performed after an
inter-item correlation matrix is produced using all of the
items from the unreliable scales. In the first step of
Hunter's (1993) procedure, each scale is examined internally
for items that are significantly inter-correlated. Those
items that are inter-correlated are combined to determine if
the reliability coefficient for the scale had been
increased. In the second step, each scale is examined to
find items in the correlation matrix from other scales, that
are both significantly correlated and qualitatively similar
to items of its own, so that they can measure the intended
construct with greater precision. The new combination of
items are then examined to determine if there was any
increase in the reliability coefficient. The two-step
procedure may result in: a) scales that reliably measure the
intended construct with a different (e.g. more, fewer)
number of items, b) a new combination of items that reliably
measure new or unique constructs undetected prior to
conducting the study, or c) no improvement in the
reliability of the scales.

A forced regression analysis was used to test those
hypotheses that stated an antecedent variable (e.g. job
design) would significantly predict a particular dependent
variable (e.g. organizational commitment). The forced
regression technique was used as variables are subjectively

selected and entered one at a time into an equation to
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examine their effect on the explained variance of the
dependent variable in accordance with the hypotheses
formulated for this study. Moreover, this statistical
procedure was advantageous as an F test could be performed
to determine whether there was a significant increase in the
explained variance of the dependent variable each time an
independent variable was added to the multiple regression
equation (Shavelson, 1988). The formula used to generate
the F statistic, to determine whether there was a
significant difference in the predictability of the

dependent variable, was:

Fae™ (Rlyja..m = Riyia.0) /K = k)

(1-R% ;5. .u)/ (N-K;-1)

With dfl=(kl - kz), df2 = (N - kl - 1), and Where:
df = degrees of freedom
k; = number of independent variables in the larger set
of independent variables
k, = number of independent variables in the smaller set

of independent variables
N = number of cases

Prior to testing the study hypotheses, the antecedent
variables were checked for multicollinearity problems prior
to regressing them on the outcome variable specified in each

hypothesis. This precaution was taken to provide some
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degree of certainty that when each independent variable was
added to a given regression equation it offered something
unique in the way of its effect on the explained variance of
the dependent variable prescribed by the hypothesis.

The option of regressing each antecedent variable on
all other antecedent variables to determine whether the
coefficient of determination (R?) for any of the regressions
approached 1.00, therefore indicating multicollinearity
problems, was ruled out for two reasons. First, while it
may be a more rigorous approach it is not a fail safe method
for detecting problems of multicollinearity (Berry &
Feldman, 1985). Second, at no time are more than two
antecedent variables regressed on the outcome variable of
organizational commitment.

Potential multicollinearity problems were examined
instead using a pairwise correlation matrix of all of the
antecedent variables to organizational commitment. A
predetermined conservative cutoff of a significant
correlation of .60 between any of the antecedent variables
and organizational commitment was used to identify potential
multicollinearity problems (Barry & Feldman, 1985).

Lastly, an independent t-test was performed to test
hypothesis 8, which stated that the mean scores on the 0CQ
would be higher for those who stayed with the resorts

(stayers) versus those who voluntarily left (leavers).
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Pretest of Survey Instruments

Procedures

The survey instruments were pretested at a resort in
western Michigan (referred to as Resort D). The pretest
took place over a two day period at the beginning of the
summer of 1993. Upon arrival to Resort D it was learned
that the food service facilities had been recently licensed
to a private concern. The restructuring effectively reduced
the pretest sample to roughly 20 full- and part-time
permanent employees (down from the usual 50 employed in
previous years). To increase the sample size to at least 30
employees, 10 full-time seasonal employees were allowed to
participate in the pretest of the survey instruments.

The resort manager and a staff assistant helped to
distribute the survey packets to supervisors, who in turn,
were responsible for handing them to their employees. The
survey packet consisted of a cover letter (see Appendix E),
survey booklet, and performance appraisal. The cover letter
instructed employees to: a) contact the MSU representative
if they had any questions or concerns regarding the survey,
b) complete the top portion of their performance appraisal
before giving it back to the supervisor, and c) place their
completed booklets into the boxes made available to them at

the resort. The cover letter also told the employees about



109
the cash incentives that were in place for those who
properly completed their booklets.

Employees were also invited to attend a focus group at
the end of the second day of the survey to determine if
anyone had problems or concerns pertaining to the survey
instruments. Only a few employees attended the focus group
session at the resort to discuss the survey. Employees said
the instructions were easy to follow, making it easy to
complete the survey booklet. One employee said that there
were too many questions. According to the employees, it
took an average of about 15 minutes to complete the booklet.
One employee did remark that the booklet was "interesting."

Employees were also asked if any of the questions were
too personal, making it difficult for them to provide honest
answers. The employees indicated that this was not the case
and that they felt free to answer each of the questions
truthfully.

Pretest Results

Twenty-two employees turned in completed survey
booklets by the end of the second day of the pretest. The
survey was extended two days in order to give the eight
remaining employees a chance to voluntarily complete their
survey booklets. At the end of the extended two day period

three more completed booklets were mailed back to MSU.
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Of the 25 nonsupervisory employees who participated in
the pretest, 14 were full-time permanent, one was part-time
permanent and 10 were full-time seasonal employees. Six of
the employees were park rangers, nine were maintenance
employees, five were in customer service positions and the
remaining five were in the sales department. Four employees
indicated that they held second jobs, one was on a full-time
basis and the other three were employed on a part-time
basis. The part-time jobs held were factory worker, coach
operator, and maintenance worker. One employee had a full-
time job as pastor of a church.

The mean age of the sample was 37.72 years, with a
standard deviation of 17.58. The sample was comprised of 14
male and 11 female employees. The mean education level was
12.52 years, with a standard deviation of 1.33. The mean
tenure at Resort D was 3.56 years, with a standard deviation
of 2.24. There were 11 single, and 14 married employees.
The mean number of dependents was .96, with a standard
deviation of 1.34 (note: the mode was 0 dependents as 14
employees reported having no dependents).

The descriptive statistics and standardized alpha
coefficients produced from the pretest of the survey
instruments are presented in Table 3.2. The standard error
of measurement (SEM) is also presented to show what effect
the standardized alpha coefficient has on the accuracy of

the score produced by the summated scales.
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As illustrated in Table 3.2, the standardized alpha
reliability coefficients for the scales varied, with both
the established and modified scales performing as the most
reliable measures in the pretest. The established 0CQ had
an acceptable standardized alpha of .86, much as it has in
all of the previous studies that have used it to test
organizational commitment. The five job core dimension
scales (e.g. Autonomy) used to calculate the MPS had an
average standardized alpha coefficient of .73. The Feedback
from Job Scale had the highest alpha coefficients of .86
while the Task Significance Scale had the lowest
standardized alpha coefficient of .51. The modified
Attitude Toward Job Scale had an acceptable split-half
reliability coefficient of .76.

Three of the five scales developed to measure and test
the types of personal reasons people may have for working in
tourism based service jobs had unacceptable reliability
coefficients and needed to be reworked before conducting the
survey at Resorts A, B, and C. The Bona Fide Career Scale
and the Job Transition Scale had acceptable standardized
alpha coefficients above .60. However, the Convenient
Source of Employment Scale, Supplemental Employment Scale,
and the Lifestyle Choice Scale each had standardized alpha
coefficients below .60. Several of the nonsupervisory
employees at Resort D responded to the open-ended item 16 in

Section V of the booklet that asked them to write in other
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reasons they may have had for working at a resort. Some of
the reasons written by employees were similar to those
hypothesized in this study. Nonsupervisory employees wrote
that they worked for Resort D for the following reasons: a)
"Chance to work with people in preparation for career as a
cop"; b) "Going to school and this job was fun and
convenient, now will go find accounting job"; c) "I am
member who lives here in summer, with inflation and a
retired spouse, can use the extra spending money - and this
is ideal for it"; d) "I like to work with people"; e) "At
first the job was convenient, now I stay because I love the
job; and £f) "I hoped to improve electric and plumbing skills

and little less hassle and not be a puppet."

The pretest of the survey instruments was reasonably
successful given the smaller than expected sample size. The
modified Attitude Toward Job Scale and established 0CQ
required no additional work as these exhibited acceptable
measurement properties. The following scales had to be
reworked before being re-administered to the other three
resorts: the scales developed to measure and test the five
types of personal reasons people may have for working in

tourism based service jobs, the Service Job Satisfaction
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Scale, and the Employee Performance Appraisal. Each of
these scales will be discussed below.

Hypothesis 1 is central to this study as it predicted
that there are five types of personal reasons people may
have for working in tourism based service jobs. Therefore,
even though three of the scales developed to measure and
test the five types of personal reasons people may have for
working in tourism based service jobs were found to be
unreliable, a principal components factor analysis with
varimax rotation was used to increase the standardized alpha
coefficient for all five scales. The factor analysis was
used more to guide than unilaterally decide what scales
would emerge from the varimax rotation in order to end up
with five scales that maintained as many of their original
items as possible.

In the factor analysis, factor loadings of 0.4 were
chosen in order to preview only those variables with high
loadings in the final factor pattern matrix produced by the
varimax rotation (Norussis, 1988). The scale items were
factor analyzed based on their random order in Section V of
the pretest survey booklet (as presented in Appendix A).
The first principle components factor analysis was performed
using all 15 items from the five scales that were developed
to measure and test the five types of personal reasons
people may have for working in tourism based service jobs.

This first factor analysis (using all 15 scale items)
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produced six factors explaining 63.2 percent of the
variance. However, two of the six factors were a
combination of items that defied any rational attempt to
define them in terms meaningful for revealing new types of
personal reasons people may have for working tourism based
service jobs.

From that point forward, scale items were removed
singularly and in combination to explore what effect their
removal had on the factors produced by the varimax rotation.
The initial statistics for each factor resulting from the
removal of items J3, S9, and S11 (which can be viewed in
their written form in Table 3.1) is presented in Table 3.3.
The total variance explained by each factor is listed in the
eigenvalue column (Norusis, 1988). The column next to it on
the right contains the percentage of the total variance
relating to each factor. There is no relationship between
the "Factors" and the "Items" column even though they may be
on the same line. The table is set up to illustrate the
information about the variables in the first two columns.
The last four columns describe the factors.

Focusing on eigenvalues of 1.0 or greater in Table 3.3
shows that removing items J3, S9 and S11 did not completely
satisfy the goal of maintaining the five scales originally
developed for this study as four factors were produced that
explained 67.0 percent of the variance. 1In effect, removing

items J3, S9, and S11, reduced the five scales that were
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Table 3.3. Communality estimates, eigenvalues, and
percentage of variance by factor for the
scales developed to measure and test the five
types of personal reasons people may have for
working in tourism based service jobs (except
items J3, S9, and S11), without iteration -
initial statistics.

Pct. Cum.

Item! Communality Factor Eigenvalue Var. Pct.

Bl. .66327 1 3.02989 25.2 25.2
B2. .66688 2 2.02639 16.9 42.1
cé6. .55992 3 1.66314 13.9 56.0
c7. .47265 4 1.32140 11.0 67.0
S1o0. .72466 5 .95326 7.9 75.0
Ss12. .49566 6 .87862 7.3 82.3
J4. .66053 7 .65938 5.5 87.8
S13. .73899 8 .63306 5.3 93.0
C8. .40213 9 .30966 2.6 95.6
L14. .48268 10 .25496 2.1 97.7
L15. .38003 11 .16844 1.4 99.2
Js. .61934 12 .10179 .8 100.0
yotes;

Items with "J" are from the initial Job Transition
Scale. Items with "L" are from the initial Lifestyle
Choice Scale. Items with "B" are from the initial Bona
Fide Career Scale. Items with "S" are from the initial
Supplemental Employment Scale. Items with "C" are from
the initial Convenient Employment Scale. (the initial
scales are presented in Table 3.1.
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developed to measure and test the types of personal reasons
people may have for working in tourism based service jobs to
four scales as a result of the pretest. The four factors (or
scales) that were produced after 7 iterations are shown in
Table 3.4. The four scales had average standardized alpha
coefficients of .61 with the average standard error of
measurement being 1.95.

Factor 1 is a combination of three items which were
initially in the Job Transition Scale and the Lifestyle
Choice Scale. The combination of the three items on Factor
1 created a new scale which was named the Job Transition and
Lifestyle Choice Scale. The resulting three item scale
consists of the following two items from the initial Job
Transition Scale: a) Item J4 - "I am getting experience in
this job in order to start a business of my own someday,"
and b) Item J5 - "I decided to work here until I find a more
interesting job."™ 1Item L15, from the initial Lifestyle
Choice Scale is also included in the scale - "I am working
here in order to live in this part of Michigan." The
Transition and Lifestyle Choice Scale had an acceptable
standardized alpha of .68 with a standard error of
measurement of 2.4. The scale suggests people may work in
tourism based service jobs to maintain their lifestyle in a
preferred geographic location even though they might prefer

to be employed in another line of work.
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The two items from the initial Bona Fide Career Scale
'loaded high on Factor 2. The scale had an acceptable
standardized alpha of .66 with a standard error of
measurement of 1.4. The two scale items are: a) Item Bl -
"I want a career for myself working in th