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Abstract

This multiple case study investigates the importance of empowering front-line employees in the
construction of an employee handbook. The study researches this by discussing training, leadership
styles, empowerment, and leader-member exchange theory. The study was conducted as a multiple
case study. Four semi-structured interviews with eight participants were conducted among the
students at the University of Stavanger, the Norwegian School of Hotel Management, who are
working on the front-line of hospitality. The data collected was analysed with narrative analysis.
Even though an employee handbook is considered crucial in the induction of employees, it is not
currently implemented in the process and the employees are missing structure and guidance in their
employment. Due to the missing structure, front-line employees create their own guidelines, and
own handbooks, to operate efficiently. Findings suggest that the front-line employees need to be
included in the decision-making processes affecting the front-line operations and duties.
Additionally, the main finding in the study suggests that the front-line employees need to be
included in the construction and updating of an employee handbook and the company’s induction
training. The front-line employees hold a vast amount of information regarding the ever-changing
environment of the hospitality front-line. Empowering employees is crucial in ensuring service
quality and commitment to the organization and the leader. The employees require an authentic
leader, who understands the importance of using transactional leadership when enforcing rules and
equality among the employees. A leader is desired to be fair, equal, accepting, and attentive.
This thesis presents a new perspective on the construction of an employee handbook with the help
of front-line employees and proposes to include them in the decision-making processes of the
leaders.

Keywords: employee handbook, induction training, empowerment of front-line employees,
leader-member exchange theory, transactional leadership, transformational leadership, authentic

leadership
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Foreword

Empowering front-line employees is a key factor in being a successful leader in a team that
creates experiences and memories for guests. Training and empowerment are crucial aspects when a
leader wishes to have a team that is committed and enthusiastic and hopes to exceed all
expectations. My interest in becoming a mentor and a trainer for new employees in hospitality
inspired me to conduct this research.
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research. Secondly, | thank all the participants without whom I would not have been able to conduct
this study: Thank you for volunteering and taking the time to participate. Finally, | would like to
express my gratitude to my friends and family, who helped me, listened to me, and took me out for
walks and drinks to ensure | would remain sane and in good health. Not only through the thesis, but

during my two years of studies.

“Learn ’(‘ne rules Uke 3 pro, So you can Ereak ﬁ\em Uke an arﬁs’(.”

-Pablo Picasso-



Introduction

This thesis explores how well the knowledge of front-line employees is utilized in
improving already existing processes and creating new ones. The aim is to discover if the front-line
employees feel empowered and if they are respected and valued as information sources.
Furthermore, the research assists the leaders to discover the knowledge bank they have in their
possession. This research looks into how important the employees consider the induction training to
be and what are their expectations regarding it.

Previous studies on the creation of employee handbooks mostly concentrate on the
managerial side, and what is considered important according to the HR departments, thus, this
multiple case study introduces ideas from the front-line employees, who are often considered to be
the key elements in customer satisfaction and organizational strengths (Schuckert et al., 2018). An
employee handbook is a guiding light for the employees’ daily tasks and procedures, among
legalities, values, and goals of the company (Bauer et al., 2020) and, hence, this thesis suggests that
employees should be implemented in the creation process.

Background

As the researcher has a vast amount of experience in the hospitality front-line, the study was
close at heart. The researcher has operated at the managerial level and has been part of a team
conducting induction training for new employees. According to the experience of the researcher, the
training period seems to be an everlasting discussion, and issue, in hospitality. Furthermore, as the
researcher desires to move towards training and teaching in the field of hospitality, it was
interesting to study the subject with the students at the University of Stavanger.

During the years of working on the hospitality front-line, the researcher has noticed issues in
leadership, communication, and empowerment. Even stripping the employees of the power, they

might have in making independent decisions and forcing the employees to inquire permission for



the simplest tasks from the managers. It has been noted how this diminishes motivation and
performance.
Aim of the study

The aim of the study was to find out whether the leaders understand the vast amount of
information and innovation the front-line employees hold; If the leaders fully understand the
potential in the front-line employees and their ideas and innovations. The primary purpose of this
study was to discover how empowered the front-line employees felt, and if the knowledge they hold
should be implemented in the creation of an employee handbook.

The research questions this thesis presents are as follows

e What kind of information do front-line employees consider crucial in an employee

handbook?

e Does the information reflect on what is currently deemed beneficial by leaders and what

is embedded into induction training practices?

e Do employees feel empowered by leaders?

The research questions handle topics of an employee handbook, training, and empowerment, as they
are all closely connected: Employee handbook is considered an important aspect of induction
training (Arthur, 2006) and through proper and thorough training the employees feel empowered
(van Assen, 2021) and can operate independently at the front-line.

The current literature on the employee handbook suggests HR to cocreate one with the
higher-level managers and does not mention seeking input from the front-line employees (Bauer et
al., 2020; Lawson I, 2006; Smith & Harris, 2014). The input front-line employees may have
regarding the subject is not discussed. However, empowering the employees in front-line is a rising
subject discussed in multiple research: Namasivayam et al. (2014) discuss how empowerment
increases the organizational commitment of the employees in addition to customer satisfaction and,

according to Raub and Robert (2013), it further affects the service quality due to the innovations
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front-line employees have. There is a vast amount of literature regarding the empowerment of front-
line employees, and these are further discussed in the Literature chapter of the thesis.

Despite the amount of literature regarding empowerment and the creation of employee
handbooks, there was not to be found any literature or previous research regarding combining these
factors. Thus, this thesis has decided to research if the combination of empowering the front-line
employees could be of benefit when creating and maintaining an employee handbook.

Outline of the thesis

Firstly, a thorough literature review is concluded. Theory on subjects of training and
leadership, empowerment, and leader-member exchange (LMX) theory is discussed based on the
already existing research. Secondly, the methodology of the study is explained. A profound
explanation of why a qualitative study was chosen and how the sample was gathered is stated.
Further, the research quality and ethics are discussed. Thirdly, the results of the qualitative
interviews are analysed and explained to the reader, followed by a discussion, where the theory and
findings are drawn together. Limitations of the study are discussed. Lastly, conclusions are
provided, where the research questions receive an answer, and a summary of the research is
provided. Additionally, managerial implications are provided and suggestions for future research
are given. Finally, the reference list and appendices are displayed.

Literature review

A literature review gathers important theories related to the research subject in order to
provide a framework (Creswell & Creswell, 2018). Here is this literature review of training,
employee handbook and its creation, differing leadership theories, empowerment of the front-line
employees, and leader-member theory is discussed to build a dialogue.

Training
As Bauer et al. (2020, p. 621) state human capital is the most valuable asset a company has,

and thus investing in training employees is the best decision the company can make. Training of
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employees must be well organized and structured as it lays the path for the employee’s career and
the organization's success (Cadwell, 1988). The first impression can only be given once, and when
the impression of the company is professional, organized, and well presented, it delivers a

perception of a reliable and valuable working environment for the new employee (Cadwell, 1988).

As new employees embark on a journey to employment with eager minds, the training can
either crush their interest and enthusiasm or take advantage of it (Arthur, 2006; Cadwell, 1988).
According to Cadwell (1988), the training does not only guide the employees with legal matters but
also plays a crucial part in advising on the work environment and culture and, therefore, helps the
employee to become a part of the team. Becoming part of the team is a key part of implementing
new employees into the working environment; the onboarding process helps the new employee to
understand the culture, knowledge, and attitudes of the working environment and assist in finding
their own roles within the community (Bauer et al., 2020). This onboarding and socialisation of the
new employee is an important part of the training and Bauer et al. (2020) state that it would be
beneficial that this onboarding is done by a specific person, whom the new employee may rely on
and turn to if facing questions throughout the process from hiring to becoming valued part of the
team.

The training of new employees must be properly structured and designed to fit the
company’s objectives and the special requirements of the employee tasks (Bauer et al., 2020).
When conducted properly, the training can reduce employee turnover and thus increase productivity
and service quality and create valuable employees for the company (Bauer et al., 2020; Cadwell,
1988; Jaworski et al., 2018). Furthermore, if the training process is not structured properly, the
employees are left to learn independently, which is time-consuming and creates room for mistakes
and misinformation (Cadwell, 1988). Additionally, a structured training process helps the employee
to understand expectations and responsibilities, and, therefore, reinforces the decision that they have

chosen the correct employer (Cadwell, 1988). According to Cadwell (1988) and Smith and Harris
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(2014) structured and consistent processes enhance equality and fairness among employees. If the
employees are treated and trained unequally it may considerably diminish the employee morale and
increase the turnover of employees (Arthur, 2006; Guerin & DelPo, 2019).

In addition to the onboarding, also the training process should be systematically conducted
by designated trainers, or professionals, as this further creates more structured training and enforces
equality (Jaworski et al., 2018). The large turnover percentage in the hospitality industry is blamed
mainly on poor training of the employees (Boella & Goss-Turner, 2013; Jaworski et al., 2018) as
most of them are part-time employees or seasonal workers and thus the employer does not consider
the training valuable, or worthy on the time it requires (Boella & Goss-Turner, 2013). However, the
employees being only seasonal makes a structured induction even more important; Well-structured
induction and ready material make the training process of seasonal-, and part-time employees
efficient and prompt and the employees are ready to work according to expectations in no time
(Cadwell, 1988). When the seasonal-, and part-time employees are given a good impression through
efficient training, the possibility of them returning in the future increases and lessens the need to
train brand new employees in a long run (Cadwell, 1988).

After the training process has been concluded, it is important to assess its effectiveness to
evaluate what aspects need to be further developed and what has been successful (Bauer et al.,
2020; Shalley & Gilson, 2004). According to Bauer et al. (2020), it is crucial to assess the training
processes, and feedback needs to be gathered from the new employees, either by observation from
afar or through discussions and questionnaires. Hence it is argued, that including the employees in
the creation of the employee handbook could be viewed as important to better the training processes
and access more valuable information from the front-line workers.

In the process of training a new employee, an employee handbook is argued to play a
meaningful part and can be used as an effective tool (Arthur, 2006, p. 299; Lawson Il, 2006, p. 3).

With the handbook, the trainer has a clear structure to follow during the induction and thus makes
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the process less time-consuming (Cadwell, 1988; Lawson 11, 2006; Zeuch, 2016) but it needs to be
remembered that there is more included in the training than just reading and understanding the
employee handbook.

Employee handbook

According to previous researchers (Lawson 11, 2006; Smith & Harris, 2014) if a company
wishes to have clear communication from employer to employees, then an employee handbook is
vital to have. Policies and guidelines in the handbook define what is mandatory to follow — policies
—, and what is not compulsory — guidelines (Zeuch, 2016). Policies include everything that cannot
be compromised, such as legal issues and security, whereas guidelines include issues such as
behaviour and processes in everyday situations (Zeuch, 2016).

Within the policies and guidelines, an employee handbook should consist of multiple
different aspects. A welcome statement from the managerial level is desirable with the vision and
mission statement to help the employees understand what direction the organization is moving. It
should contain employee benefits and legalities regarding working hours, annual holidays, a variety
of leaves, and other legal issues related to working. Additionally, expectations from the managers
and the responsibilities of the employee need to be clearly stated to avoid misunderstandings (Bauer
et al., 2020; Minton-Eversole, 2020; Smith & Harris, 2014; Zeuch, 2016). According to Bauer et al.
(2020) occasionally the handbook sets guidelines for the employee appearance including how to
look, what is the correct outfit, and what type of enhancements are allowed, and Bauer and Erdogan
(2015) further argue that these appearance issues can be related to safety matters and, thus, become
policies. These safety matters can cover basic customer-, and employee safety, and more dire
danger situations. Additionally, social media usage is often added as it is gaining more and more
attention in a personal and professional environment and can be considered a safety matter for

hospitality employees and customers (Bauer et al., 2020).
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It is considered important to state that the employee handbook is not to be taken for an
employment contract (Lawson Il, 2006; Levesque, 1993; Smith & Harris, 2014). Nevertheless, a
handbook should be proofread by the lawyer of the organization to ensure a handbook is in line
with the local legislation (Bauer & Erdogan, 2015; Minton-Eversole, 2020; Zeuch, 2016) because
even though the handbook is not to be considered as an employee contract, it is used to settle
disputes inside the organization, and, thus, all parties need to be aware of the legalities and benefits
stated in it (Bauer et al., 2020). Therefore, it can be argued, that the employees must ask for
clarification if something is not fully understood, as a handbook acts as a legal document to protect
both employee and employer (Arthur, 2006; Bauer et al., 2020).

An employee handbook does not need to describe everything in detail, but it provides
directions for the employees to follow (Smith & Harris, 2014). An employee handbook needs to be
updated regularly to ensure that it is customized to fit the organization's goals and culture (Minton-
Eversole, 2020; Smith & Harris, 2014) and these updates need to be clearly and promptly
communicated to all employees of the organization (Minton-Eversole, 2020; Zeuch, 2016).

According to many researchers, it is not HR’s sole responsibility to create and maintain a
handbook, but it is important that an employee handbook is created in cooperation with other high-
level managers (Lawson 11, 2006; Minton-Eversole, 2020; Smith & Harris, 2014). When creating a
handbook, the HR personnel needs to be careful not to construct it incomprehensibly but to make it
understandable for the front-line workers (Minton-Eversole, 2020; Smith & Harris, 2014). Often a
handbook is created from a generic base received online and, thus, does not represent the culture of
the organization and is mundane to read (Bauer et al., 2020; Minton-Eversole, 2020). The emphasis
should not be placed merely on the legalities, but it is important to communicate the company’s
brand, culture, and history for the employee to understand the working environment and become

part of it (Bauer et al., 2020; Minton-Eversole, 2020; Zeuch, 2016).
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There can be found a lot of benefits to a well-created and maintained employee handbook.
With the assistance of a handbook, the employees do not need to search for answers to simple
questions, but the information is easily reachable for everyone in the company and thus saves time
(Lawson 11, 2006; Smith & Harris, 2014; Zeuch, 2016). A handbook defines employee
responsibilities and employer expectations and thereby creates fairness among the employees
(Levesque, 1993; Smith & Harris, 2014; Zeuch, 2016) and additionally, it assists the managerial
level to maintain a consistent quality within the frontline employees and justifies disciplinary
actions when required (Lawson I, 2006; Smith & Harris, 2014). Levesque (1993) and Smith and
Harris (2014) state that by enforcing equal treatment among employees the employee handbook
assists in reducing employee turnover and diminishing possible internal lawsuits. Furthermore, it is
argued that one of the main goals of a handbook is to provide consistency and fairness and avoid
misunderstandings and dissatisfaction (Lawson I1, 2006; Smith & Harris, 2014; Zeuch, 2016).

However, according to Minton-Eversole (2020), a handbook also has some disadvantages;
The handbook reduces flexibility within the company and forces the employees to follow certain
procedures and regulations; the managerial level needs to be enforced to act according to the
regulations in the handbook and to implement required procedures and punishments if the
procedures and expectations are violated; Additionally, there is a possibility to overregulate the
employees and, thus, create an ineffective and overly disciplined environment.
Leadership

Throughout the century new ways of leading people and new leadership styles have been
emerging plentily (Yukl & Gardner, 2020). What leadership style to use depends on many factors;
Company’s life cycle requires different styles at different times, employees require a different kind
of leadership during their employee career, and, additionally, the varying situations in a working
day in hospitality call for different kinds of leadership style (Normann, 1975; Patterson, 2015;

Schuckert et al., 2018; Yukl & Gardner, 2020). However different the leadership styles might be
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there is always one mutual aspect: an effort to influence the other by guidance or structure, in order
to gain a desirable outcome from the situation (Bass & Steidlmeier, 1999; Patterson, 2015; Yukl &
Gardner, 2020). As in everything, there are two sides to being a leader; one has to decide whether to
use the power of the leadership status to gain loyal followers and employees, or to exploit the power
and use forceful commands and discipline to attain the desired outcomes (Yukl & Gardner, 2020).

There are direct and indirect forms of leadership. In direct leadership, the leader is in
straight contact with the subordinate, either face to face or via messages and reports. Indirect
leadership occurs in multiple situations; when the leader from a higher level is showing an example
of how to conduct oneself in certain situations and the lower-level employees decide to mirror the
behaviour and actions; Indirect leadership occurs in form of manuals and handbooks, where the
management has set visions, mission, and goals to the employees; Additionally, shared culture and
values at the working environment are considered to be part of indirect leadership (Yukl & Gardner,
2020).

From the multiple different leadership styles, this thesis handles three: transactional
leadership, transformational leadership, and authentic leadership. The transactional leadership style
is often used in a more mature and stable working environment (Dai et al., 2013). Du et al. (2021)
and Slatten and Mehmetoglu (2015) argue that when training new employees, the leaders prefer to
use a transformational leadership style, but Schuckert et al. (2018) has shown that that authentic
leadership style should be emphasized. However, it is also stated that the best outcome is often
received when combining different leadership styles (Yukl & Gardner, 2020). According to Dai et
al. (2013), transactional-, and transformational leadership styles complement each other, and
adapting leadership styles according to situations is beneficial. Furthermore, Yukl and Gardner
(2020) reinforce this by stating, that all the leadership styles play an important part in making profit
for the company and gaining loyal employees. Hence, it is seen that leader needs to be able to adapt

to different situations and understand the differences in leadership styles.
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Transactional leadership

The base of transactional leadership is rewarding the employees once they have reached the
goals and accomplished the tasks the leader has requested (Yukl & Gardner, 2020). There can be
found two types of transactional behaviour: Contingent rewards and management by exception (Dai
et al., 2013; Yukl & Gardner, 2020). Contingent rewarding refers to when the leader is setting clear
goals that need to be accomplished in order to gain the rewards and using different incentives to
make sure the employee is motivated to work towards the goals (Yukl & Gardner, 2020). These
rewards do not need to be physical, but psychological rewards are used as well (Dai et al., 2013).
Yukl and Gardner (2020) state that there are two ways of managing by exception: active and
passive. In the passive form, the employees are punished if they stray from the preferred model of
performance, whereas in an active form the leader is constantly looking for faults in the systems and
creating more and more rules to enforce the desired way (Yukl & Gardner, 2020) and thus becomes
extremely controlling and descriptive (Patiar & Mia, 2009). Hence, active management by
exception is considered to create fear of failure and diminish the feeling of being competent as the
monitoring of the processes is constant (Hetland et al., 2011).

The relationship between leader and employee in transactional leadership is not a lasting one
that would build mutual trust and loyalty, but rather it is brief and temporary (Dai et al., 2013).
Hetland et al. (2011) argue that transactional leadership and its behaviour do not take into account
the needs of the employees but only concentrate on the benefits for the company. This is enhanced
by Du et al. (2012) who state that transactional leaders focus mainly on effectiveness and
profitability. Further, Patiar and Mia (2009) state that transactional leadership does not offer the
employees any possibilities to participate in the decision-making processes in the working
environment and, therefore, lowers their working morale and innovativeness. Hence, it is suggested
that in the hospitality industry the transactional leadership style is not beneficial as it may lead to

poor customer service due to the restricted regulations in behaviour (Dai et al., 2013; Patiar & Mia,
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2009). However, as the company’s main goal is to make profit (Mendonca & Kanungo, 2007), a
transactional leadership style can be considered an important part.
Transformational leadership

Through charismatic traits, the transformational leader tries to motivate and encourage the
employees to change their habits and actions inside the organization in order to reach the desirable
goals (Bass & Steidlmeier, 1999; Patterson, 2015; Schuckert et al., 2018; Yukl & Gardner, 2020).
The leader tries to do this change by appealing to the employees’ emotions and morals and
modifying the employees' core values and beliefs (Mendonca, 2001; Yukl & Gardner, 2020).
Through the modification, the leader and employee end up sharing the same ideology and this
creates a feeling of mutual values and further motivates the employee to operate even better (Yukl,
2012).

According to Bass and Steidlmeier (1999), there are four transformational behaviours.
Intellectual stimulation where the issues at hand are perceived from another point of view and
seeking new innovating results from another angle. In individualized consideration, the leader sees
the employees as individuals and provides each motivation and encouragement designed for their
special needs. Inspirational motivation places the emphasis on the good of people and creates
mutual goals and tasks. Idealised influence regards the behaviour of the leader where sacrifices are
made to gain benefits for the followers and thus attaining their loyalty (Bass & Steidlmeier, 1999;
Du et al., 2012; Yukl & Gardner, 2020)

Bass and Steidlmeier (1999) criticise transformational leadership to be unethical and
manipulative as it appeals to employees' emotions with charm rather than logic and reality. And
they further state that it is said to ignore the employees' own emotions and value beliefs, as the
leader manipulates them to match the organizational values and goals (Bass & Steidlmeier, 1999).

Additionally, the transformational leader constantly tries to get the employee to perform beyond
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their limits (Dai et al., 2013; Yammarino et al., 1998) and, thus, could be argued to cause burnout
and over-achieving.
Authentic leadership

There are multiple ways to define authentic leadership (llies et al., 2005; Walumbwa et al.,
2008; Yukl & Gardner, 2020) but drawn from the many concepts Walumbwa et al. (2008) define
authentic leadership as

a pattern of leader behavior that draws upon and promotes both positive psychological

capacities and a positive ethical climate, to foster greater self-awareness, an internalized

moral perspective, balanced processing of information, and relational transparency on the

part of leaders working with followers, fostering positive self-development. (p.94)
According to this definition, there are four main behaviours. Self-awareness refers to the leaders'
understanding of their own core beliefs and values and how this affects their view of the world. It
also depicts how the leaders have positive self-esteem that cannot be easily shaken. Internalized
moral guides the leader in the decision-making process, and even if it differs from the values and
guidelines of the company, the leaders understand and accept the differences. Balanced processing
illustrates how the leader is able to receive both negative and positive feedback and evaluate and
improve their behaviour and actions based on the feedback without being insulted or getting
defensive. The leaders understand the importance of being open to critique without it affecting their
self-esteem. Relational transparency refers to the true and authentic leaders, who do not present
themselves in a false way to gain personal profit but presents themselves openly and truthfully even
if it diminishes profit for themselves (Walumbwa et al., 2008; Yukl & Gardner, 2020).

An authentic leader is a person who is highly self-aware, confident, reliable, and aims
constantly to educate not only themselves but also the followers, by enforcing an interactive
atmosphere where everyone’s ideas are taken into consideration (llies et al., 2005; Leroy et al.,

2015). According to Walumbwa et al. (2008), an authentic leader encourages the employees to be
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creative, accept the different ways to depict the surroundings and tasks, and are able to modify their
own point of view accordingly.

It can be said that authentic leadership is based on truth and credibility, where the leader is
gaining the trust and loyalty of his or her employees by being honest and transparent (Leroy et al.,
2015; Walumbwa et al., 2008; Yukl & Gardner, 2020) therefore makes it desirable for the
employees to mirror the behaviour and actions (Walumbwa et al., 2008). Through being present and
involved in the employees’ daily tasks, issues, and problems, the authentic leader builds employee
trust and commitment to the work and the organization (Walumbwa et al., 2008; Yukl & Gardner,
2020). Furthermore, it is argued that by being authentic and creating a positive atmosphere in the
work environment the leader also affects positively the employees’ well-being (Avolio & Gardner,
2005; Ilies et al., 2005; Leroy et al., 2015; Rego et al., 2012).

According to Avolio and Gardner (2005) despite the leader being authentic and transparent,
they might still fail in gaining the trust and loyalty of the employees, due to not sharing the same
values or beliefs, to begin with. Furthermore, Cooper et al. (2005) and Yukl and Gardner (2020)
consider authentic leadership to be rather similar to transformational leadership and thus call for the
need for more refining of what attributes define and differentiate the leadership styles properly.
Empowerment of front-line employees

Front-line employees are claimed to be the “face of the organization” (Schuckert et al.,
2018, p. 777) and can be argued to play a key part in the organization's success due to the daily
customer interactions they encounter (Schuckert et al., 2018; Turkmenoglu, 2019; Yilmaz, 2015). It
is further stated that the front-line employees are key elements in obtaining and maintaining
customer satisfaction and loyalty and, therefore, responsible for the organization’s competitive
advantages (Schuckert et al., 2018; Slatten & Mehmetoglu, 2015; Turkmenoglu, 2019; Yilmaz,
2015). It is essential for the company to be able to respond rapidly to the changes and nuances in the

atmosphere (Slatten & Mehmetoglu, 2011) and therefore, front-line employees need to be
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encouraged towards creating new innovating procedures to confront the customers and drive the
service delivery towards superiority (Schuckert et al., 2018; Slatten & Mehmetoglu, 2015) as they
are more aware of the possible requirements the customers may have than leaders (Slatten &
Mehmetoglu, 2015). Since no interaction is similar to another, front-line employees require
flexibility so that they may excel in their daily tasks and, therefore, empowering the front-line
employees is considered important in order to be successful (Slatten & Mehmetoglu, 2011, 2015).

Empowerment of employees refers to involving the employees in a decision-making process
along with the leaders (Turkmenoglu, 2019; Yilmaz, 2015) without the leader losing their
leadership status or respect (Yilmaz, 2015). Empowering the employees increases the employees’
organizational loyalty as well as motivation and satisfaction with their work (Turkmenoglu, 2019;
Yilmaz, 2015) and thus the employee becomes more innovative and creative (Rego et al., 2012;
Schuckert et al., 2018; Slatten & Mehmetoglu, 2015). According to Luoh et al. (2014) when the
employees have restricted influence on the decision-making, they feel unmotivated, meaningless,
and are not willing to seek solutions to the problems they face. Hence, it could be argued that the
transactional leadership style affects empowerment negatively. Schuckert et al. (2018) state, that an
authentic leader seeks input in the decision-making process also from the front-line employees, and,
therefore, encourages empowerment and creates meaning for the employees.

According to Turkmenoglu (2019) empowering the employees is also beneficial for the
organization; When empowering the employees, the leaders have more time to concentrate on other
manners, and, therefore it can be considered cost-effective. Additionally, he further states that when
front-line employees have the authority to make decisions on the spot, the customer service
experience gains a more positive note, as the customer is not forced to wait for the manager's
approval, but the employees can solve the possible negative experience instantly (Turkmenoglu,
2019). However, Auh et al. (2014) reminds that the leader needs to make sure all the front-line

employees feel empowered in order to maintain a consistent service quality
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By empowering the employees, the employer is giving them autonomy to be innovative and
resolve issues in new ways and thus improving the service quality (Luoh et al., 2014). This
innovativeness is a key element in service excellence and the competitive advantages of the
organization (Luoh et al., 2014; Rego et al., 2012). In order to harness the innovative minds of the
employees, proper training is required (Shalley & Gilson, 2004; van Assen, 2021). Employees need
to have a clear job description, expectations, and goals, and within certain limitations, the employee
is allowed to act with autonomy (Shalley & Gilson, 2004; Slatten & Mehmetoglu, 2011) and
therefore it can be seen what an important part the employee handbook plays. Additionally, the way
leader interacts with the employees has a great part in how innovative the employees are (Rego et
al., 2012; Schuckert et al., 2018). In case the front-line employees do not feel trusted, valued, or
empowered, they are not comfortable discussing possible issues and problems with the leaders
(Hassan et al., 2019). The leader needs to be encouraging and support and promote an open and
accepting atmosphere in a just and equal manner (Shalley & Gilson, 2004). Open communication
within the company plays a vital part in an innovative atmosphere as, the employees are able to
discuss and contemplate ideas together (Shalley & Gilson, 2004) and this further indicates the
importance of authentic leadership. Slatten and Mehmetoglu (2011) further argue that the
employees ought to participate in creating, exploring, and maintaining even the company’s vision,
to motivate them to work towards the mutual goals. The effect of the innovation by a front-line
employee may vary from minimal to substantial (Shalley & Gilson, 2004). However, even small
changes in the everyday tasks might help the work to flow better, and, thus, increase efficiency
(Shalley & Gilson, 2004).

However, there are also downsides to empowering the front-line employees. According to
Turkmenoglu (2019), if the organization's upper management is not aware of the autonomy at the
front-line, the managerial level might have a hard time understanding the power structure. It is

further stated that the leader needs to be aware of the training status of the employees in order to
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make sure power is not distributed to personnel who are unqualified to make decisions and or lack
competence (Turkmenoglu, 2019). This is further amplified by Hewagama et al. (2019) stating that
if the employee does not have proper training, then empowerment is futile and may result in a poor
service experience for the customer. Therefore, it can be concluded that the leader needs to
distribute power according to each individual’s strengths (Turkmenoglu, 2019).

As the empowerment of employees is based on the individual’s attributes, it is argued that
authentic leadership is beneficial, as it does not solely consider the organization's benefits
(Schuckert et al., 2018) whereas a transformational leader is often considering the benefits of the
organization and guides the innovative process towards its benefit (Slatten & Mehmetoglu, 2015).
Leader-member exchange (LMX) theory

LMX theory suggests that a leader has a diverse dyadic relationship with each of the
employees (Bauer et al., 2020; Bauer & Erdogan, 2015; Yukl & Gardner, 2020). A high LMX
relationship takes time to build up, as it is based on mutual trust, loyalty, and similarities in personal
values and beliefs (Yukl & Gardner, 2020). The core of the exchange lies in the leader assigning
correct tasks that match the employees' strengths, empowering the employee, rewarding success,
and holding transparent and authentic conversations between the leader and the employee (Bauer &
Erdogan, 2015; Yukl & Gardner, 2020). In exchange, the employee provides the leader with strong
working morale, commitment to the work, loyalty, and assistance (Yukl & Gardner, 2020). When
the leader has a high LMX relationship with employees, it eases the workload as the leader is able
to delegate some of his duties to the trusted person (Yukl & Gardner, 2020).

However, the leader is not able to build a high LMX relationship with all of his employees,
but merely a few selected ones (Bauer & Erdogan, 2015; Dienesch & Liden, 1986; Yukl & Gardner,
2020). A high LMX relationship with the selected few might diminish the motive and loyalty of
those, who have lower LMX relationships (Dienesch & Liden, 1986; Yukl & Gardner, 2020) and

these employees might feel less valued and not respected by the leader, and, hence, it is important
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that the leader also shows individual interest in the work of these individuals (Dienesch & Liden,
1986; Yukl & Gardner, 2020).

According to Yukl and Gardner (2020) maintaining a high LMX with employees can be
time-consuming, as it requires the leader to maintain communications and transparency throughout
the employment. Additionally, the leader needs to be consistent in the treatment of the employees
and is not able to use power and influence, but needs to hold open and transparent discussions, even
when the time is not on their side.

Yukl and Gardner (2020) argue that the leader takes the first initiative in building a high
LMX relationship. However, Bauer et al. (2020) and Xu et al. (2019) further build on and state that
when the employee is proactive, the employee has a possibility to affect the LMX relationship and
its beginning; By implementing new procedures and methods to increase the productivity of the
organization the employee can be noticed by the leader in a favourable light and affect positively
the LMX relationship. Additionally, Shalley and Gilson (2004) confirm that the proactivity and
innovativeness of an employee affects an already existing LMX relationship positively as well.

When the leader is attentive and holds open communication with the employees, the
employees become more creative and therefore, further enhance the LMX relationship (Shalley &
Gilson, 2004). Leaders who have set clear goals and thrive for achievement are likely to appreciate
initiative from the employees (Xu et al., 2019). It is further argued that leadership training should
include training on how to accept, evaluate and value employees who are initiative and innovative
(Xu et al., 2019).

How empowered the employee feels, affects the LMX relationship; If the employee is
feeling unmotivated and without the possibility to make independent decisions, they are seeking
higher levels of LMX relationship (Harris et al., 2009). Consequently, if the employee feels
motivated and empowered, a high LMX relationship is not necessary as fulfilment and motivation

have already been received through empowerment (Harris et al., 2009). This further enhances the
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statement by Atwater and Carmeli (2009) that leaders should direct the high LMX relationships to
employees who are unmotivated and struggling with creativity and innovativeness, as each
employee has different needs. Through the high LMX relationship, the leader will motivate the
employee towards more motivated and innovative behaviour (Garg & Dhar, 2017).
Methodology

In order to conduct research, a structured and creative plan is required, and it is crucial to
find the correct data collection method to suit the research question (Neuman, 2014). Qualitative
and quantitative research methods both collect data, but in different forms; Whereas the quantitative
method seeks to collect precise data that can be generalized to the larger population, a qualitative
approach often seeks to understand phenomena or a case more broadly from the perspective of
individuals (Creswell & Creswell, 2018; Neuman, 2014). Both methods are reliable when
conducted properly, but both methods do not fit all research (Creswell & Creswell, 2018).
Qualitative research design

As the aim of the study was to gather information regarding a phenomenon, rather than
numbers and figures, a qualitative approach was chosen (Creswell & Creswell, 2018). Qualitative
research tries to understand the questions why, and how, by, for example, researching why people
behave and perform daily tasks in a certain way (Walsh, 2003). According to Maxwell (2013),
qualitative research aims to understand the world from the point of view of the participant and
understand their perspective. Additionally, as Tomaszewski et al. (2020) state, qualitative research
does not try to predict any outcomes, hence, a qualitative approach gives the researcher room to
evolve with the study, and it does not require a linear path set to stone (Neuman, 2014). It is
necessary to be able to grow with the research and pay attention to what data is valuable and which
questions need to be sharpened (Maxwell, 2013). However, as the research evolves constantly,
replicating it is considered highly difficult and rare (Neuman, 2014). Qualitative research was

deemed correct, as the phenomenon studied has not been comprehensively addressed in previous
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studies (Creswell & Creswell, 2018), but the emphasis has been put on the managers and HR
personnel. As Walsh (2003) states the researcher aims to challenge how managers make decisions
and how they run their organizations.

There are multiple different ways to collect data in qualitative research, but one aspect of
combining these methods is that the data collected is mostly descriptive or visual (Neuman, 2014;
Saldana, 2011). According to Neuman (2014, p. 112) the collected data should be examined and
rearranged in a way that tries to depict “an authentic voice, and in a manner to remain true to the
original understanding of the people being studied”. This research has been conducted as a case
study.

One of the limitations of qualitative study is, that the data collected is individual data, and
cannot be converted to the general population (Patton, 2015). Furthermore, it is argued that as a
qualitative approach is about interpreting words and visuals, it is not reliable, as many factors are
affecting the interpretation (Graue & Trainor, 2013). However, it is considered to be a beneficial
factor for this research, that an in-depth understanding of the subject and attention to detail is
achievable (Patton, 2015).

The qualitative data will be gathered in a form of focus group interviews conducted face-to-
face. And thus, data does not merely rely on the recorded interview, but the participants' attitudes
and behaviour can be analysed as well (Brinkmann, 2013).

Case study

There are multiple definitions of what a case study is (Graue & Trainor, 2013; Yin, 2018).
But for this study, it is beneficial to understand what Tomaszewski et al. (2020, p. 3) state: “case
studies can be used to illustrate, test, or extend a theory, or assist other educators to analyze or
shape their own practices”. This statement fits the field of the study where the aim is to understand
how the employers can use and benefit from the knowledge of the front-line employees in

construction of the employee handbook and, therefore, training. Yin (2018) states that multiple-case
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studies can be considered more trustworthy than a single-case study, as the replication of the study
brings more validity to the analysis process, and therefore, the study becomes more trustworthy. A
multiple case study was used, as it assists in finding whether similarities among the participants
exist (Tomaszewski et al., 2020).

Sample

According to Graue and Trainor (2013), one of the main critiques of qualitative studies is
the limited number of participants in the study, and therefore the selection process is crucial. Due to
the limited amount of interviews, the participants needed to be chosen carefully and on purpose to
fit the study (Creswell & Creswell, 2018). In order to fit the study, it needed to be carefully
evaluated whether the participants have enough experience to answer the required questions (Graue
& Trainor, 2013). People who are about to embark on a journey to a hospitality career, or have
recently done so, were the population for the research. The participants in the study were recruited
among the students of the bachelor’s degree in Hotelledelse at the University of Stavanger (UiS),
Norwegian Hotel School (NHS). When entering new employment training is considered important
(Bauer et al., 2020) and therefore it can be assumed that the students have in recent years
experienced training and onboarding. Based on the training the employees are expected to perform
on the front line. As the employee handbook is considered a key element in the training process, the
new employees can be argued to evaluate what was beneficial and what they perceived missing
from their training process where the handbook was assumably used as a guideline.

Additionally, those students who are yet to embark on their hospitality careers could be
considered to hold valuable information for the thesis, as they have clear and undisturbed
perceptions of the training processes through their studies at the UiS. The concerns these students
have could be argued to be vital to include in the training, for them to operate comfortably at the
front line. These concerns might include aspects the managers have not considered of importance as

they are already experienced and have managed and worked in hospitality for a time. Furthermore,
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the importance of empowering front-line employees in the construction of an employee handbook
and creating new procedures and processes will be discussed with the students, in order to discover
whether they feel comfortable in being empowered and what type of leadership they consider most
beneficial.

The research was conducted in the NHS building at UiS as a form of a discussion based on
the interview questions. The researcher acted as a mediator to guide the discussion to the right track,
and to be able to further understand the meaning and nuances among the students. The aim was to
create five groups consisting of five participants. However, due to the limited number of volunteers
modifications were made.

The sample received consisted of 8 participants from the bachelor studies at NHS at UiS.
These eight participants were divided into pairs to have a conversation without too much
interference from the interviewee. All the participants had some or a lot of experience in hospitality
ranging from small independent hospitality establishments to larger chain corporations. These fours
pair were as follows; the first pair consisted of participant A: a female of age 21 with four years of
experience in hospitality, and participant B: a female of age 30 with 10 years of experience in
hospitality. The second interview consisted of two males. Participant C was a 35-year-old who held
10 years of experience in hospitality and participant D was a 37-year-old with seven years of
experience in hospitality. The third interview was held among a female and a male participant.
Participant E, a 23-year-old male held two years of experience in hospitality, and participant F, a
24-year-old female with three years of experience. Lastly, the fourth interview consisted of two
female participants: Participant G was a 24-year-old with two years of experience in hospitality, and
participant H was a 26-year-old with three years of experience.

The research faces limitations regarding the sample group as it can be assumed some of the
students participating might not plan to stay in hospitality but have interests in other fields of work.

To avoid sample errors, the sample group has been carefully selected. Additionally, people are more
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eager to answer if the subject is of interest (Fowler, 2014) and this lessens the possibility of
participation of those, who are not employed in the hospitality field or on the verge of their careers.
Data collection

Qualitative interviews

A qualitative interview was chosen, as it provided the participants a possibility to voice their
own experiences and understanding of the world (Kvale, 2006). In qualitative interview research,
there are many ways to discover the required data (Graue & Trainor, 2013). According to
Brinkmann (2013), a semi-structured interview takes into account the possibility to change and
modify the questions better than a structured interview, and, therefore, provides a possibility to
modify the discussion along the way. An interview guide was created together with questions to
discuss topics related to the research (Brinkmann, 2013; Graue & Trainor, 2013). Hence, the
interviews in a focus group were conducted in a semi-structured way in order to discuss the matter
with the students in a way that allowed them to voice their experiences and concerns freely, but
with guidance to remain in the frame of the research. To reach the desired discussion, open-ended
questions were used (Brinkmann, 2013). A semi-structured interview ought to not last more than
one hour, as it can be considered straining for both the participant and the interviewer (Adams,
2015). Thus, the interviews were planned to take approximately 30-60 minutes to hold the interest
of the participants.

Patton (2015, p. 630) reminds us that “the quality of the information obtained during an
interview is largely dependent on the interviewer.” Hence, it is important that the researcher was
deeply concentrating on the situation and noticed nuances and group dynamics in order to find
relevant data for the study. This importance is further emphasized as the study was conducted as
cross-sectional, referring to a one-time data collection point in time, (Creswell & Creswell, 2018)
due to time limitations, and only one opportunity to reach valued data per focus group was

provided.
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Group discussion could be deemed to be more relaxed and freer than individual interviews
(Brinkmann, 2013). Brinkmann (2013, p. 26) argues that group interviews are generally better when
the aim is not to receive descriptive data of an experience but to have the participants discuss,
argue, and justify their opinions. Therefore, as the aim was to receive insight into what the
employees consider regarding the employee handbook and training, a group interview was decided
to fit the study better than individual ones.

Approaching informants

The recruitment of participants started by visiting various lectures for the bachelor students
in the first-, and second years. A two-slide PowerPoint presentation was created to assist the
researcher in recruitment. This PowerPoint was shared via the university’s online platform Canvas
by the professors who allowed the researcher to visit their lectures. Additionally, the professors
reminded and encouraged the students to take part in the study after the presentation was held. The
students were motivated, for example, by stating how they would be able to see how to execute
interviews and gain insight into what kind of theses research there was a possibility to create. After
this, a flyer, to be shared on social media platforms, such as Facebook, was created in order to
attract more participants. The flyer was distributed to the online platforms by bachelor students
known to the researcher. Additionally, the same flyer was shared to the NHS Facebook platform to
gather master students as well, due to the few volunteers from the Bachelor student side, and to
reach a larger audience.

The volunteering bachelor students were further encouraged to lure their class-mate to take
part in the interviews. However, the number of volunteers remained depressingly low. After the first
interview, the participants were excited about the experience and continued to encourage their

classmates to participate in vain.
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Preparation for the interviews

In preparation for the interviews, many aspects needed to be taken into consideration;
Firstly, it was important to find a date and time that suits all the participants’ timetables in a way
that they were refreshed and did not feel pressured; additionally, the space for the interview needed
to be where all felt comfortable, and no distractions were present so that the concentration as placed
on the matter in hand (Saldana, 2011). Combining different schedules from master students and
bachelor students was challenging and, thus, the participants were contacted multiple times to locate
a time suitable for all.

It is paramount that when conducting the interview, the participants are treated with courtesy
and respect (Graue & Trainor, 2013; Saldana, 2011) as they are the experts the researcher is seeking
the input from. Information regarding the subject and generic question of the demographics of the
participants were sent beforehand in order to concentrate on the limited time for the questions and
discussion.

The interview questions were prepared in English in a comprehensive everyday language
that can be seen in the Appendices. Appendix A presents the questions prepared for the experienced
participants and Appendix B the questions for the inexperienced. The questions for inexperienced
were not used in the end, as all the participants had experience in the field of hospitality. To reach
validity the questions must be interpreted correctly (Fowler, 2014; Sue & Ritter, 2007) and thus
clear and simple wording is required (Adams, 2015; Fowler, 2014). Hence, the language used
needed to be modified for the people who are not yet in the hospitality industry, and thus do not
necessarily understand the professional words used in everyday operations. Additionally, since the
language in which the interviews were performed is not the native language of the researcher,
certain errors may occur without careful contemplation. Luckily, if any clarifications were needed

the participants were encouraged to ask the researcher. All the questions presented in the research
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needed to be connected to the subject and the correct questions needed to be asked in order to reveal
the relationships (Rea, 2014; Sue & Ritter, 2007).

Prior to the interviews, all equipment used was checked to be in order and working. Made
sure the recorder was functioning and the data was safely stored. A conference room on the 3 floor
of NHS was reserved with the assistance of the supervisor of the thesis. On the day of the
interviews, the researcher arrived timely to greet the participants and ensure they were able to locate
the interview room. The room was opened in advance by the supervisor to ensure a smooth and
unproblematic entrance. While settling into the interview room certain guidelines regarding Covid-
19 were kept in mind and a safe distance to all was kept. This was repeated for all the interviews to
ensure consistent quality and equal treatment of the participants.

Data analysis

Analysing qualitative data requires it to be categorised according to certain patterns and
themes (Neuman, 2014) as the human mind is not able to analyse a vast amount of data
simultaneously (Walliman, 2017). But, as Flick (2014) states, in addition to verbal data received, it
is also important to pay attention to issues that are not mentioned or are avoided. In order to make
sure that no data is lost in a qualitative study, the analysing procedure needs to be started right after
the data collection (Graue & Trainor, 2013; Walliman, 2017). However, Brinkmann (2014) argues
that the analysing of qualitative data already begins during the interviews by trying to understand
the statements and discussion. Hence, it is relevant to include the researcher’s notes in the analysis
in addition to the recorded interviews. According to Graue and Trainor (2013, p. 44) by transcribing
the data from audio to literal data the researcher gains “strong insight” and “cognitive ownership”
over it. However, they continue by stating that not all of the interviews required transcribing, but
the researcher can concentrate on the most important aspects that are directly connected to the

research (Graue & Trainor, 2013). Hence the interviews were written down by listening to the tapes
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and transcribing the parts that were considered the most relevant. General small talk before or after
the discussion was not transcribed.

Narrative analysis is used to understand the data. This has been deemed suitable for the
study, as it concentrates on the experiences the participants have lived and how they interpret the
lived experiences (Walliman, 2017). According to Neuman (2014) in the narrative analysis, the data
is allowed to talk on its own and does not require many concepts or theories. Additionally, Coffey
and Atkinson (1996) further emphasise this by stating that narrative analysing does not concentrate
on coding and categorizing the data. In the narrative analysis, the researcher concentrates more on
what is said, rather than how the participant said it (Walliman, 2017). This is important for the study
as the aims to provide the participants a voice to share their experience of the usefulness of the
training process and employee handbook. Additionally, the expectations and concerns of the new
employees are not yet lived experiences, but demand a space for discussion and contemplation, and
thus are narratives and fit for the same analysis.

Research quality

In recent years, qualitative research has gained more trustworthiness and authenticity than
previously (Patton, 2015). According to Morse (2015) in the 1980s Guba and Lincoln defined
criteria for determining trustworthiness (rigor) in qualitative research with dependability
(reliability), credibility (validity), and transferability (generalisability). She further states that these
strategies in defining quality and trustworthiness in qualitative research are still universally used
(Morse, 2015) and this is further enhanced by multiple authors, who use the same definitions to
define quality in qualitative research (Amin et al., 2020; Creswell & Creswell, 2018; Graue &
Trainor, 2013; Patton, 2015). Additionally, reflexivity will be discussed.

In validity, the researcher aims to make sure that the research represents the actual
phenomena as well as possible (Morse, 2015) and the validity of the study is linked to the validity

of the researcher (Patton, 2015). The phenomenon needs to be logically and recognisably explained
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(Morse, 2015). However, one of the main challenges in obtaining validity is the process of
obtaining and analysing verbal data, as it is obtained by observation and interaction and interpreted
by the researcher who has their own ideologies (Morse, 2015). In order to reach validity for the
study, the results of the research were sent out to the participants to ensure all data was correctly
understood and analysed. This ensured the truthful interpretation of the lived experiences.

Due to the researcher's own ideologies, it is important to understand reflexivity; Reflexivity
of the researcher is connected to two issues: the researcher's past experiences and how these shape
the researcher (Creswell & Creswell, 2018). Thus, it is crucial to understand how these affect the
data collection and analysis procedure. Understanding these issues assist in making the research
more trustworthy and credible (Wesam, 2014). As there is only one researcher conducting the
study, there is a danger of error in interpretation (Kvale, 2006). The researcher's background as a
hospitality front-line employee, and as a trainer of new employees, affected the choice of subject.
However, when the researcher is aware of the danger and takes precautions to separate their own
values, beliefs, and lived experiences from those of the participants, a certain amount of reflexivity
is achieved. It could be even argued, that having a similar background to the participants created a
welcoming and safe environment due to the mutually shared experiences.

Reliability refers to how the research can be repeated and will the same results be obtained
(Morse, 2015; Neuman, 2014). In qualitative studies, no numeric tests or statistics exist to prove
reliability (Morse, 2015) but it required careful documentation of each step taken so that the
procedure can be followed by others (Creswell & Creswell, 2018). Morse (2015) argues that
reliability and validity in qualitative studies are intertwined. The path of the research was well
documented; it was made transparent and understandable. Consistency was held during the
interviews and the limitations of the research were made clear.

Generalisability speaks of how the research results can be generalised to other individuals

and situations (Neuman, 2014) and in qualitative studies, the aim is to generalise through
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deconstruction and abstraction (Morse, 2015). However, it is argued that in qualitative research
replication is “unnecessary and undesirable” (Morse, 2015, p. 1213) and Creswell and Creswell
(2018) further state that the value of qualitative research lies in the specific place, time, and
participants and thus makes it hard to generalise to other points in time. By conducting a multiple-
case study and repeating the interviews the research aimed to obtain generalisability. But as
mentioned previously, the qualitative research does not aim to generalise the data obtained to larger
population, and thus, less emphasis was given to generalisability.

Research ethics

From the start of the thesis, it has been pivotal to consider all critical aspects; these include
the author, participants, and future readers of the thesis (Creswell & Creswell, 2018). As Walliman
(2017, p. 43) states, research “is only valuable if it is carried out honestly” and thus it is crucial to
conduct the research with integrity. It is vital that the author does not plagiarize other researchers or
doesn’t fabricate the research results and this way reports the findings truthfully and responsibly
(Creswell & Creswell, 2018; Yin, 2018). Additionally, it is important to understand and admit the
limitations of the study (Yin, 2018) and not to be afraid of depicting results that might contradict the
wished outcome (Creswell & Creswell, 2018). Even though complete subjectivity can never be
reached, the intentional falsification of data must be, at all levels, avoided (Walliman, 2017).

The aim of the research needs to be clearly stated to the participants and there ought to be no
pressure to participate in the study (Creswell & Creswell, 2018; Mauthner et al., 2002). The
students were introduced to the study on the premises of the classroom and participants in the zoom
with the assistance of PowerPoint presentation that provided a clear idea of what is to be expected.
This included statement of confidentiality for the students to understand their anonymity. The
students were provided contact information for the researcher, in case of possible further questions

and interest in participation. Before the research, a written consent form was requested from the
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participants chosen for the study. The consent needs to be written to avoid future misunderstandings
(Kvale, 1996).

It is crucial to consider the protection of the students participating in the study, and this
includes confidentiality and anonymity (Creswell & Creswell, 2018; Mauthner et al., 2002;
Walliman, 2017). Norwegian Centre for Research Data (NSD) assessed the research in order to
make sure that all processes of collecting, accessing, and evaluating the data are done according to
legalities. To ensure data protection, merely the researcher and the supervisors had access to the
collected data. Additionally, the data was stored in an encrypted external hard drive.

One key aspect is to consider the stress the interview situation may cause the participants
(Creswell & Creswell, 2018; Patton, 2015) and the researcher needs to be aware of ethical
conduction to which level the participants can be encouraged to answer certain questions (Kvale,
1996). In a multiple-case study, the questions need to be carefully constructed so as not to be too
sensitive, due to the many participants in the discussion. The atmosphere needed to be comfortable
in order to gain truthful responses and discussion.

Results

This chapter depicts the results of the interviews in this multiple case study. The analysis is
separated into four headlines according to the discussion and questions presented to the participants.
The separation assists in analysing gathered data more thoroughly by categorising it (Neuman,
2014) as this helps the mind to understand and process a large amount of information (Walliman,
2017).

Handbook

The discussion of handbooks started slowly: Half of the participants were not familiar with
the concept of handbooks, nor had even seen one during their years of employment. Hence, a
variety of suggestions were displayed. One participant suggested that an employee handbook could

contain information regarding culture and guidelines on how to perform daily business and also the
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core values of the company. Two participants discussed how an employee handbook holds
information about the business, safety regulations, and instructions, on how to conduct customer
service. Further, it was assumed by one participant that a handbook would be more about specific
details and instructions, whereas another one considered it to hold more general information and
viewed it as a place where to easily find a smooth pathway to the multiple documents holding
detailed information on different procedures. Additionally, it was mentioned how a handbook
consists of the vision of the company and the goals it wants to reach. Three of the participants had a
vast amount of information and experience in using and operating with a handbook contrary to
others. One participant was taught that a handbook “it's the best colleague and it's your best friend”
(H), to whom you can always lean when having questions about anything related to the work, the
working environment, the system, or generally whatever might come to mind. Participant H “was
told that everything you need to know, you can find it here”.

All the participants mentioned a handbook to be a useful tool at the beginning of the
employment: “when you are a new employee, I think it would be useful” (B).

My perception is typically part of the onboarding process when a new employee starts

working in a workplace, and the workplace or the management have made a handbook like

the standard rules, policies, methods, how to do the job that you were given. (E)
The statement was supported by a participant who had recently gone through training with a
handbook that was still used to back up daily duties and was described as a “best colleague” (H) and
a “safety blanket” (H). Additionally, participants who had not used a handbook in training
understood the importance and the help it provides when used regularly from the beginning.

Contrary to the statement, “you do things automatically after a while and you know how
others react to different situations . . . you wouldn’t look it up in a handbook” (B), only two
participants stated how a handbook can be a useful reminder for older employees how to conduct

operations that are not necessarily present in every day operations. Therefore, the two participants
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argued it to be a useful tool not only for the new employees but the seasoned ones as well. Here it
can be seen, how having an employee handbook from the start helps the employees to implement it
to constant use during the employment as it becomes a habit to verify and ensure certain procedures
from it.

It was stated that not all workplaces necessarily have an employee handbook: Based on
experience, it was argued that smaller places do not hold an employee handbook or standards, and
this is usually a problem as everyone does as they please. It was mentioned, how larger corporations
normally have more structured rules and, therefore, rely on a handbook, whereas smaller
establishments allow more leeway and freedom, and do not enforce the use of a handbook. Some of
the participants felt, that the structure and consistency of larger corporations were better. However,
according to others, not having a handbook may be beneficial for the smaller establishments as they
are not as controlled and, therefore, are able to make changes to the procedures faster.

Referring to past experiences the trainers had mentioned an employee handbook multiple
times but did not actually produce a handbook for the new employees. This drove the employees to
create their own ways of performing their daily duties: “Lot of people they do their own way and
you as an employee are often told that this is actually how we are supposed to do, however, | have a
better way” (E). It was agreed among the participants that this creates confusion as the new
employees suddenly have multiple ways of operating: the inefficient company’s way and the
employees’ way that is more efficient but not according to the rules. Participant A mentioned; “or
you write your own [handbook]. T have a thick one” referring to having built her own handbook
from her experience and discussions with other employees, as the company-wide was unknown to
her.

Having a handbook and not following the company’s regulations, may cause confusion in

the leadership and management level
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one leader may expect you to do what he or she thinks is the best way to do it, but then other

leaders are used to follow the handbook can be a bit surprised when you’ve done something

that’s not according with the handbook. (E)

But this was stated to be a leadership problem, and not the handbook’s fault. It was discussed how it
is possible to counter resistance when implementing new procedures with a handbook. Few of the
participants felt that updating an employee handbook constantly and making sure the procedures
were followed and respected was an important part of the leadership. Additionally, a wish was
expressed, that the leaders would have taken more responsibility to remind the existing, and new
employees, about the importance of an employee handbook after the first introduction.

Training

There was a general feeling of frustration and disappointment when asked how the induction
training was experienced. There was a yearning for more structured and planned training. A mutual
agreement was that in smaller establishments the training period was more constructed and well
implemented, whereas in the bigger corporations the induction training was ignored or conducted in
an unstructured way. The participants perceived this to be due to the vast amount of employees and
high turnover that has become the norm in the larger companies.

Frustration was expressed over leaders not taking their time to train their employees, but
rather leaving the training to the other employees, who are not as experienced either and have not
received proper training due to the same behaviour. There was frustration because the participants
were forced to learn from multiple different employees without clear written instructions.

| was taken good care of, but | felt like when | asked to see if | could just read about this,

and they were like “No! We don’t have time because while you’re gonna learn how to do

things you also need to do your job” (E)

Further, “I felt like it could have been structured a lot better because it was just a bit like random”

(H), and one of the participants stated that she was following different employees and hoping to do
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something rather than just observing. It was stated, how some started their employments during a
busier season, and thus, they felt as if they were just hurled into the action, trusted to learn while
working at the same time.

According to a few participants following multiple persons during induction would be
rewarding as it would provide different aspects, but at the same time when following just one
person through the induction, the new employee could build up “mutual trust and you could feel a
bit safer than with tossed around with different people” (C). Participant H agreed that she preferred
to have one person to follow and instruct through the whole time, and even after the induction this
person was available for questions. Participant H “was being told that, if you don't know the
answer, before you ask, find it in the handbook™ and she felt this allowed her to be more
independent and learn to cope on her own even though she was able to lean back to her trainer when
needed. However, this reduced the human interaction and, thus, diminished participant H’s feeling
of being part of the team, as she was left to learn alone on the front-line.

Despite the negative experiences of most of the participants, one felt that she was being well
looked after during the induction training, even though she was trained by different people: “I got to
see how people did their job before I actually did it myself. And then slowly taking on more and
more responsibility” (F). She was presented with a handbook, and this handbook helped the trainers
to guide her through the training process and then assisted F to operate as an independent worker.
The help received from a handbook and written guidance was emphasized by other participants

They [the leader] gave me the paper [instructions] and when I did it the first time everything

was perfect. And that made me think like, okay, maybe it doesn’t work for everyone, in

terms of being a new employee, but for me I think that when you’re gonna try to teach other
people maybe it’s actually a good idea to actually, if you don’t have a handbook, to sit down
because then you force yourself to actually think “okay, what are all the steps that you need

to do in order to complete this task”. (E)
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The assistance from the handbook was further emphasised by feeling more confident after receiving
a written employee handbook after months of working without it. It was depicted how everyone in
the team saw the work to be more efficient and structured after this and the leader started to
incorporate written training in the verbal on-the-go style used previously. Further, it was stated that
an employee handbook should not be merely given to be read at home, as people value their free
time, and do not wish to spend the evenings reading an employee handbook, but there needs to be
sufficient time to go through the handbook at work.

According to some, an employee handbook and induction ought to also include the culture
and silent knowledge of the workplace

Because when | came there, they were standing like this [shows a rigid pose], and then |

thought maybe that’s the way I should as well. So, I was always in front of the guest

standing like this [mimics the pose]. But then we were writing an exam and we chose my
hotel, and then we had an interview with them, and they told us, like, you should always be,

like, yourself. And | was thinking that oh *, I had misunderstood the culture totally. (A)
This created the feeling of not being part of the group and feeling uncomfortable for not being
valued as an individual. It was stated that “you shouldn’t put yourself in a role but to be yourself.
Then you can be the best for the guest also* (B). When the participants felt not belonging or fitting
into the culture of the work environment, they started to seek out a new employer where they would
feel more comfortable.

Furthermore, participants called out for a leader that would take the time to engage with the
new employees and help them understand the tasks, so in the future, the new employees may rely
solely on a handbook and the lived experience with the trainer. The participants were in agreement
on how important it is to combine verbal and non-verbal training as every person is an individual

and, thus, learns differently. “It is important that you have handbook, but you also have, like, the
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training process” (C). Those who had had the combination of the two were more satisfied with their
training than the other participants.

When starting a new job with previous experience in the same department, it was stated,
how participants felt taken for granted and were assumed to know everything. However, there was a
feeling that it was not beneficial as the new place “is totally other hotel with own rules” (A).
Furthermore, participants felt that due to the prejudice their training was lacking. It was stated that
this prejudice was the reason they were forced to present a lot of questions about operations and
procedures not taught to them. It was mentioned that this may cause problems in the work
environment, as the employer might consider that due to the vast amount of questions the new
employee was less skilled than believed. This might cause rumours regarding the incompetence of
the new employee among the other employees. However, the participants emphasised that this was
due to the unstructured training because “then all of a sudden comes all these you know questions ...
because you haven't been trained in it” (H).

There was emphasis on the importance of structured training and a healthy working
environment where everyone is working towards a mutual goal and, thus, ought to be able to
discuss all occurring situations with colleagues to further find solutions together as a team. The fear
of making mistakes when one should already know how to handle different situations brought up
the need for a handbook due to the lack of unstructured training and avoiding seeming incompetent
in the eyes of the colleagues and guests. The participant who had constructed her own handbook
stated she loans it to new employees, so they can understand the mistakes she has made and, thus,
avoid making the same mistakes and learn how to handle certain situations.

Autonomous

The same theme emerged in a discussion about being able to be autonomous as with the

training; there is a clear difference between bigger hospitality chains and smaller establishments.

Strict regulated big chain corporations make it more difficult to be autonomous according to the
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participants, whereas in smaller establishments they felt more comfortable making their own
decisions and discussing issues with their leaders. According to the participants “coming back again
to if the hotel is bigger, then it’s much harder to talk with your manager” (B) and in a smaller
establishment “your boss is not far away” (G). When a leader was perceived to be closer to the
employees, it was easier to hold daily conversations about procedures and issues arising. However,
there was a concern, that in smaller companies the management might seek out people who think
and act similarly and, thus, only listen to these people without considering opposing opinions from
other employees that might hold value and innovation. This would lead to favouritism and
exclusion of other employees who think differently.

Being autonomous happened only within the front-line department: “you always have the
ability affect things around you but not maybe so much above you” (C). Participants discussed how
they have gone to their leaders with issues in hand, and they had listened, but no further actions
were ever taken, nor explanations provided why nothing happened. All participants expressed their
desire to hear about the decision-making processes from the leaders: The participants felt as if the
front-line employees did not know what the leaders were discussing before a decision on a new
process was made. The desire to be informed was clear: “they wouldn’t even talk like the decision
making downwards in the organization (C)” and “if the leaders of the departments have a meeting,
write a report, send it to the employees so they know the issue has been raised” (F).

Leaders not listening to the employees and their ideas and innovations lessened the feeling
of being autonomous and forced the participants to act according to the guidelines given them
during their training period. If any were given. It was stated how this unrespectful way of treating
employees diminished the motivation to provide the guests good service and you started “not giving
a s*” (H). Furthermore, the decisions made were not according to what would have improved the
work: “there's so many other, like, areas that could have been touched upon that would make more

sense. It would not only, like, better, but also would make people happier” (H). The participants
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were displeased that they were not consulted as “we are standing in the reception so we know ... we
all know how we would do something different, and they [leaders], usually if they work higher up,
they don’t” (A) and wondered if it was “cause when you know too much maybe you need to do
something” (E).

When the participants tried to bring their innovative improvements forward to the leaders,
they stated being dismissed: “because every time you would try and take it further, it would be shut
down immediately, or you would be told that you’re stupid for even bringing it up” (H). However, it
was implied, that the longer you worked in one establishment you became more respected as a
worker and gained the possibility to change the small things, but still within the strict guidelines.
The participants expressed a wish to be more attentive leaders in their future, where they would
listen and appreciate the front-line employees’ experiences and ideas and value their opinions
because “if you as a front-line worker are actually empowered to be able to have the necessary
tools, and then... Yeah, I think that’s great for the guest. And it makes you more confident.” (F)

Regarding the leaders and being autonomous it was stated that the participants felt that there
is always a regulated way of operating, and the way of the employees; as the conversation between
the front-line and the leaders were not open and welcoming, the employees had built their own way
of operating that was different from the guidelines and the regulations stated by the leaders. These
differences were not to be discussed out in the open but kept silent from the leaders as it was not
their way of handling and operating. There was a fear of the leaders finding out that the employees
were not following the rules.

What is expected from the leader?

The participants had plenty of different value points for a leader. These adjectives gathered

from the interviews are displayed in figure 1. These adjectives are explained in more detail in this

chapter.
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When discussing what are the expectations from the leaders all participants were
appreciative of openness and willingness to listen and discuss: “sharing of the information of the
hotel in general. Sharing and being open to having a discussion” (F). Fairness and treating
employees equally were important aspects for the participants. Further, it was extended the
openness and listening to not only issues related to working, but also issues within the working
environment and conflicts that might occur with other employees. According to the participants,
these would need to be treated fairly, without favouritism.

The desire to know that the employee has been heard and understood by explaining why
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some ideas are refused, or why some ideas are not feasible was required. By giving an explanation

the leader is also teaching the employees new knowledge about why some issues cannot be handled

in a way that would better the procedures.
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And for me it's important to feel comfortable asking “Okay, I can do this, why are we doing
this? Why should I do it? Or why is it necessary?”” Not that [ am ... being stubborn!! But,
but, just because I'm wondering and | would like to know. And that it's also a great learning

for me to know why | am told to be doing something. (G)

Further, it was stated that if there is “someone who cannot teach you anything, then you lose
motivation, then you don't feel, like, ‘I really want to do my best for the company here’” (H), and
then according to the participants, the employee goes and finds somewhere where the questions,
knowledge, and innovation is more appreciated.

All the participants felt passionate about valuing front-line employees’ ideas and initiatives.
There was a call for the leaders to understand that they might hold an old perspective on looking at
the service procedures and, therefore, it would be crucial to have discussions without prejudices
with the front-line employees. The participants thought that a leader should “ask questions, always
be a bit curious” (E) and “also make sure to get some feedback from the employees” (E).

I think as a leader putting yourself out there to have the time to actually talk with your

employees is the most important, to show that you are there. ... So, [the leader] needs to

really be in each of the departments and talk to the front-line employees to know that

everything is fine. (F)

The discussion further emphasized that a leader should be able to teach their employees and
understand that “you're better with your employees” (H) and not be arrogant with your knowledge
as there might be multiple questions, especially at the beginning of the employment.

However much the participants valued openness and discussions, they also expected a leader
to be strict, and follow the set rules. It was stated that a good leader is someone who “is strict, but
not one that cannot take suggestions” (H). This was emphasised by reminding that even though
rules are appreciated, a leader must know how to bend them in order to allow room for creativity

and problem solving.



47

| think some creativity and some deviation from the manual can also introduce a lot of

empowerment in the sense that the employees are able to use their own creativity to solve

the problems. So, | would say while standardised for is really good, if it is too

comprehensive, too big and introducing, like, everything, how to act and everything, | think

everything will be worse. (F)
They called a leader to remember that “too much rules they kill the inspiration” (D) but without the
rules, the working environment would become chaotic and unstructured. According to the
participants, a leader’s example of leading the team and interacting with it could either kill the spirit
and innovation or lift the employees higher and create a motivated and fun working environment.
An empowering leader trusts their employees to do their best and not create favouritism and closed
circles that chase away the employees who feel left out.

Discussion

This chapter discusses the results of the research connected to the already existing theory,
and hence, the discussion follows the literature review headlines even though in a different order.
Firstly, the findings related to the employee handbook are discussed, followed by the training. Then
the discussion moves forwards to leadership and lastly to empowerment. Finally, limitations to the
study are stated.
Employee handbook

As vital as an employee handbook is for a company (Lawson Il, 2006; Smith & Harris,
2014), it is baffling to realise how underused it is in the hospitality industry. The interview
participants together held a vast amount of experience in the hospitality industry and had only seen
so many handbooks. Therefore, the participants had a divergent ideas of what a handbook could
consist of. According to participants, it describes how the employee should look, act, and present
themselves according to the goals of the company. Some of the participants felt that an employee

handbook could be more detailed in explaining the guidelines on how to execute certain procedures
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and how to operate the systems in the working environment. Few of the participants agreed upon it
being more of a shortened guidebook where one can find shortcuts to more detailed descriptions
and instructions. As Smith and Harris (2014) stated, an employee handbook is to provide the
employees with guidance on how to be and act in the work environment and this agrees with the
participants' perceptions. Despite not having seen a handbook, the participants had some idea of
what it should consist of. This could be argued to be due to the recent studies in UiS and
participating in lectures that handle HR issues and employee handbooks. However, consistency was
lacking in the answers, and a variety of suggestions were made.

It is further argued that an employee handbook needs to be updated to ensure that it follows
the current guidelines and goals of the organization and fits in the organization’s culture (Smith &
Harris, 2014) and these changes need to be communicated to all employees clearly and timely
(Minton-Eversole, 2020; Zeuch, 2016). Contrary to the theory the participants described an
employee handbook to be an important part of the induction period, and thereafter indifferent. This
was countered only by two of the participants by noting that an employee handbook is good to be
remembered when conducting procedures that are done rarely: “it's sometimes impossible to
remember everything” (G) and then it would be good to look back to a handbook rather than disturb
colleagues on their free time. This then indicated that even though the participants had an idea of
what an employee handbook is, they did not realise its full potential and advantages.

It was stated that it is the leader’s responsibility to ensure all employees are aware of the
regulations stated in the handbook and ensure the implementation of new procedures and processes
that are reorganized. Only one mentioned a team leader taking the time and updating the already
existing handbook and informing the employees of the updates. Despite only one leader updating a
handbook and informing the employees, the participants agreed that it is the leader’s responsibility
to keep the team up-to-date. According to the participants, if this step is overlooked, it could be

interpreted as poor leadership and resistance against the company policies, which then further
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creates more confusion among the employees and the leaders. Therefore, it can be seen how leaders
are failing their employees by not enforcing and implementing company-wide procedures. This
could be due to the lack of communication within the company, which is further discussed in the
coming verses.

Furthermore, structure was called for in how the changes and policies are implemented and
advised upon. As the participants have no or little experience in using an employee handbook, it can
be seen how they are not aware of its benefits in everyday working life; they call out for structure
and guidance but still consider a handbook to be indifferent after the induction period. As the
participants have not seen an employee handbook during their induction period, it could be argued
that an employee handbook might exist and might be updated, but none of this is communicated
directly to the employees. If a leader is using only indirect leadership with the new procedures and
updates the handbook without discussing or informing the employees with direct emails or
discussions, the employees cannot be aware of the changes made. This indicates the need for
transactional leadership, where the leader implements and enforces the new regulations and makes
sure that the processes are followed properly (Yukl & Gardner, 2020).

Only one of the participants used an employee handbook regularly as it was implemented in
the participant’s induction. Further, another participant, who received a handbook late into the
employment, stated that it feels that if a handbook would be implemented into the employees’ work
cycle from the beginning, it might be used more regularly, and employees would rely on the
handbook more as it would be a norm. This shows how some of the participants understand the
usefulness of an employee handbook but are still not operating with one as it is not embedded in the
work from the start. It could be further argued that due to the lack of an employee handbook in the
induction period, most of the participants felt their training to be unstructured and “just a bit, like,
random” (H). An employee handbook is said to bring more structure and clarity to the

communication between the company and the employees (Bauer et al., 2020) and the training
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process of new employees (Cadwell, 1988), and this indicates clearly, how the leaders have failed in
implementing the required and desired structure from the get-go.

As Arthur (2006) and Bauer et al. (2020) state, it is crucial to encourage the employees to
ask questions and clarification if there are some aspects in an employee handbook they do not
understand since it is there to protect the company as well as the employees in case of any disputes.
This was not mentioned among the participants, and therefore, it could be concluded, that they were
not aware an employee handbook acted as a legal advisor in addition to other purposes. This could
be seen as a major fail from the company’s side because they could be viewed as not having
informed their employees of all their rights. When issues such as safety regulations and restrictions,
for example, social media usage related to General Data Protection Regulations (GDPR) are
overlooked, it may cause serious damage to the hotels' reputation and create safety hazards to all
employees and customers.

In the yearning for structure and more consistent instructions, participant A had drawn her
own handbook that she further used for the training of new employees. This is a clear indication,
that in the need for structure the rules and regulations are created by the employees themselves. As
a handbook is argued to be part of the communication between the leaders and the employees
(Bauer et al., 2020; Lawson 11, 2006), it could be discussed how the employees creating their own
handbooks and procedures can create confusion among the departments. If the procedures and
regulations created by the employees are unknown to the leaders, there might be disorder in the
process of how everything is conducted, and discrepancies in the expectations and responsibilities.
These discrepancies are normally avoided by creating a handbook that offers instructions and
expectations for each job title (Levesque, 1993), and this assists in maintaining consistent quality in
the work efforts (Lawson Il, 2006). And, hence, it can be argued further that a handbook is crucial
to have and be present in the everyday life of the employees to have a mutual company-wide

understanding of how everything is supposed to be operated.
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Being creative and developing handbooks and operational procedures indicated how
innovative and imaginative employees can be. When there is a need for structure, and it is not
provided by the leaders, or the company, employees will build it up themselves and make the best
of what they know. This resourcefulness could be harnessed if the leader would be paying attention
to the front-line employees and their daily duties. If employees are able to develop an employee
handbook that is used for the training of new employees without their leaders' knowledge, it
indicates how ignorant the leaders truly are and how little they know about the resources they have
in their hands.

Training

As the participants in the study had little to no experience using an employee handbook the
discussion revolved mainly around the induction training received. The training was considered to
be unstructured and greatly lacking in information.

All the participants, except one, were together in the desire to have one designated trainer.
According to one participant, an employee handbook was well implemented into her training and,
thus, she did not mind being taught by multiple different people, as all employees who participated
in the induction followed the clear steps the handbook provided. Other participants, who described
being tossed around with different employees, did not have a handbook to rely on, and, therefore, it
could be argued, that they described the training to be confusing and unstructured: “if you get
tossed around a lot, I wouldn’t feel that safe or happy” (C). According to Jaworski et al. (2018), the
training of new employees should be conducted by one employee, who has experience and
education in how to train, as this further establishes a structure and enforces equality among the
employees and, according to one participant, also increases trust and commitment. Among the
participants, the call for one designated trainer could be argued to be due to the previously
experienced unstructured training with multiple trainers and without a proper handbook to bring

structure and clear steps. Having the past experience of being tossed around and having a confusing
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training led to a desire for a change and a yearn to have a designated person to guide one through
the many phases of being a new employee; to have one person they could rely on and a person who
understand what issues have been discussed and what procedures still need training and teaching.
Furthermore, it was described how receiving a handbook, later on, drew together the verbal
induction and the clear written instructions and, therefore, improved the work effort and efficiency.
This emphasises the importance of an employee handbook in a training process in addition to the
designated trainer and verbal teaching.

Furthermore, the participants considered combining verbal and non-verbal training to be
important, as all people are individuals and require different ways of teaching and training: “it is
important that you have a handbook, but you also have like the training process ... with a supervisor
or an experienced person there, and then you have the handbook as a guide” (H). This is further
highlighted by Schuckert et al. (2018) understanding that all employees are different and, thus, have
individual attributes that make them an important part of the organization. Here it can be argued
that authentic leadership comes to play, as it understands the individuality of all employees (Avolio
& Gardner, 2005). Being trained with only an employee handbook helped one of the participants to
be an independent and rely on the handbook, but on the other hand left multiple questions
unanswered, because there was no one to explain the instructions: The handbook was in the
spotlight in the training, and no stress was placed on the human touch and contact with leaders and
co-workers. Furthermore, some of the participants were annoyed how the training of new
employees is pushed on personnel who have no proper training themselves. Here it can be further
seen, how important it is to have a designated, knowing trainer, preferably a leader who is able to
answer even the trickiest questions. All this demonstrates the need for human interaction in the
induction process in addition to the handbook, which brings structure.

The participants stated the need to ask multiple questions at the beginning of the

employment, during the induction process, and afterward. Asking questions was deemed to be due
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to the unstructured training and the prejudice towards the previous work knowledge. The trainers
expected the participants to know everything and to be able to operate independently if there was
experience in hospitality from previous employments. The trainers did not realise that the work
culture, expectations, and procedures are different and vary from one employer to another, even if
the systems are operated similarly. As the induction of the participants has already been judged to
be mediocre and conducted by an untrained trainer, it does not come as a surprise. Further, it could
be discussed whether the work experience the interviewees had affected the questions asked — due
to their previous knowledge in the field they might have been aware of the issues that may arise
and, thus, were able to present the questions needed to operate independently. And even though the
participants felt that asking questions themselves was a good idea, there was a fear of being judged
to be less intelligent. This fear of being judged led the participants to make more individual
decisions and learn themselves. Leaving the employee to learn on their own leaves room for
mistakes and misinformation and decreases productivity (Cadwell, 1988; Jaworski et al., 2018).

Altogether, this proves the importance of having an employee handbook to guide the
employees through verbal training and beyond, and to ensure all employees, no matter the
experience, would receive the same base knowledge and training. This would ensure consistent
quality within the working environment and give more coherent customer service. Furthermore, not
only would a handbook ensure the quality of the training, but this indicated the importance of an
educated trainer to guide the employees through the induction.

Learning the culture of the work environment and being part of the team on a deeper level
was not achieved by the induction of any of the participants. As Bauer et al. (2020) state,
onboarding and socialisation are important parts of the training, and as depicted by the participants,
it is highly ignored. The need to include the culture of the workplace in the training was desired by
all. As depicted, understanding the work culture and values took a great time, as they were not

implemented in the induction. This left the participants feeling confused and frustrated and created
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a feeling of uncertainty about the right working environment. Hence, it can be seen how important it
is to teach silent knowledge of the work environment from the start. It is crucial to make the
employees feel comfortable and valued from the beginning to ensure they feel part of the team and,
thus, wish to stay and give their best to the company. Investing in all parts of the training is crucial
to maintain the human capital the company has in the employees (Bauer et al., 2020). After learning
about the culture and being able to relax at work, the motivation and confidence of the participants
increased. Allowing employees to be themselves, or clearly instruct how to conduct business
properly and according to the values of the company, was deemed important. The culture of the
company is often learned through indirect leadership, where the leader teaches by being an example
to the employees (Yukl & Gardner, 2020). As it can be seen from the lived experiences of the
participants, the leaders have not been present and, thus, not acted as examples, it is no wonder the
participants have felt unsure regarding the culture; there was no role model to observe and mimic.
However, even though the participants all yearn for more structured and well-planned
training, they depicted the disadvantages of too structured and regulated training and working: To
have a too comprehensive employee handbook that is expected to be followed precisely may lessen
the innovativeness of the employees and crush their morale. Following a handbook might reduce
flexibility within the company (Minton-Eversole, 2020) and force the individual employees all into
a similar mold. This was expressed to be undesirable, and the participants hoped for a regulated
work environment where own ideas and innovations were also welcomed and appreciated. The need
to learn and grow as an employee, to create and innovate, was deemed to be important. If the ideas
and innovations were not appreciated, it would force the employees to search for another place of
employment, where they would feel more valued. This innovativeness, as mentioned above, could
be harnessed to take part in the construction of an employee handbook as employees are anyway
creating their own routines, and as stated, know what is actually happening and what could be

improved. This applies to the induction training: It is important to receive feedback on how the
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training was perceived by the new employee to ensure better quality induction in the future (Shalley
& Gilson, 2004), and as can be seen, the participants would have had a lot of feedback to give to the
leaders regarding their induction. The feeling of frustration and annoyance towards received
induction was present in the interviews.

Hence, it can be seen that a handbook and regulations are important to the work
environment in order to have structured training, but enforcing these regulations too strictly may
cause employees to search for an employer who appreciates their innovativeness. Further, as one
participant stated, having a good, solid base from the training, helps the employees to modify their
knowledge for different situations. If one does not have a solid base, difficult situations may feel
overwhelming, and readjusting the knowledge is not possible.

Furthermore, the participants depicted the unstructured training to be partly due to the busy
seasonal time they started. It is said that unstructured training is often provided for seasonal
workers, and part-timer employees and this increases the company’s employee turnover (Boella &
Goss-Turner, 2013). As all the participants are full-time students at the UiS, it could be asked, if not
being a full-time employee could have affected their induction training. However, this should not
affect the training, as the seasonal-, and part-time employees should be trained as properly as
everyone else. If the training process would be performed in a structured matter, it would decrease
the required training period and the employees, whether they are part-time or full-time, would
receive a compact training, that is not time-consuming, but efficient. Furthermore, it would decrease
the turnover of the employees as depicted by the interviewees.

Leadership in hospitality

To understand that different people require a different kind of leadership style is not always
easy for leaders. Furthermore, it seems to be the understanding, that if all employees are provided
similar training they will do equally well (Cadwell, 1988). However, this was countered by the

participants understanding that all employees are individuals and, hence, they learn in different
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ways. Even though what was being taught would remain the same, the learning style would need to
be adapted to the employee’s way of learning. Thus, they called out for a leader to require both
positive and negative feedback from the trainees already during the training to understand what
aspects were functional and what were futile. This feedback was also discussed by Bauer et al.
(2020), by stating that it is a crucial part of the induction and socialisation process to understand
where the company can do better and what points in the induction were successful.

The feedback process goes beyond the training and socialisation, it goes to everyday
operations and leadership. However, it seemed that this feedback process has not been implemented
in the working environments of the participants. The participants wondered if this would be due to
the fear of having to act upon the known negative aspects. As the famous saying goes “ignorance is
bliss” and if one does not know what is happening, you can easily turn a blind eye to it. This was
further enhanced by a tale of a leader, who would act busy when being at the front-line to avoid
communicating with the employees by always seeming busy and not taking any contact with the
employees when present at the front-line. This indicates how leaders do not value the front-line
workers and consider their opinions to be not worthy.

The communication between leaders and employees was an emotional subject for the
participants and they had strong opinions regarding the matter. The participants saw this to be the
greatest issue in the working environment: Leaders are not hearing what employees are saying.
Communication operated mainly from leaders downwards to the employees and communication
upward was prevented. As the participants feel as if they are not able to trust their managers, or rely
on them to take care of the issues at hand, it could be understood, that the leadership style is
transactional (Dai et al., 2013). Patiar and Mia (2009) state that a transactional leader does not offer
the employees a possibility to affect the decisions made by the management nor encourage open
discussions and constructive criticism. It is stated clearly by many researchers that this leadership

style is not suggested to be used in hospitality (Dai et al., 2013; Patiar & Mia, 2009) but still it can
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be seen from the interviews, how this style is still dominating the industry. Furthermore, it was
clearly indicated that the communication style was transactional, as the leaders did not explain the
decisions further, but merely stated the changes. The participants expressed a desire to be explained
why procedures are changed, or why certain issues cannot be handled in the way they hoped. This
would require authentic leadership, where the questions are approached in an educative manner and,
therefore, increase the willingness to obey and grow with the leader.

It was mentioned multiple times in the interviews, how large chain organizations tended to
have less open communication between the leader and the employees, whereas in smaller
establishments the communication flow was perceived to be more alive and respectful in both
directions. This was argued to be because of the multiple levels of management in larger
organizations. The participants discussed how the larger corporations have to go through more
layers to achieve the desired outcomes, whereas the smaller establishments do not have such a
hierarchy to battle through. Due to having less hierarchy, leaders in smaller establishments were
considered to be closer to the employees. However, this could be argued to be due to the leader’s
personality and leadership style, rather than the size of the organization. Leaders can, through small
actions, give a perception of being present and attentive no matter the size of the organization. It
could be argued that small details, such as keeping an office door open instead of closed, could
create a different atmosphere of inclusion and openness.

What the participants were yearning for was a leader that would be fair and not practice
favouritism. In LMX theory, the leader builds different kinds of relationships with the employees,
with some more close ones and some more distant (Bauer et al., 2020). This, according to the
participants, creates a working environment where the selected few are considered to be in the inner
circle of the employers, and the other employees' ideas and issues are disregarded. Further, this
lessens the motivations of those who feel left out. Hence, it can be seen how even though having a

strong LMX-relationship with certain employees build mutual trust, motivates the employee, and
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empowers them (Bauer & Erdogan, 2015) it lessens the motivation of others and creates unfairness
among the employees (Dienesch & Liden, 1986). Here it can be seen how important it would be to
try and maintain an LMX-relationship with all the employees, and not practice favouritism. Even
though it is considered time-consuming (Yukl & Gardner, 2020) it increases the motivation and
innovativeness of the employees (Shalley & Gilson, 2004). In larger corporations where the teams
consist of many employees, it can be difficult, and more time-consuming than in smaller
establishments, and this further endorses the participants’ depiction of how smaller companies have
been more successful in empowering and supporting the employees. However, despite there being
more employees, there are normally more middle-managers, and this evens out the stress from the
high position leaders to create a strong LMX-relationship with all. It could be argued that each
leader needs to create a strong LMX-relationship with their immediate subordinates, who then are
able to empower and innovate the next ones. Here it is argued, that even though there are more
employees in a larger company, due to the number of middle managers, empowerment and
inclusion can be achieved if so desired.

Once employees feel innovated, motivated, and empowered by their leader, they do not
require a high LMX-relationship anymore (Harris et al., 2009). This indicates, that if leaders
concentrate on building an LMX-relationships from the beginning of the employment, assist, listen
to, and help employees through the induction training to become the best version of themselves,
they will feel valued, and appreciated, and therefore, empowered. This was clearly what the
participants were seeking. After a certain level of an LMX-relationship is achieved, an employee
does not require as much of the leader's time as previously and if this is achieved early on in
employees' employment, it would save time in the long run. Hence, it is argued that if leaders in
larger corporations would engage in employees’ training, and build mutual trust and empowerment
from the beginning, the creation of a high LMX-relationship would become less time-consuming

and help the employees to become empowered, innovative, and independent quicker.
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To achieve an LMX-relationship a leader needs to understand that all employees are
individuals and, thus, have individual attributes that make them valuable (Bauer & Erdogan, 2015).
Therefore, it can be argued that transformational-, or authentic leadership is called for. As Bass and
Steidlmeier (1999) say, a transformational leader sees employees as individuals and understands
their strengths and weaknesses. But, additionally, an authentic leader accepts the differing world-
views and enforces an interactive atmosphere (llies et al., 2005) whereas a transformation leader
urges and lures employees to follow the leader’s worldview and ideology (Yukl & Gardner, 2020).
As can be seen from Figure 1 an authentic leader is exactly the type of leader the participants were
calling for. They hoped to have someone who listens and is present and does not judge them even
though they might have differing views on procedures or practices. The participants wanted to feel
valued and equal to their peers, and, hence, an authentic leader would be ideal. Furthermore, the
participants were yearning for a leader that would listen and understand that they also have a lot to
give to the company, their ideas are valuable, and they know what would be best for the work. An
authentic leader is a person who believes in growing together with the employees and understands
that they are not standing above them, but together with them (Leroy et al., 2015) and this was
precisely what the participants were calling for.

However, even though the participants were looking for an understanding and engaging
leader who allows freedom in decision-making, they hoped to have clear rules and guidance.
According to the participants, when the guidelines are known, it gives the employees room to move
and make decisions according to those instructions. The findings by Schumacher and Komppula
(2016) further enforce the need for written guidance in daily tasks to feel more empowered. Further,
when one knows the rules, it is easier to understand how they can be bent in different situations.

The participants said that a leader needs to be a person who uses power when needed. A
leader would need to be strict, and equal in enforcing regulations and make sure that the rules are

followed. It was stated that it would be wonderful to have a leader who is friendly but still
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commands authority as the leader. Therefore, it is argued that the combination of all leadership
styles is preferable. Further, it enforces the statement from Yukl and Gardner (2020), that mixing all
leadership styles and being able to adapt to the differing situations in the company’s and
employee’s life cycle is a crucial attribute for a leader. Here it is argued that even if a leader is
practicing a transactional leadership style, they can still rule as a kind and empowering person.
Being empathetic does not diminish the power the leader possesses, and thus, there is a fine balance
between enforcing the rules, and punishments if they are not followed, and being humane and
understanding.

Empowerment of the employees

Empowering the employees is a tricky subject when discussed with the participants. Clearly,
the common feeling was that if working in a smaller establishment, where the leader is closer to the
employees, the front-line employees felt more empowered, innovative, and valued. Whereas in a
larger corporation, where there were more steps and people between the employees and the leaders,
the interviewees were feeling ignored and not empowered. However, even from the experience of
the larger chain business’ the interviewees depicted how they were able to be innovative to a certain
level in their department with co-workers. This being still quite strictly regulated. The older
participants depicted, how after the induction period they would try to get their voices heard and
improve inefficient procedures. It was stated that being stabile and letting procedures be conducted
inefficiently, was not for them, but they’d rather speak their mind and voice their concerns despite
the possible backslash.

To be able to be autonomous was considered important by everyone. When depicting the
feeling of not being valued and not receiving motivation from the leaders, the participants described
the need to look for another employer. Here it can be seen how empowering the workers could
decrease the turnover of employees. This empowerment of employees begins in the training

process: by giving a structured and organized picture of the company from the beginning, the
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employer provides a picture of a reliable and valued working environment and this increases
commitment (Cadwell, 1988). Furthermore, it was explained, that when feeling too restricted and
regulated and not receiving any encouragement from the leader, work effort started to diminish, and
it affected customer service. As the front-line employees are argued to be the key elements in the
customer satisfaction and responsible for the competitive advantages of the company (Schuckert et
al., 2018; Turkmenoglu, 2019; Yilmaz, 2015) one could assume that the management would want to
keep them motivated to shine in customer contact.

It was declared multiple times through the interviews, how leaders were not listening to the
employees regarding what issues should be addressed, and in what ways the working environment
could be improved. As stated, the front-line employees know what procedures are not conducted
efficiently, as the employees are the ones performing the daily duties. Furthermore, it was stated
how leaders were fixing issues that did not require fixing and ignoring issues that had been
problematic for years. It was clear from the participants’ stories, that leaders are not aware of what
is considered crucial on the front-line. The common argument to enforce this was that leaders are
not listening but making the decision on their own.

One part of empowering the employees is including them in the decision-making process
(Turkmenoglu, 2019) and this is clearly what all the participants wanted from the employer. It is
argued that the creation of an employee handbook does not solely lie in an HR department, but
other departmental heads need to be included as well (Lawson I, 2006), and based on the findings
in this study, it could be further argued that the front-line employees need to be included in the
creation process and in keeping the handbook up-to-date. As stated earlier, the front-line employees
know best what is actually required and considered good knowledge to be in a handbook from their
point of view. Hence, it is argued that co-creation of the handbook should not be happening merely
on the managers and HR personnel but require feedback and assistance from the front-line

employee side as well. Furthermore, including the front-line employees in improving the induction
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could create a more efficient training process and would ensure correct aspects are included in the
induction.

Additionally, by including the front-line employees and making them feel like a part of the
team, motivation would be increased, and the employees would become even more innovative and
creative (Rego et al., 2012). This further indicates how important it would be to practice an
authentic leadership style as it encourages empowerment (Schuckert et al., 2018). This was
emphasised by the experiences had with the leaders when ideas were brought to their knowledge:
“every time you would try and take it further, it would be shut down immediately, or you would be
told that you’re stupid for even bringing it up” (H). This indicates how important it is for leaders not
to lift themself on a pedestal, but to understand that they are better with the team surrounding them.
The participants called for understanding, that the leaders do not know best, that the leaders’ points
of view on certain matters might be outdated and old-fashioned, and thus, it would be crucial for
them to listen and understand what the employees are saying.

Furthermore, it can be seen that when leaders are not paying attention to what the front-line
employees are saying and asking for, they lose control. In the interviews, it was stated multiple
times, that employees had created their own way of executing tasks and duties. Employees’ way of
conducting the business was more efficient and structured, but it was forced to be done in secrecy,
as the employee handbook commanded a different way. Even if there was not an employee
handbook provided for the employees, they still operated discreetly. Participant A had even
constructed her own handbook to ensure she was able to help and guide the new employees, unlike
what had happened to her. If the employees would have felt empowered by the manager, they could
have expressed their concerns and created united guidelines for the whole department to follow.
However, as they were not listened to by the managers, they empowered themselves to act as would
be best for them and the customers. Even the smallest changes in the performed tasks on the front-

line may improve the flow and increase efficiency (Shalley & Gilson, 2004), and therefore, even
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though the issues might sound minimal, leaders need to be present, accepting, and attentive to the
ideas evolving in the front-line.

If employees do not feel empowered, they might seek out a high LMX-relationship with
their leader (Harris et al., 2009) and because the LMX-relationship is built on mutual trust,
commitment, and discussions, the importance of being present is highlighted even more. Once the
high LMX-relationship is achieved, where the employee feels trusted and empowered by the leader,
the maintenance of the relationship is not time-consuming anymore, as the employee does not
require close relationships anymore (Harris et al., 2009). This further indicates that the LMX-
relationship should be built from the start of the employment, during the induction training. Once
the new employees have reached a certain level of empowerment and trust from the leader, the
leader can rely on the team to be independent and efficient and concentrate on their duties, and
delegate tasks forward (Atwater & Carmeli, 2009). However, as Raub and Robert (2013) remind us,
the leader needs to be careful, that despite the independence, the employee must not feel left alone,
and still required communication and support from the leader.

Furthermore, the LMX-relationship should be directed toward those employees, who are not
feeling empowered and are lacking in motivation. An authentic leadership style, where the leader is
listening and understands the employee as an individual is required (Harris et al., 2009). It could be
considered difficult, to be fair and equal towards all, but at the same time build strong relationships
with all the employees to motivate them and empower them.

But it is not only the leaders’ responsibility to create and maintain the LMX-relationship. If
the leader is attentive and creates an open and accepting atmosphere, the employees can affect the
status of the relationship (Shalley & Gilson, 2004). When H depicted how she approached the
leaders with her ideas and innovations it shows the effort to create a closer and trusting relationship
with the leader. However, as it was shot down and dismissed without further discussion, H’s

motivation, and desire to be the best version of herself was diminished. Controversy, when G was
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able to discuss her ideas and innovations freely with her leader, she depicted feeling comfortable
and valued, even as a front-line worker, and, thus, she felt more empowered and able to do her job
well. This is yet another proof of how important an open and accepting environment is for the
employees. It could be stated that once the employees stop communicating upward towards the
leaders, there is a reason to get worried. Once the communication stops, it indicated that the
employees have given up, and might be seeking a new employer where they might feel more
comfortable.

Limitations

The research had multiple limitations. First of all, gaining participants to interview turned
out to be nearly impossible. There could be multiple reasons why the students at NHS were not
willing to take part in the interview. COVID-19 pandemic was still an ongoing issue in Norway,
Stavanger, and it could be assumed the students did not feel comfortable taking part in a face-to-
face interview, even though all safety measurements were in place. Taking part in an interview
during one’s free time could affect the willingness to participate. The benefits received from
participation might not have been sufficient; If a monetary or another participation gift could have
been given, it might have attracted more participants. Furthermore, the students could consider the
subject not of interest, as it is close to what they have been recently studied. Lastly, it could be
wondered if the recruitment was not efficient and interesting to the students, or if the fact that the
researcher was unknown to them affected the decision to not participate.

Time was a great encumbrance. Due to the time limitations, the study had to be modified
and executed with merely eight participants. The study could have been expanded to include
already graduated students, who might have had a good insight into the training and handbooks if
more time to recruit volunteers would have been available. Due to the small sample, there was no

room for disclosing any participants or choosing whom to interview, but all volunteers were
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included. Hence, the original plan to have volunteers without any experience was not achieved and
all the volunteers, despite their age or experience, were included in the study.

Thirdly, language could be argued to be a great challenge. As none of the participants, nor
the interviewer, spoke English as their mother tongue, some information might be lost in the
translation. The questions were formed in the best possible way to ensure they were understandable
to all. However, there is no way to fully ensure that the participants interpreted the questions, or the
discussion with each other, perfectly. Furthermore, it can be said that when transcribing the
interviews and looking back to the moment, there might have been some confusion as to what the
main point of the discussion was, and it could be even questioned whether the participants were
discussing the same issues.

Lastly, the study needed to be modified to consist of only people with previous experience
in front-line operations. It would have been interesting to compare answers from participants who
had not yet had any experience in operation: It could be wondered whether new employees would
be able to inquire about the same questions as they do not possess the same knowledge? Or would it
affect the training process if the new employee would have zero knowledge from the front-line
before?

Here it can be seen that the study had many limitations, and the desired sample was not
achieved. A preliminary interview was not performed due to the limitation in the sample, and it
could be argued that it would have helped to make the interviews more comprehensive, had the
questions been tested first.

Conclusions

Next short answers to the research questions are provided and afterward, a summary of the

whole of the research is presented. Lastly, managerial implications are discussed and suggestions

for future research are provided.
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Research questions

The first research question is as follows:

e What kind of information do front-line employees consider crucial in an employee

handbook?

The findings were along the line of the previous theoretical implications that were presented in the
literature review section. Even though not all the participants were familiar with using an employee
handbook during their employment, they had a somewhat clear picture of what it should consist of.
One reason for this could be drawn that all the participants were attending the same university, and
thus, might have had lectures regarding HR policies and employee handbooks. However, the
contradicting idea among the participants was, that some of them considered an employee handbook
to be precise and detailed, whereas few of them depicted it to be more guidelines for more in-depth
instructions and processes.

e Does the information reflect on what is currently deemed beneficial by leaders and what

is embedded into induction training practices?

An employee handbook was vastly ignored in the induction training of the participants.
Merely two participants had used an employee handbook during the induction process, but they
deemed it beneficial. However, there was a call to have an employee handbook implemented in the
induction training by all the participants as it would bring structure and clarity to the process.
Information received during the induction period did not suffice and left the participants to learn
independently.

It can be concluded that the participants considered an employee handbook to be a good
assistance in the training period, as it holds details regarding many aspects of the company, its
culture and values, and also safety regulations. The issues in an employee handbook were
considered valuable learning points but were not discussed or taught during the induction period.

Furthermore, the employees in charge of the training of the participants dismissed the official
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procedures and created their own way of conducting daily operations. This indicated that the
information at the managerial level was not up to date and sufficient to operate at the hospitality
front-line.

e Do employees feel empowered by leaders?

There is an indication of the need for more empowerment. In smaller hotels, employees
were more empowered than in the larger chain corporations. There is a need for improvement and a
call for being more understood as the key players in hospitality, and therefore, for being more
empowered. To feel more empowered employees would need to be listened to and included in the
decision-making processes affecting the front-line induction training, an employee handbook, and,
in addition, improving the working environment and procedures.
Conclusions of the research

This study has focused on the front-line employee side of the usage of an employee
handbook and its construction process. As an employee handbook is argued to play an important
part in the induction process of new employees, this research has also discussed how employees feel
about their received induction and its usefulness. Further, a proper induction enforces empowerment
and independence of the front-line employees and, thus, empowerment was included in the study.

The research has shown that despite the previous studies on the importance of an employee
handbook, its usage is in reality minimal. Therefore, it could be argued, that the discussion was
concentrated on the induction training process that was lacking. It can be seen that there are many
things to improve in an induction period of employees. The usage of an employee handbook has
been greatly disregarded, even though there is a vast amount of theoretical implications of its
positive effects on induction. Employees are seeking more structured and organised training and
yearn to have more instructions on how to operate at the hospitality front-line. The current training

processes are not enough to empower front-line employees to act as the best versions of themselves.
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Participants wished for a leader that would listen to their employees and understand that
employees are aware of the issues that are facing the hospitality front-line. According to the
previous studies, the creation of an employee handbook requires cooperation between the HR
department and the managerial level, but according to the main finding of this research, it is argued
that front-line employees should be included in the process as well. In addition to including the
employees in the creation of an employee handbook, this study suggests, that the front-line
employees need to be additionally included in the improvement of an induction process and other
procedures.

Furthermore, this study has shown the importance of authentic leadership but reminds of the
value of transactional- and transformational leadership. A leader needs to enforce the rules and be
strict, but remember the humane side of employees being individuals, while trying to motivate them
to be the best versions of themselves without manipulation. There is a call for an involved leader
who can be trusted, holds open communication, and enforces regulations when needed without
arrogance and dominance.

Through authentic leadership and strong LMX-relationship employees would feel more
empowered and confident in their decisions, and, therefore, their commitment to the company and
the leader would increase and this would diminish the turnover of the employees. The customer
interactions would improve, and the experiences created by the empowered front-line employees
would take the company’s competitive strengths to the next level.

The research supports the already existing theoretical implications but adds to them by
including the front-line employees in the decision-making processes and to the construction of an
employee handbook and improvement of induction training.

Managerial implications
Throughout the research, it is transparent, that there is a clear need for more structure and

discussions. A leader should make sure induction training for new employees is conducted in an
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efficient and structured matter, in a way that suits the individual employee. The training should
consist of verbal and non-verbal advising and should be conducted by a person who is an educated
trainer preferably the leader. New employees should be provided an employee handbook from the
beginning, and the company should provide employees time to read it during their induction to
ensure that it is read through. Employees should be asked questions and should be encouraged to
ask questions in return. An employee handbook needs to be more implemented in the induction
training and everyday operations of front-line employees to create guidelines and regulations.

Leaders would need to take more time to discuss issues and improvements with employees
without prejudice and judgement. Leaders need to understand that they might not be aware of all the
issues in the ever-changing front-line, and thus, front-line employees need to be empowered to
execute their daily tasks effectively. Furthermore, front-line employees need to be included in the
construction and updating of an employee handbook that should be implemented in the daily
operations. As the participants say, they know best what is happening, and the leaders need to listen
attentively. As a handbook acts as guidelines to the whole of the organization, it needs to be up to
date and distributed to all to avoid confusion and discrepancies.

A leader should actively use an authentic leadership style with hints of transactional-, and
transformational style. Leaders need to enforce the regulations and be strict when situations so
require but also be able to step down to the level of the employees and respect their opinions and
innovations. Fairness and equality need to be enforced, and no favouritism should be present inside
the team.

Leaders need to be able to adapt to different situations and understand what is required at
that time. Employees need to feel empowered and trusted in order to respect and value not only the
leader but also the whole organization. By creating an empowering and accepting environment a
leader will increase the commitment and this diminishes the turnover of the employees and, thus,

increase the profits of the organization.
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Further, the research states that employees feel more ignored in larger corporations, and,
thus, leaders in bigger establishments need to pay especially close attention to the issues mentioned
above.

Suggestions for future research

This study is a beginning to further implement front-line employees in the creation and
updating of an employee handbook. Future research regarding front-line employees participating in
the construction of an employee handbook would need to be done with a larger number of
participants and a variety of experiences. This research was left to be minimal and thus, not many
varying opinions were discovered. Further, it would be beneficial to receive volunteers for different
universities, as it would reveal how the studies affect the ideas and conceptions of the students and
employees. Additionally, it could be intriguing to investigate the managerial side of induction
training and the usage of handbooks in the daily processes. Furthermore, the study indicates the
need for more research on how the employees perceive the current training processes and how

employers need to improve the induction.
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Appendices
Appendix A

Research questions for participants with experience

INTERVIEW QUESTIONS- EXPERIENCED

DEMOGRAPHICS

1. Age
2. Gender
3. Work experience

EMPLOYEE HANDBOOK

1. What comes to your minds when | ask what is an employee handbook?
2. In what kind of situations do you find an employee handbook useful?

TRAINING

3. How did you experience the induction training you receive when starting the job?
4. How would you have wanted it to be?

EMPOWERMENT

5. In what ways you can be autonomous at work?

LEADERSHIP
6. What do you expect of your leader?
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Appendix B

Research questions for participants without experience

INTERVIEW QUESTIONS- NO EXPERIENCE

DEMOGRAPHICS

1. Age
2. Gender

EMPLOYEE HANDBOOK

1. What comes to your mind when | ask what is an employee handbook?
2. In what situations do you use the employee handbook?

TRAINING

3. What kind of training would you expect to receive when starting a job in hospitality?

LEADERSHIP

4. What would you expect o your leader?

EMPOWERMENT

5. Explain in what ways you would want to be autonomous at work?
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