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Abstract 

Tourism in Iceland has grown massively, in terms of arrivals and revenue in the past few 

years and is now one of the largest sectors of employment in the country.  In such a fast 

moving industry it is necessary for companies to secure employee satisfaction and 

motivation in order to influence staff turnover and customer satisfaction. The aim of this 

research is bringing a better understanding of what practices and tools are in place that 

drive job motivation and satisfaction amongst front-desk employees at Icelandic hotels, 

and what role HRM plays to ensure that. Semi-structured interviews were conducted both 

with managers and front-desk employees at four different hotels in Iceland, belonging to 

the same hotel chain.  

Findings suggest that there is a great need for improvement when it comes to 

employee motivation and satisfaction practises. No universal approach or system is in 

place from the HRM department to ensure and improve front-desk job satisfaction or job 

motivation. The practices that are already applied are developed mostly by hotel 

management, and differ among hotels within the researched hotel chain. HRM department 

also seems to be somewhat distant from the everyday running of the hotels, since neither 

managers nor front-desk employees have knowledge or understanding of the department’s 

role and barely feel its presence.   

 

 Key words:  Front-desk employees, Job satisfaction and motivation, Human 

Resource Management, Hospitality, Tourism, Iceland 
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1 Introduction  

Hotel industry is one of the world’s fastest developing businesses and constantly faces 

issues when it comes to managing, motivating and retaining its employees, who are an 

essential part of each company's success (Cruz, 2014).  In order to meet the vision, values 

and strategies of the organization, they need to embrace certain beliefs and put them into 

practice. This is usually achieved with the help of human resource management (HRM), 

which is crucial for proper functioning and growth of each company. In service 

organizations such as hotels, human resources have to be managed in accordance to this 

specific sector where training, work environment and reward systems directly reflect 

motivation and satisfaction of its employees (González & Garazo, 2006).  

The past twenty years have shown an increased interest in various areas and issues 

related to HRM within the hospitality industry.  The main themes that resonate in research 

are in general connected to the importance and power in decision-making that HRM has or 

its specific roles, functions and disorganized people management practices (Tracey & 

Nathan, 2002; Hayes & Ninemier, 2009). Many studies have presented the importance of 

applying internal marketing strategies, as one of the most effective ways how to deal with 

various problems facing human resources in this industry including the management of 

employee motivation and satisfaction (Arnett, Laverie & McLane, 2002; Galičić & 

Laškarin, 2014). These two factors have been in the forefront of academic research 

especially because of their link to prosperity and performance (Thompson & Heron, 2005).     

When it comes to various theories explaining what causes human motivation, the 

research focused  mostly on their connection to job motivation issues, thus becoming one 

of the major components of HRM. Studies in this area tend to approach all hospitality 

industry employees in general and the results show, that to most important job motivation 

factors belong for instance interpersonal relationships, rewards, career development, or 

good working conditions (Sturman & Ford, 2011).  Numerous studies have been conducted 

likewise in the area of hotel employee satisfaction practices. It has been proved that 

monetary rewards, training, bigger responsibility in decision making or flexible schedules 

significantly increase job satisfaction levels of hotel employees, which in return has a big 

impact on customer satisfaction or lowering staff turnover (Borralha, Jesus, Pinto, & 
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Viseu, 2016). Far too little attention has been however paid to documenting the effects of 

HRM practices specifically aimed at hotel front-desk where job motivation and satisfaction 

might be triggered by different factors (Simons & Enz, 1995; Zhao, Ghisseli, Law & Ma, 

2016). With this in mind, both motivation and satisfaction as interconnected work-related 

variables should be in the forefront of interest to hotel managers in order to help ensure 

smooth functioning of the company, good business results, increased profitability and 

productivity or satisfied customers, since front-desk employees are the main element of 

service quality. They are in direct contact with customers, thus being responsible for the 

intangible services as a central product of the hotel industry (Yeh, 2013). 

Iceland presents an interesting case for exploration as the tourism industry has 

experienced a fast development especially since 2010, after the eruption of 

Eyjafjallajökull. With the total number of more than 2 million visitors in the year 2017, 

Iceland as a tourist destination became very appealing to travellers all year long, summer 

months still attracting the biggest number of visitors (around 40%). Combined spring and 

autumn make approximately 30 %, which is comparable to the winter months when the 

percentage reaches around 30 % as well (‘2.2 Million foreign passengers’, 2018). Tourism 

industry as one of the largest economic sectors has thus created a significant effect on job 

creation. It employs the second biggest number of people in Iceland - around 33,000 

behind Public administration, Social security, Education and Wholesale and Retail trade 

(“Most new employees”, 2017). The number combines all tourism employees, with around 

8,300 people working in Accommodation and around 4,900 in Travel agencies, Tour 

operators and other reservation services (Óladóttir, 2018). Unfortunately the statistical 

office does not provide any information in terms of personnel turnover rates in any 

organization within the tourism or other industries in Iceland except for statistical data on 

Unemployment rates which reached only 3,9 percent in May 2018 (Guðjónsdóttir, 2018). 

This information would be useful mostly in terms of human resources, or general 

management of companies who deal with employment, implementing collective 

agreements and labor law set by Working Unions (‘Human Resources’, 2018). 

 Considering all economic impacts with heavy dependence on all year round tourism, 

this can create lots of challenges for those in charge of managing various tourism 

organizations and hotels. It is essential to show the importance of micro level management 

and reliance on human resources that can help hotels to survive and compete on the 

market. HRM should get more academic attention considering its influence also over other 
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areas, such as organizational financial performance, creation of company policies or 

applying various people management strategies. For instance, the topic of HRM and 

specific practices used by Icelandic hotels towards their employees has not been covered in 

domestic or foreign literature at all (Ólafsdóttir, 2017). On that note, this case study will 

examine the significance of HRM in Icelandic hotels and its connection to various 

practices that are being used in order to keep front-desk employees motivated and satisfied 

and show in what way they are being applied. The research will analyze and compare the 

point of view of both groups of participants – front-desk and management personnel with 

the aim of answering the following research question:  

 

RQ: What practices are used in Icelandic hotels in order to enhance front-desk employee 

motivation and job satisfaction? 

  

Since the main research question (RQ) encompasses several aspects, it is needed to 

split it into sub-questions (RQ1 - RQ4). Based on the topic they cover, the sub-questions 

are divided into two main groups: 

1. Knowledge 

RQ1: What is the perception and understanding of managers and front-desk employees of 

job motivation and satisfaction practices/ tools and HRM department (if there is any)? 

RQ2: How are employee job motivation and satisfaction practices implemented and who or 

what department is responsible for their creation and application?  

 

2. Application to practice and Improvement  

RQ3: What job motivation and satisfaction practices are being currently used for front-

desk employees within researched Icelandic hotels?   

RQ4: Is there any space for improvement when it comes to job motivation and satisfaction 

practices for the front-desk employees and also for the company and its HRM?  

  

 The study is categorized into six main sections, starting with an Introduction 

followed by a Literature review focusing on various aspects of human resource 

management and job motivation and satisfaction. The third section Methodology will 

introduce qualitative study and semi-structured interviews as a method used for the 

research, followed by Findings chapter that will present the most valuable outcomes of the 
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practical research. The Discussion chapter will analyze and interpret the results of the 

Findings in connection to the theory and former academic research and the last chapter 

Conclusion will summarize the main points and propose recommendations for future 

investigation.  
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2 Literature review 

Within the scope of this research, it is necessary to present background for various topics 

that provide an overview of human resource management in general and also in the 

hospitality industry with focus on its different functions or issues. As the study 

concentrates on employee job motivation and satisfaction practices, the literature review 

will also provide an insight into understanding what motivation is and how different 

motivation theories can be transferred into work motivation strategies or how they are 

connected to job satisfaction. In order to establish the right context for the study, also 

specific factors influencing job satisfaction in hotel industry together with benefits 

emerging from the well being of hotel employees will be presented. In addition to that, the 

theory will introduce the correlation between employee job satisfaction and internal 

marketing as one of the most efficient HRM strategies. 

2.1 Human resource management 

There is a large volume of published studies describing the role of HRM or Personnel 

management in terms of evolution as a discipline and people management practices (e.g. 

Nickson, 2007; Hayes & Ninemeier, 2009). Although the aim of this research is not 

explaining the complexity of this term, it is necessary to understand what HRM stands for, 

what its main roles are and why it is important to understand its implications for operating 

various organizations. The difference between the term personnel or human resources has 

been part of long debates, which show that the usage of one of the expressions is more a 

matter of choice than its specific functions. Human resource management as a term seems 

to be mostly used by managers or academics (Marchington & Wilkinson, 2012) and 

therefore this study will continue using it, referring to its shortcut as HRM. The basic 

definition of HRM as explained by Storey (1995) is “a distinctive approach to employment 

management which seeks to achieve competitive advantage through the strategic 

deployment of a highly committed and capable workforce using an integrated array of 

cultural, structural and personnel techniques” (p.5). Although this definition is very 
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precise, it limits HRM to a specific work system with high performance of its employees, 

thus not always fitting the practice of many industries and organizations (Bacon, 2003). 

From that perspective, this study will rather follow up on a broader definition by Boxall 

and Purcell (2000), who present that “HRM includes anything and everything associated 

with the management of employment relationships in the firm” (p.184). This definition is in 

general more applicable for all sorts of management styles and encompasses a wider range 

of various HRM functions.  

 Principally, HRM deals with recruitment, management and development of 

employees. There are however many theories documenting its various functions which 

have been divided into more specifics (Legge, 1978; Storey, 1995; Torrington & Holden, 

1992; Purcell & Ahlstrand, 1994; Delaney & Huselid, 1996 or Mathis & Jackson, 2008). 

Although there are also different models of HRM that are widely known in the business 

practice (such as Hard and Soft model, Harvard HRM design, etc.), none of them presents 

an ideal way of how to cope with all HRM activities. Most organizations tend to apply 

them differently, or even adjust them locally due to several internal and external factors 

such as globalization, technology and constant economic growth (Bacon, 2003). This 

happens especially when comparing the corporate and department level and type of 

industry they are used in. The strength of those models therefore lies in the knowledge they 

provide, such as trying to propose the best ways to influence competitive advantage and 

organizational performance of a company (Raub, Alvarez & Khanna, 2006).  

 One of the most popular HRM divisions that has been widely followed in practice by 

many professionals was introduced by Ulrich (1997). He assigned to HRM four different 

functions - Administrative (responsible for recruitment and training), Change agent 

function (handling changes within company and economy), function of a Strategic partner 

(maintains the strategies and needs of an organization) and lastly so-called Employee 

champion function. Regarding the area of this study, the first and the last function are the 

most important, as they serve to protect employees and are aware of their interests. They 

deal mostly with applying various HRM practices and tools and take care of the motivation 

and satisfaction of employees in order for them to excel at the workplace and engage with 

the organization on a deeper level. They also have the main word when it comes to 

training, professional development, promotion, benefits, and salaries - basically creating an 

environment where people wish to work.  This can be useful especially in hotel industry, 
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which is known for its poor HRM systems when it comes to employee management 

(Agbodo-Otinpong, 2015). 

2.1.1 HRM within hospitality industry 

In relation to hotel industry, having an effective HR management should be one of the 

most valuable business strategies, beneficial for maintaining the competitive advantage of 

a hotel on the market and retaining its employees in long-term perspective. The more 

hotels concentrate on their employees and create procedures and strategies to support them, 

the more they are likely to succeed in the organizational effectiveness and performance 

(Hoque, 2000). Despite the fact, that hotel industry is highly dependent on its manpower, 

there is a general belief, that it has a very low capacity to deal with any problems related to 

human  resources with chaotic, informal and unprofessional management (Shenhar & Dvir, 

1996; Wilton, 2006). Several studies have researched this complicated position of HRM 

within hospitality industry mostly emphasizing its need to focus on specifics of each 

organization. Examples of that are the size and role that the HR department exactly plays 

within the overall hierarchy of the company, delegation and execution of specific tasks, or 

what is the power it has on the decision-making level (Hayes & Ninemier, 2009; Guzman, 

Neelanakavil & Sengupta, 2011; Hrout & Mohamed, 2014).  

 According to Tracey and Nathan (2002), many companies and managers do not see 

the importance that human resources might have in long-term plans and strategies 

planning, as they do not generate revenue. Woods (1999) puts HRM in this sector to a 

decision-making point. He argues that it would either gain bigger role within companies, or 

technology and outsourcing will eventually take its place. Which direction it will go 

depends on the type of organization and its corporate culture. Davidson, McPhail and 

Barry (2011) suggest that there will be a bigger range of approaches towards HRM in this 

sector and that Wood's statement is too simple. Others introduce various underlying 

External (Global Economy, Technological changes, Legislation, Competition) and Internal 

factors (size of the company, organizational structure, business strategy, Top and Line 

management) that also have big influence on the overall HRM role within the hotel 

industry (Hrout & Mohamed, 2014). 

 Size of the company belongs to one of the most influential determinants that have an 

impact on deciding whether to have an actual HRM department in an organization or not. 
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The hotel industry is characteristic of the predominance of Small and Medium sized 

businesses. According to Baum and Hagen (1999), the smaller the company, the less 

chance that it will have the resources, business skills and professionalism to develop a fully 

functioning HRM department. General managers or even owners themselves who execute 

most of the tasks usually perform its activities. On the other hand, larger companies are 

more aligned with HRM. They can serve as an example of places with human resource 

professionals focused on applying various business and employee oriented practices 

(Haynes & Fryer, 2000). In hotel chains, having a properly functioning HRM is essential 

for establishing the same standards among all hotels independently on their size. These 

principles ensure also standardization of the employee behavior, thus resulting in service 

quality that can be guaranteed across the whole hotel chain (Shamir, 1978).  Adeniji and 

Osibanjo (2012) indicate that in a very general understanding, every manager in an 

organization can be considered an HR manager. His functions are however dependent on 

what kind of system an organization has and how it is managed. In the ideal case, HRM 

department creates a scheme that is able to delegate some of its functions onto line 

managers. This decentralized model would best suit the ever-changing hotel industry in 

order to timely and effectively react to various personnel situations and improve its basic 

functions (Tracey & Nathan, 2002). 

 Another issue concerning human resource management in the hospitality industry as 

presented by Tracey and Nathan (2002) is a big failure within the HR department in doing 

even the basic functions properly. That includes recruitment of the right people, 

improvement of on-the-job training, or influencing high staff turnover. Many studies prove 

that hotel industry faces a big problem with high labor turnover especially among front-

line employees and this issue even began to be accepted as natural by people working in 

this sector (Davidson, Timo & Wang, 2010; Yang, Wan & Fu, 2012). Furthermore, many 

hospitality organizations have the opinion that HR department is there only for helping to 

implement companies´ strategies and not developing them, or that they only have an 

employee–advocate function. Considering that most of the hotel industry is under pressure 

to gain profit through high revenues and cutting costs, it has been characteristic by re-

evaluating HRM functions and transferring authority onto line managers, or other 

employees (Tracey & Nathan, 2002). 

 Since the hotel industry is continually changing at such a fast pace, another potential 

problem is that hotel managers tend to focus more on flexibility rather than strategic 
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organization  management (Rowley & Purcell, 2001; Baum, 2015). They see it mostly as a 

risk to invest in training, knowledge development or various human resource strategies, for 

instance internal marketing that helps the empowerment of their employees. It is difficult 

for them to find balance between long-term commitments and cuts in operational costs, 

especially due to short-term employment or high rates of turnover (Gjelsvik, 2002). 

However, having a deeper knowledge of various HRM models and strategies, their usage 

and results they bring to the company and its employees in both short and long-term 

perspectives might change the way hotel managers look at internal marketing and its 

benefits. A lot of companies struggle using any internal marketing strategies, or are not 

even aware of them. It is also impossible for hotels to use any internal marketing programs, 

if their external market orientation is not set or clear enough (Berry, 1987).   

 Very effective are mainly practices that could be grouped under one name ‘high 

performance work systems’. These are focused on thorough recruitment and training 

strategies, employee engagement, improvement of their skills, and creating incentives 

related to job motivation and satisfaction (Thompson & Heron, 2005). Sometimes they can 

overlap with high-involvement management practices that include specifics for employee 

training and application of different incentives. They also focus on the degree of freedom 

that employees have in making decisions, how the communication systems are set between 

managers and employees, or how well they are informed and participate in the company’s 

mission and goals, thus emphasizing many aspects of the corporate culture (Benson, 

Young & Lawler, 2006). By using such practices the company increases not only its 

performance and performance of its employees, but consequently brings along many other 

benefits, if being properly designed and communicated by HR professionals. They should 

serve hotel managers especially as consultants and communicate all necessary strategies 

and programs needed for operational decisions, including the usage of various management 

practices aimed at employee motivation and satisfaction (Youndt, Snell, Dean & Lepak, 

1996; Tracey & Nathan, 2002).  
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2.2 Motivation 

From a psychological point of view, motivation is mainly goal directed. It developed from 

the Latin term ‘movere (move)’ representing demands or desires of individuals, which 

encourage people to have ambition and achieve certain goals (Bartol & Martin, 1998). 

Motivation has been defined by a variety of psychological textbooks that describe it as an 

internal state or condition, which stimulates certain behavior and gives it a specific 

direction. Motivation causes someone to act and another person does not have the power to 

make someone else motivated (Shanks, 2012).  A simple but complex definition of 

motivation was given by Mitchell (1982) saying, that motivation presents “those 

psychological processes that cause the arousal, direction, and persistence of voluntary 

actions that are goal oriented” (p.81). Similarly, Broussard and Garrison (2004) define 

motivation in a broader ways as “the attribute that moves us to do or not to do something” 

(p.106).  

2.2.1 Motivation theories 

The importance of motivation theories that explain from different perspectives what lies 

behind human motivation is a worthy topic to investigate, as they give a solid basis for 

work-related motivation factors. In modern theories of human motivation there are five 

main methods explaining human behavior connected to needs, support, recognition, job 

characteristics and feelings. These could be split into two main types. The first group 

called Content theories, or Need-based theories belong to the early approaches focused 

mostly on individual needs of a person, explaining different factors contributing to 

encouraging, or halting their behavior (Ramlall, 2004).  

 Maslow´s hierarchy of needs is one of the first concepts that explains that only 

through our needs can motivation be handled on purpose. It puts five basic needs into 

hierarchy, starting at the bottom - (1) physiological, (2) safety, (3) love, (4) esteem needs 

and (5) self-actualization (Champagne & McAfee, 1989). In order to develop our higher 

needs, the physiological ones have to be met first.  Transformed into the working 

environment, to be motivated in the development needs, our basic – physiological needs 

must be fulfilled first. The significance of this theory provided managers with valuable 

insights into finding ways to stimulate their employees by creating various programs that 
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should meet their job requirements (Steers & Porter, 1983). Alderfer's threefold 

conceptualization of human needs (ERG theory) is another influential theory that gives 

explanation of three core needs. The first is to obtain the material existence, the second is 

based on being able to relate with other people that are significant to us, and the third 

comes from finding opportunities that help us in personal growth and development. The 

biggest difference that he sees from Maslow's theory is that if we are not satisfied in the 

higher needs, our lower needs become more and more important (Campbell & Pritchard, 

1976). 

 In any case, humans are not only need-based creatures and our motivation is more 

complex than that. The second group called Process theories are involved to a greater 

extent into why and how the motivation evolves, focusing more deeply into thinking of an 

individual (Riley, 2014). The Equity theory is based on how people perceive the rewards 

they get. It considers not only how many and for what effort they receive them, but also 

how many rewards other people receive. This theory is especially important when it comes 

to work environment, as it directly implies how people perceive equity and fairness at the 

workplace. People think they know what fair reward for their effort is and they also 

compare their returns for contributions with others. If there is a tension between what one 

received compared to another person, this might lead to increased or decreased motivation 

(Adams, 1965).  Path goal theory developed by Robert House focuses on a statement, that 

a leader can affect the performance, satisfaction and motivation of a group. In order to 

accomplish that, the leader needs to offer rewards for finished performance goals, explain 

paths towards these goals and remove any possible obstacles. In other words, the leader 

makes the path to the goal (House & Mitchell, 1974).   

 By contrast, job design theories, such as Herzberg´s Two factor motivational theory 

is built on the idea that the biggest motivation work-wise is the task itself. His concept is 

based on a survey research (1959) conducted with 200 engineers and accountants, in order 

to see what the satisfying and dissatisfying experiences were connected to job itself. The 

satisfying ones, called motivators as well, are crucial in employee motivation. They 

represent all factors that contribute to job enrichment, increased challenge, recognition or 

opportunities for advancement (Herzberg, 1959). What that means for employers is a 

simple application of not only monetary rewards or benefits, but creation of more 

challenging jobs with increased responsibility. This has in return, a positive effect on job 

performance and company itself (Steers & Porter, 1983). Hackman and Oldham's job 
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theory is similar to the one from Herzberg. In their concept they present three main 

psychological states generated by job that cause employee motivation. The first one refers 

to meaningfulness of the job; the second one is emphasizing responsibility and freedom in 

making changes that lead to learning. The last one describes knowledge of outcomes, 

meaning that a person needs to know whether his efforts lead to a specific performance or 

pay-off which enables one to learn from mistakes and give purpose to work.  The main 

difference between their and Herzberg's theory is that Herzberg refers mostly to simple 

addition of job tasks and responsibilities, while Hackman and Oldham concentrate more on 

task variety and usage of multiple talents (Pinder, 1984).  

 All the above-mentioned theories come from various experiments, or observations 

deriving conclusions from specific conditions, situations and environment. They are 

presented in order to demonstrate how complicated the motivation causing factors might be 

and give a good basis for exploring the issue of work-related motivation and satisfaction. 

Each theory brings an interesting point of view, however it might not be easy for 

professionals to put these theories into practice, especially because they are “not intended 

to predict performance but rather to predict decision processes and volitional behavior” 

(Kanfer, 1992, p.42). It would therefore be useful for employers to have some knowledge, 

or be at least aware of various motivation theories that exist in order to understand how 

complicated the subject of motivation is. In every day practice, they should focus firstly on 

their own employees, observe them and communicate with them in order to find out what 

stands behind their motivation and what makes them more committed and happier in their 

workplace. In the end, motivated behavior of each person is usually a combination of many 

factors as all the theories show. Therefore the more knowledgeable managers are, the more 

advantage they can take in order to find the right motivational tools for their employees 

(Gray, 2007). 

2.2.2 Work-related motivation 

According to Lindner (1998), work-related motivation is a “predisposition to behave in a 

purposeful manner to achieve specific, unmet needs and the will to achieve, and the inner 

force that drives individuals to accomplish personal organizational goals”(p.3). The 

definition is important mainly because it shows the overall influence work-related 

motivation has over people and their actions. It has energizing effect that drives people to 
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do certain things, also directing effect as it influences achieving specific goals and lastly 

sustaining effect, because it contributes to maintaining a specific behavior even if goals are 

already achieved (Hazra, Ghosh & Sengupta, 2015). Motivation in the current world is one 

of the key elements as to why employees work where they work, and many companies try 

various practices to retain their employees and offer them better conditions. A number of 

studies have shown that motivated employees have a better sense of responsibility, perform 

better at their jobs and are overall more satisfied. All these three factors lead not only to 

improved customer satisfaction, high morale and production, but what is more important, 

motivated employees stay loyal and committed to the organization (Gruman, & Saks, 

2011; Sharon, Goziker & Shahrabani, 2014). The way in which motivation is enhanced 

varies in each company and managerial style. Literature provides many examples devoted 

to this topic, usually confirming that the motivation practices differ depending on 

managerial style/leadership (Naile & Selesho, 2014). Employees stimulate themselves 

based on what they want, but managers are in control of building an environment that 

accommodates their desires and needs. According to Jobber and Lee (1994) leaders must 

know what precisely motivates their employees, so that resources are allocated correctly 

and job satisfaction develops gradually. They must be able to understand the needs of their 

employees and to determine and provide various rewards in order to improve their work-

related behavior. Good motivation strategy therefore puts forward methods and specific 

measures on how to achieve business goals. Employee motivation has thus become a big 

part of HRM strategies. Employees who are regularly motivated by their managers are not 

only more satisfied in their job, but also improve their performance over time, which 

eventually leads to overall success of the organization. The most common practice to 

increase employee motivation is through different motivation incentives, which have to 

match the desires and needs of employees. Generally, the more the company is advanced in 

HRM, the greater the variations of incentive it is able to offer or provide (Sturman & Ford, 

2011).  

 Research in work-related motivation literature has shown a problem with 

generalization of employees and putting them into one category, or providing results from 

different countries, using different research methods. Also various industries and jobs may 

potentially have different outcomes when it comes to motivation factors (Rusu & 

Avasilcai, 2013; Borralha, et al., 2016).  Literature devoted specifically to hospitality 

industry usually refers to all employees, not front-desk employees specifically, where the 
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determinants or the importance of individual motivation factors might be contrasting 

(Simons & Enz, 1995; Zhao et al., 2016). In general, the main positive outcomes connected 

to work-related motivation are influenced by several determinants. Sturman and Ford 

(2011) present a concept which puts forward the importance of three different types of 

drivers – Push forces, Pull forces and Personal forces.  Personal forces are the ones that 

arise from us and that affect our behavior. Push forces come mostly from the people 

around us and Pull forces usually emerge from external elements. These three drivers 

encompass a wide variety of motivation factors such as working conditions, certain level of 

responsibility, good relationships between managers and employees, good leadership 

skills, monetary rewards (Hazra et al., 2015), clear organizational culture, promotion or 

appreciation, various HRM practices, work environment or the way employees are treated 

(Sekhar, Patwardhan & Singh, 2013). Study by Vetráková and Mazúchová (2016) was 

designed to determine work motivation practices that could be implemented by hotel 

managers in order to enhance hotel employee motivation. In their study they define three 

main work-related motivating factors – non-financial benefits, financial rewards and a 

combination of both. They also showed that the most important factors that affected 

employee motivation in hotel chains and individual hotels in Slovakia were praise, 

recognition, financial benefits and career development. A research by Simons and Enz 

(1995) showed that specifically in the group of hotel employees on the front-desk position, 

a satisfying salary was the most desired. Then opportunities for growth and career, 

appreciation and job security ranked among employees as the biggest work-related 

motivators. On the other hand, threats or reprimands have just the opposite effect. In 

general, the importance of wages and other monetary rewards as motivation factors has 

been the primary focus of numerous studies, although the motivation does not only have to 

come from increasing the salary itself, but also from pay bonuses connected to employee 

performance (Jeffrey & Shaffer, 2007; Long & Shields, 2010). 

 Quite a lot of attention has already been paid in the academic research towards job 

satisfaction, as motivation and satisfaction factors have a lot in common. Both motivation 

and satisfaction as work-related variables are influenced by the same or similar factors, 

meaning what has an effect on motivation correlates with what impacts satisfaction. Work-

related motivation demonstrates itself in satisfaction, as one of the main important people 

management tools creating an overlap between these two aspects. They depend on each 

other and it is necessary to explain what the term ‘job satisfaction’ represents, how it is 
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connected to motivation and what makes employees satisfied at their workplace (Roos & 

Van Eeden, 2008). 

2.3 Job satisfaction 

Job satisfaction belongs to one of the most debated concerns when it comes to HRM, 

especially because of its impact on performance and commitment (Borralha et al., 2016). 

Given the fact that there isn't only one definition for job satisfaction, it is rather 

complicated task to measure. Most authors define the term job satisfaction as some general 

positive emotional approach towards peoples' job when their certain individual needs are 

met (Locke, 1976; Blegen & Mueller, 1987; Spector, 1997). The way people express their 

like or dislike towards their job is very personal and sometimes subjective matter based on 

many different factors (Brief, 1998). In regard to this, Wright (2006) defined job 

satisfaction as “an interaction between employees and their work environment by gauging 

the congruence between what employees want from their jobs and what employees feel 

they receive” (p.264). 

 A considerable amount of literature has been published on the topic of job 

satisfaction, its causes and benefits. Similar as with work-related motivation studies, even 

here the literature tends to be oriented on specific geographical areas, or targeting concrete 

group of employees in various industries (Arokiasamy, Tat & Abdullah, 2013).  According 

to literature (e.g., Saari & Judge, 2004; Lee & Way, 2010), many aspects play role in job 

satisfaction, depending mainly on workers’ individual characteristics, their attitude and 

also based on what kind of job is performed. Various researches confirm that employee job 

satisfaction is connected to aspects such as money (Locke, 1976; Clark, 1999), job stress 

(Sampson & Akyeampong, 2014), workplace fairness (Bettencourt & Brown, 1997), 

working conditions (Poggi, 2010), corporate culture and individual treatment (Kozak, 

2008) or interpersonal relationships (Liu & Yang, 2009; Springer, 2011). These findings 

also match the research results of other scholars, for example that empowerment (Bowen & 

Lawler, 1992) and leadership (Yammarino & Dubinsky, 1994) affect satisfaction of service 

industry employees.   

 When it comes specifically to the hotel industry, there are various factors influencing 

overall job satisfaction. To the most common ones belong salary (Liu & Yang, 2009; 

Fisher & McPhail, 2011), possibilities for promotion (Kong, 2013) or working conditions 
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(Gallardo, Sánchez-Cañizares, López-Guzmán & Jesus, 2009). Other studies show that 

also empowerment (Hechanova, Alampay, & Franco, 2006; Pelit, Öztür, & Arslantürk, 

2011), workplace fairness (Nadiri & Tanova, 2010), ethic leadership (Cheng, Yang, Wang 

& Chu, 2013) or job recognition (Ogbonnikan, 2012) have significant effect on satisfaction 

of hotel employees. Companies operating in hotel industry also need to pay attention to 

their image, prestige and simply the physical environment. These elements affect 

employees and their everyday experience in a good way, create positive emotions and lead 

to overall job satisfaction (Arnett, Laverie & McLane, 2002; Lee, Chen, Tsui & Yu, 2014). 

There is a growing number of studies in connection to job satisfaction from hotel industry 

in China, particularly because of high rates of staff turnover when compared to other 

working areas. A study by Zhao et al. (2016) gives an overview of the most important job 

satisfaction determinants in terms of front-line employees working in six luxury hotels in 

China. Their survey showed that feedback together with role clarity, importance of tasks 

and autonomy is directly connected with employee satisfaction. Another research from 

China (Tian & Pu, 2008) emphasized that hotel's growth and direction, as well as 

opportunities for career development belong to the most important areas influencing hotel 

employee satisfaction. The significance of all job satisfaction related studies lies mainly in 

the fact, that their results can be used for hotel management employees and HRM 

professionals to create working conditions, that not only increase the happiness of their 

employees, but satisfied employees have been proven to have effect on many other aspects 

such as high staff turnover, excellent service or employee performance (Borralha et al., 

2016).  

2.3.1 Benefits related to employee job satisfaction practices in 

hotel industry 

Within the hotel industry, the main task of hotel and HR managers is to create a 'hotel 

product', that would be continuously attractive to customers coming from all over the 

world.  The tangible and intangible services that are being offered by a specific hotel are 

crucial in terms of tourism demand and a hotel's performance that is directly connected to 

employee performance. Various researchers have paid a lot of attention to exploring the 

link between job satisfaction and employee performance (Locke, 1976; Wright & 

Cropanzano, 2000; Goslin, 2005). According to Dugguh and Dennis (2014), employee 
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performance present “the job-related activities expected of an employee and how those 

activities were executed“ (p.16). Employees who are satisfied and happy at their workplace 

have not only the feelings of appreciation and challenge but are more committed, engaged, 

and good with solving problems, which directly leads to their outstanding performance. 

Especially in hospitality industry, empowerment, effective reward system and good 

training contribute to overall job satisfaction, leading to quality of service and better 

employee performance (Kusluvan et al., 2010). 

  A study conducted by Galičić and Laškarin (2014) suggests that the main assets for 

every hotel are its employees, as they are one of the main factors why people decide to stay 

at a specific place. They argue that due to its constantly changing and culturally diverse 

environment, there is high qualification needed from its employees in terms of  “a broad 

general culture, a variety of special and professional knowledge and communication and 

organization skills” (p.300). For example, internal marketing presents a perspective that 

revolves around HRM and its concentration on employees. If internal marketing is well 

developed and focused on job satisfaction, it also directly influences customer satisfaction 

(Lings & Geenley, 2010). In particular, front-desk employees, who come into personal 

contact with customers, have the biggest effect on them due to emotional connection 

developed by regular interaction. They are responsible for dealing with complaints and 

problems that arise when some of the hotel services fail. Therefore the way they are able to 

deal with unpredictable and difficult situations might have detrimental effect on the hotel 

itself. They are also the first person that the guests come into contact with when entering 

the hotel, and the last one when they are leaving, so the impression they give influences the 

overall experience (Chung, 1997). 

 Keeping employees satisfied has also significant effect on employee turnover. 

Especially keeping the ones who are talented might be a difficult task due to high 

competitiveness of hotels on the market. The more people stay within the same company, 

the more knowledge they have, the more appreciated they feel and consequently create a 

sort of relationship with the organization, which leads to their higher commitment, loyalty 

and career approach to the job (Goel, A. Sharma & P. Sharma, 2012). Satisfied employees 

therefore not only perform better in their jobs and encourage customer loyalty, but also 

stay longer by the same employer (Borralha et al., 2016).  
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 Many companies in hotel industry started to turn their attention towards the needs of 

their employees and are seeing the external benefits such as high quality service and 

enhanced productivity that can be influenced by implementation of various HRM practices 

(Collins, Payne, 1991). Businesses, that want to be successful, need to take care of their 

employees and recognize the importance of human capital. One of the most influential 

tools for improving motivation and job satisfaction is internal marketing as an HR strategy. 

This encompasses various commonly used practices and tools for people management 

(Cruz, 2014). As the literature has shown, what influences work-related motivation 

corresponds with job satisfaction as well. Therefore the next chapter will give a general 

overview of how various HRM practices can be implemented into daily business 

operations, focusing mostly on job satisfaction factors.  

2.3.2 Internal marketing vs. HRM practices and tools related to 

job satisfaction 

Many authors have discussed the connection between HRM practices and internal 

marketing (George & Grönroos, 1991; Pitt & Foreman, 1999). They usually focus on the 

influence that internal marketing has on managing employees and emphasize the role of 

employees as internal customers, while developing various practices that affect their 

motivation and satisfaction. Philip Kotler (2000) highly recommends using internal 

marketing as a guide for HRM practices that can be implemented by hotel managers to 

increase motivation and job satisfaction followed by internal service quality that usually 

mirrors the customer satisfaction. Internal marketing consists mainly of (1) hiring the right 

employees that fit the organizational culture, (2) training employees correctly and most 

importantly (3) motivating employees, which can lead to important benefits for each 

company such as lowering staff turnover, increasing the quality of service or improving 

employee performance. Also other authors provide various divisions of internal marketing 

strategies in connection to HRM such as training, communication systems, education, 

management support, power of decision-making, etc. (Liou & Chen, 2001; Conduit & 

Mavondo, 2001). 

 There are numerous studies that document the impact of internal marketing 

specifically on employee job motivation and satisfaction (Yang, 2010; Tag-Eldeen & El-

Said, 2011; Varun & Indu, 2015). For example, research by Galičić and Laškarin (2014) 
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showed that internal marketing as the HRM strategy had significant effect on hotel 

employees in Croatia in terms of understanding their job tasks, company objectives and 

consequently their job satisfaction. Marques, Leal and Cabral (2018) also proved positive 

correlation between internal marketing strategy within hotel industry and job satisfaction. 

Their structural equation model applied to hotels in Brazil showed that internal marketing 

positively affects hotel employees. If hotel management is able to treat hotel workers as 

internal customers, it can significantly help them increase their satisfaction by using 

various HRM practices and tools already proven to be effective in employee job 

satisfaction.  A complex overview on internal marketing and job satisfaction was given in a 

research by Arnett, et al. (2002). Their study focused on different ways how internal 

marketing can contribute to employee satisfaction and pride, thus resulting in positive 

employee behavior. The study was conducted in one hotel-casino property, taking into 

account all its employees. They created five main areas of internal marketing that 

positively improved job satisfaction and consequently led to pride in the organization and 

excellent customer service. The biggest influence proved to have Role clarity, Work 

environment, Evaluation of managers and Evaluation of reward systems. Organization 

performance showed to be a less effective tool, but still contributed to the overall pride in 

the organization and thus in positive employee behavior and satisfaction. Each of these five 

areas has been either already referred to in previous studies or has some sort of connection 

with various job motivation and satisfaction variables mentioned in the literature review. 

The following section will therefore explain more in depth these five domains that should 

be taken into consideration while implementing any internal marketing strategies, tailored 

to a specific company or industry and its employees in order to improve motivation and job 

satisfaction.  

Role clarity  

Employees of every company need to know what is expected from them, what are their 

tasks and responsibilities in order to improve their job satisfaction. They need to be clear 

about their role within the organization and it is the main task of a superior to make sure 

employees on each position know what they are supposed to do in their job. Especially in 

hotel industry, for front-desk employees there have often been defined specific ways how 

to behave and the uncertainty of not knowing how to handle complaints or various requests 

might lead to a lot of stressful situations (Arnett, et al., 2002). The basic method to ensure 
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employees have the right know-how and skills to do their job is to have them properly 

trained and prepared for performing daily tasks (Hanaysha & Tahir, 2016).  One of the 

most effective ways to communicate what is necessary for a given job is to provide 

training programs. The correlation between job satisfaction and training has been covered 

by several studies, for instance by Tarasco and Damato (2006) or Vasudevan (2014). 

Training programs are one of the basic HRM tools ensuring that employees have the 

understanding of their duties and perform them well. Employers should continuously focus 

on employee training to deepen their knowledge and confidence in performing the job. 

Trained employees feel better about themselves as they are able to take more 

responsibilities and need less supervision (Hanaysha & Tahir, 2016). Within the hotel 

industry, training has usually three main steps. Formal introduction of the company and 

orientation can be considered as the first one (Cheng & Brown, 1998). Then there is a 

general training that focuses on things such as first aid courses or safety issues and is 

typically performed by HR, while on-the-job training is usually guided by the general 

department or hotel managers and requires specifics connected to the job itself (Lewis & 

McCann, 2004). According to Hrout and Mohamed (2014), only very few hotels pay 

attention to regular staff training. The reasons behind that are mostly high training costs or 

high labor turnover. The lack of training can however lead to poor customer service, low 

commitment towards the organization and overall dissatisfaction on all sides. On the other 

hand, if employees feel that the company is happy to invest in their training and 

improvement, their overall job satisfaction and pro-activity increases accordingly (Waris, 

2005).  

Evaluation of reward systems 

In general, a reward system refers to any financial and non-financial benefits that a 

company provides to its employees. The reward system can have various characteristics 

and be based on different determinants, e.g. performance based rewards, team based 

rewards, total rewards system or a combination of all that are usually known to the 

employee at the beginning of their employer-employee relationship (Pfeffer & Langton, 

1993; Murphy, 2015).  By knowing the reward system, employees not only try harder, but 

are also more motivated and satisfied in performing their job. The purpose of every reward 

system is to motivate employees to achieve a certain behavior, so the rewards must be seen 

as adequate, valuable and worth trying (Güngör, 2011). Many reward systems applied in 
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hotels aimed at increasing motivation and satisfaction are part of the internal marketing 

strategies due to their effect on service quality. The challenge for managers lies in creating 

the right evaluation systems that fit and reflect their employee performance (Papasolomou, 

2006). Each company should therefore have a system or policies targeted towards tangible 

and intangible rewards, as they have direct effect not only on employee satisfaction, but 

also on their performance and willingness to retain in the job for a longer time (Scherzer, 

Rugulies & Krause, 2005).   

 Money as a tangible reward has always been the primary tool for motivation, as it 

satisfies and fulfills the needs and obligations of each person. Employees should be paid 

adequately, as an exchange for their work and time devoted to their employer. And it is not 

always only about the amount a person gets paid, but also about other factors such as if the 

salary is paid regularly, on time, if it is processed correctly, etc. If these basic requirements 

are not met, it affects significantly the trust between the employee and employer and 

directly influences job satisfaction (Aguinis, Joo & Gottfredson, 2013).  Salaries should 

not be seen only as a must to be paid to employees, but mostly as a future investment. 

Providing adequate wages or even higher than expected will bring the money back in profit 

due to satisfaction, motivation and performance of employees (Jung & Yoon, 2015). Hotel 

managers should therefore apply an evaluation process, based on which would hotel 

workers have the ability to increase their salaries, or have access to various benefits that 

might serve the same purpose. One of the most common evaluation models is based on 

employee performance (Robbins & DeCenzo, 2010). When it comes to non-financial 

tangible rewards such as extra insurance, various sport allowances or for instance cars or 

electronics, these are designed specifically to improve employee standard of living and 

work the best when they are connected to financial benefits (Reilly, 2005).  In terms of 

hospitality sector, tips, coupons, vouchers and other external bonuses belong to the most 

popular ones (Connolly & Mcging, 2007). Hotel industry is however not known for big 

salaries or other tangible rewards mainly due to low-skilled employees and seasonal jobs. 

Most employers, in order to generate as big profit as possible, are cutting on wages as a 

first step. Therefore many companies focus on intangible rewards instead as they tend to 

contribute more to employee motivation and satisfaction (Sule & Amuni, 2014). 

Establishing which intangible rewards work best for employees of a specific company 

should be the task of HR manager, or other person delegated to do the research. Some of 

the greatest powers to motivate employees are assigned to recognition, praise, promotion 
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or positive management. These can be attributed in different forms, such as celebration of 

achieved goals, employee of the month rewards, or simply regular job recognition 

(Dzuranin & Stuart, 2012). The last stages of acknowledgement for good work are the 

possibilities for promotion. This of course depends on many factors, such as the job itself, 

time period, organizational structure, etc. (Rane, 2011). Smaller and medium companies 

tend to take the personal recognition from a rather improvisational point of view without 

applying specific measurements leading to a complex evaluation (H. Dewhurst, P. 

Dewhurst, & Livesey, 2007).  

Work environment 

Every employee likes to work in an environment, that positively influences his/her 

working habits and performance and that provides pleasant experiences. Work 

environment is a broad term and involves various factors that contribute to good working 

environment, such as corporate culture, empowerment, interpersonal relationships or even 

career development (Arnett, et al., 2002). 

Corporate culture is a concept that can be defined in various ways and encompasses 

different interpretations based on a context. Most authors view it as a presentation of core 

beliefs and values that create the company's identity and that help in outlining and 

influencing employee behavior and motivation (Woods, 1989; Alvesson, 2002). The more 

employees understand the organizational culture, the more positively they judge their 

working environment affecting motivation, work attitude, behavior or business strategy 

implementation. Being aware and an active part of an organizational culture contribute to 

other payoffs such as increased service quality and decreased labor turnover. Having and 

being able to promote organizational culture among employees also distinguishes 

organizations with high performance and employee commitment (Mushtaq, Fayyaz, & 

Tanveer, 2013). It is therefore important that employees have a good opinion about 

corporate culture and working environment, as they have direct effect on their degree of 

motivation and satisfaction (Kumari, 2016).  

In service literature, the concept of empowerment or self-perceived autonomy also 

plays a big role in corporate culture and working environment of each company. It refers to 

a degree in which employees have the freedom to decide by themselves, in hotel industry 

particularly when it comes to handling customers. Thomas and Velthouse (1990) defined 

empowerment based on four main ‘cognitions’ - meaningfulness, competence, impact and 
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choice that have influence on peoples’ work roles. A definition from Bowen and Lawler 

(1992) was aimed more specifically on front line employees saying that: 

 

“Empowerment is sharing with front line employees information about an organizations 

performance, information about rewards based on the organizations performance, 

knowledge that enables employees to understand and contribute to organizational 

performance, and giving employees the power to make decisions that influence 

organizational direction and performance.” (Bowen & Lawler, 1992, p.32)  

 

Effect of empowerment is though according to Wright and Kim (2004) indirect. By various 

forms of personal development, growth opportunities, importance of tasks, and 

communication, empowerment increases job satisfaction. Employees who have the sense 

of being able to influence the outcomes of their job, who are given responsibility for 

certain tasks, sometimes even outside of their job role, also perform better and are more 

satisfied (Ugboro & Obeng, 2000; Nedeljkovic, Hadzic & Cerovic, 2012). One of the few 

practical programs that deal with employee empowerment is for instance Total quality 

management (TQM) as one of the HRM tools that concentrates mainly on efficient 

business and quality of customer satisfaction. It creates conditions and an environment, 

which helps employees to achieve the best possible service and quality as a result of 

teamwork and empowerment by delegating tasks and giving more responsibility (Holjevac, 

1995).  

Managers have also big impact on building job satisfaction, as they are the ones 

directly responsible for communicating all aspects of corporate culture, they are the source 

of feedback for their employees and are also partially responsible for excellent working 

environment. One of the main skills that a manager should possess, is good interpersonal 

communication, meaning he/she should be able to provide support, show understanding 

and trust to build the employee’s own self-esteem (Brownell, 1992). The way managers 

engage with their employees and what kind of language they use are all signs of 

interpersonal communication styles, that make employees feel free to express their opinion 

and lead to good or bad interpersonal relationships (Rane, 2011). As Olannye (2014) points 

out, it is not easy to acquire good communication skills, especially in hotel business 

environment, where people need to take into consideration various external aspects. 

Elements such as cultural differences, busy environment with having never enough time to 
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communicate on personal level or the prevalence of written communication, all have an 

impact on how we build our relationships (Lolli, 2013).  

When it comes to career development opportunities, these have been directly linked 

to employee satisfaction already in many earlier studies (Cameron & Pierce, 1977; 

Kovach, 1977; Gregson, 1987).  More recent research continued emphasizing that HRM 

practices linked to an environment that supports job involvement and progress in one’s 

career are closely related to higher levels of job satisfaction. (Lau & Tan, 2003; Chen, 

Chang & Yeh, 2004). A study by Pearson and Ananthram  (2008) investigated correlations 

between career development, job satisfaction and career commitment. They analyzed more 

than 500 employees from one hotel in Singapore to see what the company and HRM are 

doing in relation to career management of their staff as the hotel was facing high labor 

turnover. They found that proper tools for career planning in the researched hotel were 

directly connected to employee decisions to stay longer in the workplace. According to the 

hotel employees, the main reason behind this was that learning new skills and getting 

additional education that fosters these skills, would increase their career prospects within 

or outside the organization (Pearson & Ananthram, 2008).  

Evaluation of managers 

As much as managers need to make sure, that their staff has all the necessary tools and 

training opportunities required to improve their position within the organization and 

perform better, it is also necessary for employees to have the possibility of giving feedback 

to their superiors. For instance, when it comes to issues such as perception of managers 

fairness in regard to distribution of tasks, performing evaluations, issuing promotions etc., 

employees need to have the possibility of expressing their opinion and being listened to if 

there are problems with the superior person (Arnett, et al., 2002). This directly influences 

job satisfaction, as employees have higher level of trust towards their manager and perform 

better under good guidance. Therefore managers should monitor the perceptions of 

employees concerning the management team in form of regular evaluation tools as one of 

the HRM practices (Saleem, 2015).  

Organizational performance  

Performance of the organization can be defined in terms of proper management system 

whose main purpose is to achieve the organization’s mission and goals as a result of 
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cooperation and interaction of different parts of the company (Lo & Fu, 2016). 

Organizational performance is a known motivating factor, especially among big hotel 

chains. It becomes the measure of quality, and creates a name for the company, which even 

more contributes to its importance in the eyes of an employee (L. Cole & M. Cole, 2005; 

Bakotić, 2016). Employees in general like to associate themselves with accomplishments 

of the organization they work for. Therefore being a part of a company that has good 

reputation, position on the market and evokes the feeling of pride for its employees, that all 

contributes to employee job satisfaction and even self-esteem. Employees who feel proud 

to work for a specific company believe in its future and meaningfulness. As a result, they 

are more willing to be part of various company’s activities that help with achieving their 

goals, or to work on their own performance. However, the link between organizational 

performance and employee satisfaction has not been proved to be as strong as with other 

factors (Arnett, et al., 2002). 
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3 Methodology 

In order to evaluate the validity and accuracy of the research, the methodology section will 

focus on presenting how and based on what criteria this study was conducted, how the data 

were collected and analyzed in order to understand and explain the research question. By 

introducing all methods and procedures, this section will also present some of the 

limitations that this study has and discuss possible ethical issues coming from the chosen 

study design.  

3.1 Qualitative research 

When it comes to a phenomenon that cannot be measured by numbers, requires a 

comprehensive understanding of a problem, or investigates specific context in which a 

problem takes place, qualitative research is usually the preferred option, as it helps to gain 

understanding and insights, especially into a problem that has not been researched a lot 

before.  Qualitative research already has a history when it comes to tourism or hospitality 

industry studies, using variety of qualitative methodologies such as ethnography, 

interviews, observations or focus groups. By using these methods, the researcher can 

explore experiences of individuals and from them develop general ideas that can also later 

be adopted for potential quantitative research (Arendst, Roberts, Ellis, Paez, & Strohbehn, 

2012).  

For this study, individual interviewing as a method of gathering data has been chosen 

to acquire otherwise sensitive information about work-related issues and processes. Semi-

structured interviews with open-ended questions allow deeper and richer conversation that 

flows, as opposed to asking closed questions. They encourage a person to do most of the 

talking, while the interviewer listens, records and makes notes. Using open-ended 

questions also helps to avoid steering the interviewee into a specific direction. They 

present fast ways of collecting data and create the opportunity to clarify and explain 

various issues that might appear while conducting the interview itself (Andrew, 2011).  
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Especially semi-structured interviews are flexible and offer the possibility to modify 

responses. However, both the interviewer and the circumstances during a conversation 

have influence on the reconstruction of answers (C.Hofisi, M. Hofisi & Mago, 2014).  

Roulston, deMarris and Lewise (2003) argue, that there are challenges which confront 

inexperienced interviewers such as “unexpected participant behavior, dealing with 

consequences of the interviewer's own action and sensitivities, constructing and delivering 

questions and handling sensitive topics” (p.643). On the other hand, face-to-face 

interviews have the benefit of observing also non-verbal communication signs, while 

listening at the same time. Observation as a second data collection instrument might help 

in analyzing participant’s external behavior and internal beliefs, consequently obtaining 

richer data and findings (Alsheenqeeti, 2014). 

3.2 Sampling 

In general, when we take into consideration qualitative research, the selected number and 

sample of participants need to enable researcher to collect data that would meet the theory 

and research question. A hotel or reception manager and two front-desk employees from 

four hotels belonging to the same hotel chain in Reykjavik were interviewed with the set of 

open-ended questions regarding HRM and motivation/job satisfaction at their workplace, 

making it twelve interviews in total. The sampling size was big enough to sufficiently 

answer the research question, as the qualitative research is usually built on non-

representative sampling – choosing specific participants in order to get the needed results 

(O’Reilly & Parker, 2012). The sample used hotel and reception managers and front-desk 

employees that worked at the place for at least half a year, as to have a general overview of 

the working environment and their interaction with it.  No students or workers seeking 

practice for their studies were included, as they present another sample group of 

employees. On the other hand, both Icelandic and non-Icelandic employees were chosen to 

answer the questions, as to get more differed group of participants. The front-desk 

employees were in all four hotels chosen by the hotel or reception manager based on their 

willingness and availability. The choice between interviewing either hotel or reception 

manager depended on who was directly responsible for front-desk employees and anything 

connected to their work. In the end, three reception managers and one hotel manager were 

selected for the interviews. The reason for asking both hotel/reception managers and front-
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desk employees with two different set of questions was needed in order to get the insight 

from both sides. People on managerial positions might have a general perception of how 

they motivate their employees and keep them satisfied, however only feedback from the 

side of front-desk employees could answer the effectiveness of practices that are already 

used.  

3.3 Data collection 

All participants were approached personally, asking to take part in the research, followed 

by a detailed conversation explaining the objectives of the study, how and when the 

interviews would be held, what to expect, why they have been chosen, promises of 

confidentiality etc. Permission for tape recording and note taking was discussed 

beforehand and participants were also told that their attendance is entirely voluntary, with 

an option to quit at any point. Interviews were held in separate, quiet, mostly conference 

rooms within the hotel buildings, in order to avoid interruption and use the adequate sound 

recordings. 

There were some barriers regarding how to get in touch with the management and 

make the interviews happen, such as being busy, not seeing the benefits of participating in 

the study, sensitivity of the topic etc. Two of them had to be contacted via emails many 

times after the initial meeting to get the interview appointment. One hotel from the same 

hotel chain had to be replaced by another one due to the above reasons. In spite of frequent 

visits, emails and promises from the side of reception manager to have the interviews 

conducted, there was eventually no response and willingness to help, so a different hotel 

was chosen and contacted.  

Results of the research are anonymous, they do not explicitly name the company, 

neither the hotel chain nor the names of all participants and that was also explained to them 

in advance. Front-desk employees had no issues with the interviews, as they mostly saw it 

as fun, a break from work, or an opportunity to voice complaints. Interviewed front-desk 

employees were working both day and night shifts and the interviews were always held 

during their shifts when the hotel or reception manager allowed it. Therefore they were 

conducted in different times of the day, most of them after twelve at noon for the day shift 

workers, when most of the checkouts at the hotels are finished and after ten pm if the front-

desk was working at the night shift. Management of the hotel just informed the researcher 
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about the day and time they could do it with couple of options for adjustment. Eventually, 

all interviews were conducted in a period of three months, between February and April 

2018. Interviews took between 30-45 minutes, depending on how much information each 

person wanted to share and their availability.  

 The interview questions only served as a guideline and gave a structure to the overall 

conversation. They were held in English and divided into General questions and Specific 

research questions (Appendix A) with two main groups – 1. Knowledge and 2. Application 

to practice and Improvement following up on the theoretical background. This enabled to 

cover all necessary topics and explore more in depth particular themes or responses, 

answering thus the main research question focused on the motivation and satisfaction 

practices aimed at front-desk employees in Icelandic hotels. It also gave an opportunity to 

probe for views and opinions, while having a sense of order from which unplanned 

questions arose. On the other hand, additional questions that were asked during the 

interview helped to clarify an answer or get additional information for the study, that is 

based mostly on the knowledge and understanding of the research concept of both groups 

of participants. The researcher tried to ask everyone the same questions, but due to 

additional ones that appeared spontaneously throughout the interviews and different time 

limits provided for the interviews, some participants might have had more time or space 

for their answers than others. This led to having some of them answer questions in more 

detail, while others might have not said everything they would like to. The researcher 

observed also non- verbal signs and tried to read ‘between the lines’. Meanings of specific 

answers were therefore also developed by interaction, which served to the reconstruction 

of information (Edwards & Holland, 2013).  

3.4 Data analysis 

In order to answer the main research and interview questions, the paper followed up 

mainly on the theory connected to work-related motivation and satisfaction factors and the 

study by Arnett, Laverie & McLane (2002) on Internal marketing thus getting deeper 

understanding of the organization, human resource department and its functions (if any) 

and usage of various practices related to employee motivation and job satisfaction. The 

literature took into consideration mostly general groups of hospitality employees and 

therefore acted as a starting point to see if there is also a connection with front-desk 
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employees in Icelandic context. Analysis of the data therefore comprised mainly of using 

transcription and repetitive reading in order to find key words and gain important 

information relevant to the main research question and theoretical background. This coding 

system was used based on main themes or specific issues that were to be explored at the 

beginning, or that emerged during the research period (Bryman, 2006). If a name of a 

particular hotel, person or a hotel chain was mentioned in the interviews, it was replaced 

by brackets [...] to keep the anonymity. For the same reason, a participant who was directly 

quoted was not named, but referred to based on his/her position in the hotel and assigned a 

number 1 – 12.  In order to make clear which participants belonged to the same hotel, the 

numbers were assigned gradually, following this pattern: 1-3 (the first hotel), 4-6 (the 

second hotel), 7-9 (the third hotel) and 10-12 (the fourth hotel). The Interviews were 

evaluated within both groups of employees separately in the Findings section to get deeper 

understanding of common answers, then both answers of both groups were compared to 

each other and finally a broader image on what has been discussed was documented in 

Discussion part in order to get overall picture of the covered topics in comparison with 

theoretical background. 

3.5 Limitations of the study 

This study as a qualitative research took into consideration relatively small sample of 

hotels belonging to the same hotel chain with twelve interviews in total. This sample size 

cannot clearly represent most of the management personnel and front-desk employees 

across all Icelandic hotels, but the limitation of a sample size was decided at the beginning 

of the research design, due to its character. The outcomes provided basic understanding of 

the Human Resource department within one Icelandic hotel chain, its main functions and in 

general practices used to improve motivation and satisfaction of front-desk employees. 

Including more than one hotel chain or comparing it with other types of accommodation 

such as hostels or guesthouses would achieve better comparison and confirm or contradict 

results coming from this study. That would however require using a different method, 

more of a quantitative character to cover bigger sample of participants.  

 Another limitation that appeared throughout conducting the study was the length of 

the interviews themselves. Although the researcher made appointments with the 

management and front-desk employees upfront and informed them it might take up to an 
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hour per interview, some of the participants had hardly half an hour time. Their answers 

were much shorter and not so thought through as with the ones who were not limited by 

time. The researcher had to therefore focus only on the main points, thus maybe not 

acquiring all needed information at once. This could have of course been caused also by 

the fact, that the researcher did not have previous experience in conducting such 

interviews, which might have had limited the study to a certain extent. A language barrier 

also surprisingly appeared, as a small drawback for the study. Although all participants use 

English daily, sometimes the topic of the study seemed to exceed their English language 

skills and the transcription and understanding of their answers was slightly difficult. 

Therefore the researcher had to subsequently get the right meaning of their words based on 

the context of the question or their non-verbal communication. 

 The last and maybe the biggest drawback of the study is that the researcher did not 

manage to get into contact with the HR department of the company. Although this was not 

planned at the beginning of research design, continuously while conducting interviews, it 

was obvious that the point of view and information provided from the side of HR 

professional would explain and clarify many questions that arose during the study in 

relation to this department. Unfortunately the HRM office did not respond to any of the 

emails, thus making it impossible to arrange a meeting for a short interview.  

3.6 Ethical questions 

As in every study, the researcher must always take into consideration possible ethical 

issues while conducting the study. One of the main ethical matters connected to this 

research was the concern of breaking a certain intimacy while interviewing. Careful 

preparation before the interview was essential in order to avoid as few problems as 

possible, so that the participants did not feel intimidated by questions and felt comfortable 

around the interviewer to open up about certain topics.  

 Another ethical concern that appeared was related to keeping the anonymity of all 

participants. Even though they were all several times assured that no connection with their 

name or company will be included in the study, some participants might have not been able 

to openly talk about all discussed topics. Iceland is a small country, and even though no 

names that could connect participants to specific hotels or the hotel chain were applied, the 

hotel community is still rather tiny in size and people especially on managerial positions 
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tend to know each other. Nonetheless, from the side of the researcher as well as the 

University, complete anonymity had been honored. 
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4 Findings 

This chapter will provide an analysis of all twelve interviews and present findings that lead 

to answering the main and sub-research questions. In the Knowledge section, the key focus 

is on participants’ general knowledge and understanding of various job motivation and 

satisfaction factors and practices and the HR department within the company and its 

functions. The second part Application to practice and Improvement mainly evaluates five 

aspects of employee satisfaction such as Role clarity, Evaluation of reward systems, 

Working environment, Evaluation of managers and Organization performance by 

following the theoretical part of the thesis and the study by Arnett, et al. (2002). Findings 

of this section will show how much the theory of employee motivation and satisfaction 

differ or match with real motivation and satisfaction practices aimed at front-desk 

employees in Icelandic hotels. The analysis will also present any findings connected to 

future plans or improvement that the hotels might have when it comes to application of 

various job motivation and satisfaction practices or the company and its HR department.  

4.1 Knowledge 

Throughout this chapter, the perception and understanding of management and front-desk 

employees in connection to HRM and its functions will be explored. This section will also 

focus on their knowledge and awareness of various work-related incentives and motivation 

and satisfaction tools and practices. Important aspects such as what it entails to have HRM 

within the company, if there are any specifics in relation to motivation and satisfaction for 

this kind of job and what attitude they have towards most common motivators or practices 

at the workplace are discussed.  

4.1.1 HRM and its functions 

One of the goals of the study was to find out whether the researched hotel chain has an HR 

department, what are its functions and who is delegating or preforming functions 

connected to employee management, such as hiring, application of motivation and 
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satisfaction practices for front-desk employees or usage of various employee benefits. All 

participants were asked about their knowledge of the hotel’s departments including HR  (if 

there is any at all) and its main roles. In order to fully understand what practices are being 

used, one cannot omit to see the structure of the company, where the ideas and orders come 

from and who is responsible for creating and applying them. Managers and front-desk 

employees based on their knowledge were also asked to name the most important job 

related motivators and to think about any specifications regarding motivation and 

satisfaction in connection to the front-desk job. By doing so, the analysis will show 

whether the subject of  job motivation and satisfaction plays any role within the examined 

hotels, who is responsible for all areas related to motivation and satisfaction practices, and 

how much knowledge and understanding the participants actually have when it comes to 

this subject.  

Managers 

All manager employees agreed on the point that there is a small human resource 

department consisting of 1 or 2 persons (their answers differed when it comes to numbers) 

for the whole hotel chain located in the main offices in one of the hotels. It gives its hotels 

a certain structure to be followed, but only when it comes to legislation issues, contracts, 

seminars or very urgent problems. Although some managers also talked about strategies 

and goals from HRM regarding strengthening teamwork and improving guest satisfaction 

for the whole hotel chain, others seemed to have never heard of it. These rules based on 

their answers were new, only half a year old and the HR department should start pushing 

every hotel to follow them. All managers also admitted that these general hotel strategies 

do not include anything regarding employee motivation or satisfaction practices, so the less 

towards specific group of employees such as front-desk. One manager also admitted that 

they don't even notice the existence of HRM within the hotel chain, because there is no 

activity from their side and they have no clue what their job involves.  

 

“We have main goals and rules for the whole [...] hotel chain. It is mostly about teamwork 

and working hard on satisfaction for guests. It does not include satisfaction factors for 

front-desk; that should be improved.” 

(Reception manager 1, personal communication, April 16, 2018) 
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“There are 2 people in HRM department, they are either way too overworked or they don't 

do anything. HRM has not really been part of Icelandic work culture.” 

(Reception manager 5, personal communication, March 26, 2018) 

 

One hotel manager also mentioned that although there is some sort of structure, 

hotels are usually run quite individually and most things depend on the hotel/reception 

management, the size of the hotel and budget that is set individually for each of them by 

the main offices. HRM functions are somehow automatically delegated to the hotel 

management and their specifics seem to be different from hotel to hotel. That being said, 

managers of interviewed hotels have also the function of HR managers and this function 

was assigned to them from the very beginning, as a part of their general management 

duties.   

 

“There is a structure regarding all the hotels, but then no hotel is the same, big part is the 

human element how you run the hotel, managers are different, that shows in each hotel 

how it is run.”  (Hotel manager 9, personal communication, February 20, 2018) 

 

 In some hotels, HRM functions are delegated to hotel management, in others to the 

reception management. The decision is in this case up to the hotel manager, who either 

performs most of the people management tasks himself or gives responsibility for all 

related issues to the reception manager. That means that the management takes care of 

hiring, training, and everything connected to managing employees including their job 

motivation and satisfaction or various employee benefits. These depend completely on the 

person in charge, his/her budget, and relationship with other management personnel within 

the hotel chain, pro-activity or willingness to do something for the employees, or even just 

general knowledge and education when it comes to this subject.  

 

“Every manager in each department is responsible for his own HRM in his department, it 

is delegated. I can do any rule I want regarding motivational strategies.”  

(Reception manager 1, personal communication, April 16, 2018) 

 “Employee benefits are coming from me, from my side; there isn't anything official - no 

policy.” (Reception manager 10, personal communication, February 5, 2018) 
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“We have our own rules for hiring and firing. Benefits, there aren't any employee benefits 

from the [...] hotel chain.” 

(Reception manager 5, personal communication, March 26, 2018) 

Front-desk employees 

The knowledge of front-desk employees in relation to HRM differs a lot based on their 

interest in the company and overall satisfaction with their work. In general, they do not 

have much information about HR department or its functions, and to most of them it does 

not even seem to be an important fact.  

 

“I have no idea about HRM department, I would guess it is in the [...] hotel as most offices 

are there. “ (Front-desk 4, personal communication, March 28, 2018) 

“There is no HRM department in this hotel, for the whole chain I honestly don't know, it 

just never comes up.” (Front-desk 6, personal communication, March 28, 2018) 

 

 Everything that the front-desk employees need work-wise is being directly solved 

with their management and therefore having a specific HR department is not something 

that they would require. Some of the front-desk employees based on their observation or 

general interest were able to recognize that their manager is responsible for the basics of 

HRM such as hiring and training. Others, who were able to identify the existence of the 

main HR department within the company had however no knowledge about its functions 

and what they actually do in connection to the hotel chain or its employees. The company, 

or their direct supervisors has never presented it and the existence of HR department 

usually comes up only when there is an urgent issue that has to be sorted out right away. In 

that case the supervisors call the HRM directly. 

 

“I don't know much about HRM department. Hiring and firing is up to reception 

manager’s job description. There is a new personnel, new human resource manager. I 

don't know what they are exactly doing; only what they should do based on my studies.” 

(Front-desk 3, personal communication, April 16, 2018) 

 

 When it comes to other areas, such as employee benefits, extra training or promotion 

options, which usually contribute to employee motivation and satisfaction, front-desk 
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employees have a clear image of who to go to. Their reception or hotel managers serve as 

the contact point for all their employee management issues and using the HR department 

for the whole hotel chain does not even come up as an option due to the above mentioned 

reasons. It seems like this model is established by practice in all hotels. The main HRM 

office has not set it up, but it still seems to work in all interviewed hotels as a general rule 

of thumb. 

 “The reception manager since 9 months ago is responsible for our employee benefits, not 

before. She kind of does it by herself. ” 

 (Front-desk 11, personal communication, February 4, 2018) 

“When it comes to personal development, I would always go first to the person who is 

above me in terms of my department, and that person is a superior and you have to respect 

the role.” (Front-desk 12, personal communication, February 4, 2018) 

 

This Icelandic hotel chain is an example of a case in hotel industry, where an HR 

department exists, but its functions and roles are not clear to anyone, neither the 

management nor the front-desk employees. There are no formal strategies from the HRM 

aimed at the management or development of employees, only a general hotel chain vision 

on how to handle customer satisfaction and teamwork, but even that is not being 

communicated evenly towards individual hotels.  The HRM practice and all their employee 

responsibilities are left to one person in a managerial position within each hotel, who is 

neither monitored nor evaluated when it comes to this area. They all have freedom in 

decision-making when it comes to management of their employees and need approval from 

the main HRM office only in urgent cases. Managers in these Icelandic hotels serve the 

function of HR managers, although the function itself is not clearly defined by anyone. The 

lack of guidelines from the HR department on how to handle all tasks leads to the fact, that 

each hotel can apply its own rules and practices and have its own structure. In some hotels 

the HR manager tasks are delegated up to reception managers, in others, hotel managers 

perform all the HR tasks or have it mixed.  This is also being perceived by the front-desk 

employees, who in case of any HRM related issues contact their direct supervisors rather 

than HR department.   
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4.1.2 Motivation and satisfaction factors for Front-desk 

This section will analyze general knowledge that both managers and front-desk employees 

possess about various job motivation and satisfaction factors and practices. The goal was to 

find out how much are they informed or interested in the topic of different aspects 

influencing motivation and satisfaction at workplace and whether it plays any importance 

for their job at the front-desk.  

Managers 

Most managers did not really have knowledge about what kind of different factors might 

influence motivation and satisfaction of their front-desk employees, or what practices 

might be working in this area. It seems like this topic never came up as something that 

should be part of the company’s culture or their own interest. Most of them rely on the 

fact, that people choose this job because they like it, they have passion for it or want to 

gain experience. All managers mentioned employee benefits only in terms of money as a 

main workplace motivator, although the wages they pay are based on the minimum rate 

from the Icelandic Unions. The second thing that they perceived as an important 

satisfaction factor is good working environment, meaning not only the physical 

environment but also good interpersonal relationships. Two of the interviewed managers 

also mentioned motivators in a form of a personal appraisal. None of them however saw 

motivation and satisfaction at workplace as a complex issue, or something that should 

regularly be pursued or even be a part of internal marketing strategy of the company.   

 

“Working in a nice team, that is very important, I also think money plays quite a big role, 

and many times people are looking for a different job because of the money.“  

(Reception manager 1, personal communication, April 16, 2018) 

“Basic structure is money, but also if you can get pleasure from the job, it has to be your 

passion, so working environment is a really big part.“  

(Hotel manager 9, personal communication, February 20, 2018)  

“Working in a front desk, it’s all personal, you want the job, and it looks great on a CV.” 

(Reception manager 5, personal communication, March 26, 2018) 

“Money and environment are important, how they feel about each other.” 

(Reception manager 10, personal communication, February 5, 2018) 
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One manager had mentioned a completely different approach towards this topic. He 

suggested that having a separate tourism industry Union, which would be there to help all 

employees, would increase their motivation and satisfaction. This one does not relate to 

any theory mentioned in the study, as Iceland is specific in having workers’ Unions that act 

on behalf of employees in case of issues within the workplace. Although tourism is the 

second biggest industry in Iceland, its workers do not have a separate Union, they are 

assigned to other Unions, which makes it complicated in legal issues due to the amount of 

people working in it. However, the idea is still an external motivator and hotels should not 

rely on this as a benefit that will make their employees happy and satisfied.  

The issue with asking managers about their knowledge regarding motivation and 

satisfaction factors in this set of questions was that although they were applying other 

motivation and satisfaction practices and tools, such as training or various incentives (see 

the chapter Application to practice and Improvement), they never thought of it as 

something that could play an important role for their employees at this stage. This shows 

that their knowledge about the topic and the real practice differ a lot and is based purely on 

their intuition of what might be important. 

Front-desk employees 

Analysis of interviews with front-desk employees showed, that they are more aware of 

what motivates them in the workplace, although even in this group not everybody thought 

about this topic before. Their knowledge in this area is limited and is not based on their 

education, rather on their personal experience and what they feel like might make them 

satisfied at their work. Things that were mentioned most often were good working 

environment, verbal appreciation, interaction with guests, more responsibility, possibility 

to learn new things, regular feedback and also having more money, although that did not 

come up as big factor for most of them.  

 

“I really want to learn, it is a job where there are many things you need to do. It is also 

important to treat your staff well, if someone tells me I am doing a good job, it makes me 

want to do better, also more money, because I am having hard times getting ends to meet.” 

(Front-desk 4, personal communication, March 28, 2018) 

“My favorite thing is interaction with people, I have more time to chit chat with people, 

and I work well with my coworkers.” 



54 

 (Front-desk 8, personal communication, February 20, 2018) 

“In my personal experience, it is the feedback; the human interaction when you do this 

kind of job is unique. I also like to keep responsibility, it keeps me alive.” 

(Front-desk 12, personal communication, February 4, 2018) 

 

As can be seen, managers were not really creative in terms of what motivates and 

satisfies the front-desk working in the company. There is a real discrepancy between what 

they think motivates front-desk employees and what is really important to them. Managers 

talked mostly about money and 'prestige' of the job that looks good on a resume. A sample 

of four managers is evidently not enough to make conclusions, but in general, any work-

related motivation, or satisfaction practices is not a topic that most of them would be aware 

of and their knowledge in this area is quite limited. Only after presenting to them some of 

the most common practices usually applied to ensure employee motivation and 

satisfaction, they were able to come up with specific things that are being used, but more of 

that will be explained in the next section. Front-desk employees on the other hand are more 

aware of what are the various things that can keep them motivated and satisfied at their 

workplace. They might not know the theoretical background behind this or have a formal 

education in this area, but their answers confirm that working at the front-desk is a job that 

needs to have at least good working environment and colleagues. It is also quite 

demanding when it comes to various tasks and duties and it looks good on a CV. They also 

expressed the importance of evaluation, feedback, appreciation and higher salaries.  

4.2 Application to practice and Improvement 

Based on the motivation and satisfaction literature review and the study by Arnett, et al. 

(2002), the following five areas have great impact on hotel employee job motivation and 

satisfaction as a part of internal marketing strategy - Role clarity, Evaluation of reward 

systems, Work environment, Evaluation of management and Organizational Performance. 

These five aspects were therefore used as a guideline for the interviews and the analysis of 

this chapter will reveal what kind of motivation and satisfaction practices aimed at front-

desk personnel are being currently applied in all chosen Icelandic hotels. The analysis will 

also present how they are implemented (on purpose or unintentionally), who is responsible 

for their creation and if there are any plans for improvement in this area.  
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4.2.1 Role clarity 

Training has been proven as one of the aspects that highly influences job satisfaction and 

motivation. It can be perceived both as an initial training that explains employees their 

roles and tasks, and then also as further training opportunities or programs that improve 

their knowledge and confidence. The aim if this section is to explore if there is any general 

policy or structure towards on the job training, if it is handled individually, or maybe not at 

all. The analysis will also show if these hotels provide some additional training or 

education for their front-desk employees to ensure their competence and increase their 

general knowledge of the hotel business or customer service. 

Managers 

None of the managers when first asked about what might influence the satisfaction of 

front-desk employees even thought about training as one of them. When they were asked 

specifically about employee training, they all confirmed that there is an initial on the job 

training but they still saw it more as an issue that needs to be resolved, rather than a 

specific job motivation and satisfaction tool. Managers’ answers differed a lot in how long 

the training lasts, but all of them confirmed that they do the training themselves, or newly 

hired front-desk employee is trained by people who already work on the same position. 

They all also agreed on the fact that the initial training needs to be as short as possible, 

because according to law it must be paid and that means extra costs for every hotel without 

having the assurance that the new employee will want to stay. Two managers mentioned 

that a while ago there was absolutely no training at all for front-desk employees and that no 

person in the main HR office even thought about it. This only shows how little interest or 

knowledge there is for performing many of the basic HRM functions that should be set 

either by the hotel chain, or managers themselves. The analysis also showed that there is a 

general hotel chain policy delegated from main offices onto the hotel management, but 

only when it comes to the official presentation of the facility and signing of the contract. 

However, not every hotel is aware of its existence, and therefore not every hotel also 

follows the Introduction of the company.   

 

“Four hours in the morning, then in the afternoon, later full day and another day, it is 

done by colleagues.” (Reception manager 10, personal communication, February 5, 2018) 
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“I usually want them to go at least for one week of training”  

(Reception manager 5, personal communication, March 26, 2018) 

 “I am trying to have at least sixteen hours of training before the first shift, watching, 

asking questions. I felt like people need to get some training before they start, that was 

never done before, I started it. They did not want to spend money on it. And they thought 

that this is not a problem, but it was.”  

(Reception manager 1, personal communication, April 16, 2018) 

 

 Options for other training opportunities provided by the hotel chain or hotels 

themselves for front desk-employees seem non-existent. Their answers were very different, 

mentioning only first aid course, or courses by Unions, but in general there are no options 

for front-desk desk to improve their skills in customer service, hotel management or 

languages for instance. The main HR office would need to pay for any extra training for 

their employees to have it valid in all hotels belonging to their hotel chain.  

 

“First aid training, the only training we have every two years, only selected people have 

it.” (Reception manager 1, personal communication, April 16, 2018) 

 “HR manager is taking care of the staff, coursers at Efling and VR (Unions), I am 

providing them with info, but this is from the Unions.“ 

(Reception manager 10, personal communication, February 5, 2018) 

 

Front-desk employees 

 

On the job training seems to be very important for front-desk employees, especially due to 

big variety of tasks, enormous stress and good customer service that is expected on a daily 

basis. Even though managers all claimed to provide the initial training, not every front-

desk employee had this experience; in fact no training or little training was one of the main 

issues for their complaints. More importantly, even within the same hotel, some people 

received the training, whilst others did not. There are no rules and it most likely depends 

only on the managers, overall luck and colleagues wiling to train them. Only very few 

people mentioned good initial training or checklist of their gained competencies, and those 

who got some training felt like it was not enough. They did not know the basics, had to 

start working without feeling comfortable with the tasks or were irritating others around 
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because of their lack of knowledge. It is difficult to say whether the managers are limited 

only by budget or they just do not have the awareness and time to do the training properly. 

The less people are trained, the less confident and comfortable they feel in the job. Lack of 

training makes people unmotivated and unhappy at their workplace, and this might 

contribute to high staff turnover and guest dissatisfaction. Either way, training should be 

perceived as one of the basic human resource management practices, if not for the comfort 

of employees, then at least in terms of customer service that needs to be excellent if hotels 

want to succeed on the market.  By having untrained and not confident front-desk the hotel 

loses its competitive advantage and with every new employee it is always repeating issues 

that appear when the staff has not enough skills to perform the job properly. The analysis 

however showed that neither the main HR office nor most of the managers saw this as a 

problem or something that needs improvement.  

 

 “I got two days with my colleague, and I was supposed to learn everything “  

(Front-desk 7, personal communication, February 20, 2018) 

“I was not trained; I was just left into the jungle. Everything was a surprise; I was trained 

for four hours working with the other shift, and then the day after I was full as my shift.“ 

(Front-desk 11, personal communication, February 4, 2018) 

“People don't get proper training; they just jump in the job without having a clue.” 

 (Front-desk 12, personal communication, February 4, 2018) 

“When we start, we have a month on going training and check list that says if you are a 

qualified receptionist. We have a bit of standard, the manager evaluates if you are ready.” 

(Front-desk 2, personal communication, April 16, 2018) 

 

 When it comes to additional training, it seems like the front-desk employees do not 

have more information than the managers, which is not surprising. Two people mentioned 

that it would be nice to get training for customer service or anything else that would help 

them in their job. One participant said that they sometimes get offers for sales training, but 

they need to specifically ask their managers about it and it is not for everyone. Another 

person mentioned safety training and first aid course provided by the Red Cross (not even 

the hotel) that he was able to participate in. All in all, the choice is minimal, and there are 

no clear rules about how often some trainings are offered, who can participate, or even 
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how do they get to know about various options they have regarding this additional 

education.  

 

“We get from Red Cross the first aid course, and I think if I would ask for it, the hotel 

manager would try to find something for me.”  

(Front-desk 4, personal communication, March 28, 2018) 

 

At the moment, there seems to be some sort of ongoing training for a new booking 

system that is being installed in all the hotels, but again, it is handled differently from hotel 

to hotel. Some employees got a person to explain them the new software, others have to do 

it in their free time and go to other hotels to get it done. Most employees just wrote down 

what they learned if they had the chance to go to the training, and then they shared it with 

others. Considering that the new system will be used by all front-desk employees and is 

essential for their work, one would expect this to be a priority and not have employees 

explain this to each other without any guidance. Without a system and people knowing 

how to use it, the hotel cannot be run. One way or another, system training was performed 

differently among individual hotels and most people got very frustrated about it, as it 

complicated their daily job routine and no-one seemed to be able to help them with it. 

 

“There were only 2 days you could go for the software training, one of them I was 

working, the other I was sick, so I went to another hotel for five hours, it was really 

stressful because you don't know what you are doing.”  

(Front-desk 4, personal communication, March 28, 2018) 

“We have recently changed to a different booking system that has been kind of a 

nightmare, it is not properly tested and we also never get any proper training, the 

reception manager, he also did not get proper introduction to the system either.“  

(Front-desk 6, personal communication, March 28, 2018) 

 

 The training analysis showed how very little attention is being paid to this topic from 

the side of managers and the whole hotel chain. It is difficult to say where is the problem, 

whether it is lack of initiative, no proper knowledge and education, or just a lack of some 

unity of systems that would be applied across all hotels. It seems like managers have their 

hands tied by strict budgets, thus not being able to provide proper initial training, which 
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has to be paid according to Union laws. Since leaving the training to peers or colleagues 

seems to work in a way, they continue with this approach, simply believing that the person 

will learn quickly. There is unfortunately no general policy for the hotel chain and the 

Introduction some hotels do when a new person starts does not substitute proper training 

methods. The comparison of both groups of participants however showed an alarming 

difference between managers’ and front-desk employees’ perspective. All managers 

claimed that they provide some sort of training, although different for every hotel, but most 

front-desk employees’ experience is just the opposite. That means that hotel managers are 

either not aware that the training they provide is not sufficient or that people struggle with 

their daily tasks, or they did not tell the truth when asked about the on the job training - a 

factor that unfortunately cannot be omitted. Additional training opportunities have also no 

importance to this specific hotel chain. They are completely in hands of the HRM, who 

basically offers only the most necessary ones such as first aid training. Most of the front-

desk also did not mention any opportunities for further education, but expressed their wish 

to have some extra training for their job. On the other hand, they all mentioned training for 

a new booking software system that they considered insufficient. It is difficult to call it a 

proper training, as it does not have any specifics, neither common ground for all hotels, 

creating chaos and dissatisfaction among employees who have to work under bad 

conditions. Providing solid training for a booking system used by every front-desk 

employee should however be a priority for all hotels so that front-desk employees can do 

their job correctly.   

4.2.2 Evaluation of reward systems 

Reward system is a broad term and can encompass various tangible or intangible rewards 

or incentives. Adequate salaries or financial bonuses are one of the most essential 

rewarding tools to be seen as a future investment in an employee. Employees need to know 

if there is some sort of evaluation system, that will enable them increase their salary over 

time, and also there needs to be certainty that the salaries are provided on time and 

processed correctly. Knowing the reward system is the key to employee motivation and 

satisfaction and should be implied in every company to make people behave certain way 

and accomplish company goals. Also non-financial rewards might play a role in employee 

satisfaction, and it is the role of the supervisor to figure out what might work for his/her 
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employees. This section will analyze the (non) existence of a reward system in four 

researched Icelandic hotels and try to find out what form of incentives are being applied 

specifically for the front-desk employees.  

Managers 

While talking to the management about different reward systems, none of the hotels 

seemed to have any reward system that would clearly tell employees what can be achieved 

or gained for their hard work. The only financial bonuses that were mentioned by everyone 

were either commissions from selling trips or breakfasts, or rewards for upgrades, 

depending on the hotel, as the rules are set individually. Even the rewards for upgrading 

rooms were not set as a regular incentive, more like a reason to try more with the hope that 

at some point there will be a reward for their effort. The rules for getting commissions 

from booking tours are also not the same. Some hotels divide them based on personal 

sales, but others divide the commissions among everyone. Some managers mentioned as 

the main incentives vouchers from restaurants that front-desk employees get for booking 

tables in restaurants. Others referred to gift cards that they get from the hotel annually, 

Christmas/Easter bonuses and hotel parties. One manager also mentioned dinners 

organized by the hotel, or going on excursions with the travel companies.  The interviews 

also showed that some of the managers are buying things for the staff by themselves, 

independently of the hotel, to maintain good relationships and do something nice for 

everyone. Unfortunately, the same pattern appeared, as with the training opportunities - 

there is no consistency in what is being offered. The hotel managers, their budget and 

willingness to do something for their employees determine everything except for the 

Christmas and Easter bonuses and hotel parties. These are partially set by Union, partially 

by the hotel owners and the HR department.  

 

“They have extra commissions for the sold tours. It is divided to everyone in the reception 

department.” (Reception manager 1, personal communication, April 16, 2018) 

 “They do get sales bonuses, if they sell a lot of trips, they get percentages from that, it is 

ok from the theory, but if you look at it from the way, night-shift doesn't sell a lot, but they 

work at night so it balances out.“  

(Reception manager 5, personal communication, March 26, 2018) 
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 “This year it was without bonus for Easter, but it was for Christmas, it changes based on 

financial situation, HRM and the owner decides on it.” 

(Reception manager 1, personal communication, April 16, 2018) 

 

It is also important to say that incentives in form of restaurant vouchers or trips are not 

provided by the hotel or hotel chain itself, but none of the managers thought about it this 

way. For them this was a bonus to the job itself and they did not really care who is 

responsible for it.  In addition to that, every employee is paying a certain amount of money 

for a workers association every month, which serves later on to finance various hotel 

events; therefore the question is if that really can be considered as an extra bonus if 

employees have to pay for it themselves.  

 

“We also have here workers association and everybody is paying 550 ISK per month and 

they are organizing fun events.” 

(Reception manager 1, personal communication, April 16, 2018) 

 “There is an annual ball, once per year but otherwise I don’t see any incentives. 

(Reception manager 5, personal communication, March 26, 2018) 

 

  Salaries are a whole new category, which is heavily dependent on working Unions in 

Iceland and the owners of the hotel chain. Unions set a minimum wage for a certain job 

and employers have to follow the Collective agreement. It is however nowhere written, 

that the employer cannot raise the salary if he pleases so. Based on the interviews it is 

rather obvious, that salaries are being kept to minimum and possibility for a pay rise other 

than the one from Union is not going to happen. Reception or hotel managers have no 

influence over their height except for union regulations and there is no intention in 

increasing them. Most managers claim that they are at least being processed correctly 

because they go over it every month and send it to the accounting department. One of the 

managers however admitted that time-wise it is not always according to Union law and it 

might happen that if the 1st day of the month is during the weekend, people might get paid 

only after the weekend.    
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“The salaries are very basic with the Unions, but they are always paid on time, doesn’t 

matter if it is weekend or red day.” 

(Reception manager 1, personal communication, April 16, 2018) 

 “I can’t change the wages, I am not allowed to do that, not even hotel manager can do 

that, the owners and the accounting in [...] can. You are eligible to ask for a pay rise but I 

don't know if the hotel would actually give it to you. Here, they always pay on first and if it 

lands on the weekend, they pay you after the weekend. ” 

(Reception manager 5, personal communication, March 26, 2018) 

  

Personal recognition of employees’ good job as one of the intangible reward 

systems plays quite a big role within the researched Icelandic hotels. All managers are very 

open when it comes to communication and consider verbal appraisal as a necessary part of 

their management style, mainly because of their own previous bad experiences on lower 

positions. Some of them also use small awards or rewards in order to show their 

recognition and are always trying to appreciate if someone is doing a good job. There is of 

course space for constructive criticism, but in general they are putting more emphasis on 

positive aspects and understanding if something is being done incorrectly. As with most 

other previously discussed motivation and satisfaction practices, also personal recognition 

is entirely up to the managers’ decisions. There is no official recognition program 

developed by the HRM and so every hotel takes this challenge on its own.  

 

“I’m trying to compliment them, telling them what they are doing right. In my opinion, if 

you appreciate your staff, they will appreciate you back.”                                            

(Reception manager 10, personal communication, February 5, 2018)                                             

“If I need to criticize I do, but I don't do it very harshly, and I don't mean to be personal. 

Making people understand rather than just telling them what to do, because then they take 

it personally.”  (Reception manager 5, personal communication, March 26, 2018) 

Front-desk employees 

Front-desk employees seem to have the same opinion about what is being offered to them 

in form of monetary or other tangible rewards. Many of them are aware of the fact that 

those are not provided by the hotel, but from various external sources such as travel 

companies or restaurants. Others seem to be happy with gift cards, commissions for 
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booking upgrades, or breakfasts or commissions from tours. Front-desk employees’ 

answers confirm that there is not any official policy and each hotel has a different setup. It 

seems like the hotels care only about the costs, since even the percentages of commissions 

from booking tours are a good source of extra money for the hotel, but pays only a small 

percentage of it to the employees. Sadly, the hotel chain itself has nothing that would be 

aimed at employee motivation and satisfaction and creating an event once in a while is not 

enough. On the other hand, most employees seemed very happy with all offered rewards 

no matter where they come from. They seem to be appreciative especially towards their 

managers who make the biggest effort to give them something extra. In general, only one 

of the hotels had some sort of evaluation system based on Trip advisor reviews that the 

employees were aware of and could work towards it. In case their name was mentioned on 

Trip advisor in a positive way, they would get a small prize, such as a dinner for two, or 

bottle of wine, etc. But this was based on the initiative of the reception manager and not 

applied everywhere.  

 

“Most things come from external sources; hotels know there are a lot of external benefits.” 

(Front-desk 8, personal communication, February 20, 2018) 

“If you get your name on a Trip advisor review, we get a bottle of wine, or some other 

benefits. It always motivates you to do the best.” 

(Front-desk 6, personal communication, March 28, 2018)  

“At the front desk, if we sell trips, the hotel gets twenty percent, we get 1 percent, I am not 

sure if we have any kind of benefits from hotel.” 

 (Front-desk 4, personal communication, March 28, 2018) 

“We get a lot of gift cards to restaurants, or participation to tours, but those are invites 

from companies.” (Front-desk 3, personal communication, April 16, 2018) 

 

When it comes to increase in salaries, some of the employees believe that there is a 

chance to get higher salary other than the increase from Union, but they need to really push 

it forward and speak about it to the manager. Others are in peace with the salary they get 

and are happy if it gets paid on time or correctly. Some of the front-desk employees have 

only good experience with their salaries being processed on time, others experienced some 

issues, but it does not seem to influence them too much. In general, money does not seem 

to be the biggest motivator as they also do not get any financial bonuses based on their 
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performance for instance, but certainly getting higher wages would help them a lot as the 

salaries are kept to minimum. 

“Salaries follow the Union, but of course it depends on how much experience you have, if 

you start with zero, you get less. There have been few problems, in general with salaries 

not paid on time, and some mistakes, the amount was wrong.”  

(Front-desk 12, personal communication, February 4, 2018)  

“We don't get any financial bonuses, just Union contract rate. They have automated 

system that pays us money, so it is guaranteed we get it on time on the first no matter if it is 

weekend or red day.” (Front-desk 3, personal communication, April 16, 2018) 

 

Appreciation and personal recognition from the side of managers seems to be on a 

good level in all four interviewed hotels. Most front-desk employees care about the job and 

how they are performing, therefore being recognized or appreciated is a very important 

factor for their motivation and satisfaction. They are all very happy with their closest 

management and how they are being treated. There is always space for recognition, 

compliments or small awards for their good job. Even when criticism is needed, it is done 

in order for them to improve and not to make more mistakes. They are happy to take the 

feedback and learn more from their own mistakes.  

 

“Directly the hotel manager came to me and complimented me because I did a good job, it 

is important to see that the effort I am doing is seen.” 

(Front-desk 12, personal communication, February 4, 2018)  

“They are very understanding and generally genuinely nice guys. If someone tells me I’m 

doing a good job, it makes me want to do better.” 

(Front-desk 4, personal communication, March 28, 2018)  

“I feel like you are recognized when you do a good job. I also don‘t like to be praised for 

every little thing, only when it is important, then I see I am on the right track.”  

(Front-desk 3, personal communication, April 16, 2018) 

 

To summarize, when it comes to monetary and other tangible rewards, one must be 

objective and think of the front-desk employees in the first place. If we do not take into 

consideration how are various tangible benefits provided, or from what sources, the 
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employees seem to be genuinely happy with what they get, from restaurant vouchers to 

free trips and airport transportation tickets, commissions for selling various items, etc. 

Although their salaries are sometimes not processed correctly or on time (as opposed to 

what managers claim), they seem to be quite ok with it and motivated enough by all other 

things that are being provided to them. On the other hand, the company as a whole does 

not do much to contribute to their happiness. All that the hotels seem to care about is 

profit. Even when it comes to incentives provided by external sources, one could surely 

assume that it is all about business and getting something in return. If it weren’t for the 

individual manager employees who care and provide some benefits from their own 

initiative, or even their own pocket, nothing would come from the hotel chain. The least 

they could do is to give their employees the wages they are supposed to get and pay them 

on time, however not even this factor is fulfilled and only one manager was willing to 

admit that. All in all, there is almost nothing done for the employees from the side of HR, 

possibility for salary increase is basically none and the hotels have no common system for 

using the rewards that are already being applied in individual hotels. On the other hand, 

intangible rewards in form of appraisal are on a good level and each interviewed person 

was satisfied with what kind of practices are established when it comes to personal 

recognition. All of these are however provided by hotel management only and the 

company or HR department has nothing to do with it. 

4.2.3 Work environment 

Work environment in each organization has an enormous effect on how people feel at their 

workplace, as the context of this term encompasses different factors that all together 

contribute to its character and development. Organizational culture as one of them plays 

role in employees’ motivation and satisfaction usually indirectly. Others such as the idea of 

empowerment that involves freedom in decision-making, possibilities for personal growth 

and career opportunities or interpersonal relationships also contribute to a good or bad 

work environment and should be considered as one of the most important factors 

contributing to employee motivation and satisfaction. This section will therefore analyze 

different aspects of work environment present in the researched hotels and show if there 

are any specific practices applied towards front-desk employees, what is their connection 
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to the HRM and whether they also play any role in employees’ perceived job motivation 

and satisfaction.  

Managers 

When it comes to freedom in decision-making, managers need to let their front-desk 

employees have some sort of autonomy due to unpredictability of the job and customers’ 

behavior. It is impossible for any manager to be present 24/7 and therefore all front-desk 

employees need to be independent and capable of making their own decisions. As all 

managers confirmed, there need to be certain rules for the most important tasks, especially 

when it comes to finances, but other than that they know they can rely on their employees. 

Managers set the rules and know in what situations the front-desk might call them and 

when they can sort things out by themselves. This system of sharing responsibility 

however depends on the manager and how well they prepare their employees. Whether 

they give them too much or too little responsibility can be perceived individually, most 

important is that the employees do not feel overloaded and are not taking most of the 

manager's tasks.  Front-desk employees need to feel educated enough to solve things by 

themselves, but they also need to know that they can call the manager outside of his/her 

working hours in case of an emergency and have his/her support in the decisions they 

make on their own. In each hotel, there seem to be some unwritten guidelines that are 

followed by employees, but these are also set exclusively by hotel or reception manager 

and differ in practice from hotel to hotel based on their individual managerial style and 

level of trust.  

 

“When I am not here and they have difficult situation, they are free to give breakfast for 

free, or welcome drinks, if the guest is really difficult then it comes to me.” 

(Reception manager 10, personal communication, February 5, 2018)  

“It needs to be guided 90 %, and structured.  When you have rules, then you feel safer 

what you do. The information that you give to the staff, that's the fault of management not 

giving them enough information.”  

(Hotel manager 9, personal communication, February 20, 2018) 

 

When it comes to career development, all managers claim there are many 

opportunities as all new jobs are being advertised within the company on Facebook, via 
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emails or on the website, so all employees of the whole hotel chain are free to apply. On 

the other hand, there does not seem to be any help from the managers’ side when it comes 

to new job openings. They only provide contacts or additional information if needed. It 

does not seem like they have much influence over hotel career options either, except for 

the ones within their own reception department. The managers are able to promote 

employees only within their area and for changes between departments they need the 

approval of the higher management or sometimes even the HR department. 

 

“The company tries to open up for opportunities between departments, someone who 

works at the reception can easily become reception manager, even between departments, 

go to catering for example, but I have to speak to HRM, and my manager, it has to be 

professional.” (Hotel manager 9, personal communication, February 20, 2018) 

 

All managers put an emphasis in their practice on creating a good working 

environment, with open relationships so that people are able to come up to them with any 

issues they might have. They all have their preferred ways to communicate with 

employees, but except for one manager, they are not holding any regular one to one 

meetings to talk about necessary work-related issues or challenges. One manager after 

being asked about such meetings said that it seems like a good idea and he will try to 

implement it. Otherwise, all managers rely on the fact, that if there is a problem or if the 

front-desk employees have some objections towards any of the management employees, 

they would be able to communicate it directly and keep the good spirit within the team. 

 

“They have to tell me what is good and bad, if they make mistake they need to know, me as 

well. I am trying to have open relationships between us.”  

(Reception manager 10, personal communication, February 5, 2018)  

“If there is a problem they would go to me or the hotel assistant manager. If there is 

something wrong with me I would like to know, to fix it, I love feedback.” 

(Reception manager 1, personal communication, April 16, 2018) 

 “Working relationships are very good; they are very open and friendly.”  

(Reception manager 5, personal communication, March 26, 2018) 
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Front-desk employees 

Interviewed front-desk employees seem to like the freedom they get when it comes to 

various responsibilities and decisions. It keeps them feeling important, trusted with more 

important issues than just handling the keys or checking-in arriving guests and more 

motivated in return. None of the front-desk employees felt like there was an issue they 

could not handle on their own and they all also seemed to know the boundaries, such as 

when it is necessary to call the manager and when it is more reasonable to wait until he/she 

returns. The responsibilities they have differ from hotel to hotel based on managerial style 

but since the communication between managers and front-desk personnel seems to be in 

general on a good level, there were never any big issues or complaints in any of the 

researched hotels.   

 

“There are specific things I need to call our manager for, especially when it comes to 

money. Otherwise he trusts me; he says it is my call. It is a certain amount of pressure, but 

I like it.” (Front-desk 4, personal communication, March 28, 2018) 

“I think there are certain things that should be left up to the manager, but if the situation 

calls for it I just went ahead and fixed it, but I feel ok doing this.” 

(Front-desk 6, personal communication, March 28, 2018) 

 

On the other hand, career development opportunities within the whole company do 

not appear to be reachable or obvious for most front-desk-desk personnel. The hiring 

process is not clear, there are some positions that are advertised internally, but except for 

one interviewed person, no one else really tried to apply for another position other than 

within their own department. Most of the front-desk employees mentioned that these job 

opportunities are communicated either via email, their manager or they just hear about 

them from other people randomly. None of them also mentioned that their manager would 

be able or willing to help them with their career progress. Their general opinion over the 

career development opportunities is therefore not clear either, some employees do not care 

at all; others feel like it is a matter of luck. Two of the participants mentioned the necessity 

to speak Icelandic; otherwise the opportunities for getting any other job than at the front-

desk are smaller as university education does not seem to play any role in the hiring 

process.  
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“I am not here to climb any ladders, this is not important for me.”  

(Front-desk 7, personal communication, February 20, 2018) 

“I was promoted by our manager when she came last year to a shift manger, of course, 

that motivated you, and hey someone does notice what I am doing here.” 

(Front-desk 11, personal communication, February 4, 2018) 

“I am not sure, when it comes to this; you just have to wait for the right occasion. They 

don't look at it at the very positive way if you are not Icelandic or you don't speak 

Icelandic, it can be a limit.”  (Front-desk 12, personal communication, February 4, 2018) 

 

When it comes to interpersonal relationships, the analysis of answers from front-

desk seems to correlate with the practice that all managers claim to apply – open 

communication, good working environment and team spirit. Front-desk is genuinely happy 

with their management and their personal approach. None of them however mentioned any 

regular one to one meetings, although some of them would prefer to get this kind of 

sessions to get space for discussing various work-related issues. 

 

“I think work relationships are pretty good, casual, our manager is a really great 

manager, he just points out things you could do this and that better, he is very level headed 

about it, but I don't think we have ever had any meetings.”  

(Front-desk 6, personal communication, March 28, 2018) 

“The team that I work with is a really cool group; we have a good spirit, good 

communication.” (Front-desk 3, personal communication, April 16, 2018) 

 

As the Work environment section showed, empowerment in terms of giving more 

responsibility and seeing the outcomes of one’ s work as motivation factors seem to 

resonate a lot on both sides. Managers like to delegate certain tasks and employees like the 

feeling of being trusted and not controlled all the time. HRM does not have any word in 

what tasks and responsibilities should be performed by the front-desk employees and 

therefore all decisions in this area are made by the management personnel, which tries to 

find the best ways that would work for all of them. Career opportunities can be considered 

as a weak point in all hotels, as nobody really knows based on what criteria are the 

candidates chosen for a specific job. The company advertises some of the open positions 

internally, but none of the employees have ever had any success outside of their own 
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department, even if they applied. Managers also did not seem very optimistic about this, or 

maybe they just did not care. It is clearly not their responsibility to deal with it and also 

moving a person from their own team to another department would mean providing new 

training that is not the strongest point of this company. If only the HRM was able to find 

strong candidates for front-desk position, then maybe even opportunities for career 

development within the whole hotel chain would play a bigger role. By now the open 

positions in other departments appear to be only on a paper and it is difficult for front-desk 

employees to apply for them, as no clear system, instructions or hiring process has ever 

been presented to them. On the other hand, when it comes to workplace relationships with 

management and with each other, employees are satisfied with the current situation. They 

are happy about the way they are being treated and that the communication is easy and 

open and depends on managers’ personal attitude and experience. The HR department is 

not doing anything to help managers with improving work-related relationships, but it is 

important to say, that these are created mostly in place and therefore depend more on 

managerial style rather than some general policies.  

4.2.4 Evaluation of managers 

Satisfaction at workplace and good communication systems between colleagues and also 

between an employer and employees show how good leadership and interpersonal skills a 

manager has. As a person in charge, manager should be there for his/her employees, 

provide support, show trust, give information about corporate culture and also be able to 

create good working environment so that people like to come to work. Part of being a good 

leader also includes having the ability to motivate employees and provide them coherent 

information about their goals, see what expectations they have and also have regular 

meetings where all things can be discussed. To get a better idea of how the hotel 

management is handling all the above challenges, a system that would provide feedback 

and evaluate also their decisions and managerial style should be created. None of the hotels 

included in the research had however any sort of evaluation program for management and 

therefore only comparison of both groups of participants can show how good leaders they 

are and how front-desk employees perceive them.  
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Managers 

One manager mentioned some sort of anonymous questionnaire made by HR department 

that should regularly (every three months) be sent to all hotels and its employees with 

questions about management, motivation and workplace in general - however it does not 

seem to be happening according to everyone’s answers. This could be a system that would 

provide some sort of feedback to the management personnel, as a general evaluation of 

their work, but so far it looks like as a trial version only. It has not been sent to everyone, 

and the results of it have not been communicated yet. Lack of any system, consistency and 

having different standards unfortunately also appeared in this area.  

 

“What HRM is doing, every 3 months they are sending a questionnaire to employees, there 

are questions like how do you like your workplace, what do you think of your supervisor, 

there are 2 questions regarding me, if I am motivating them enough to do good job, it is 

completely anonymous, and they are sending us only overviews.”  

(Reception manager 1, personal communication, April 16, 2018) 

Front-desk employees 

Three people from the front-desk also mentioned that there is some evaluation system or 

survey provided by the HRM where they can express their opinion about work and 

management. One person claimed it is sent regularly, others have not even heard about it. 

Again it is a policy that appears to be applied only irregularly and hopefully it will become 

a common practice over time.  

 

“There is a survey by HRM sent every 3 months, but I always prefer face-to-face 

communication.  If I have strong opinions about something, I would just go and tell them.” 

(Front-desk 3, personal communication, April 16, 2018) 

 

 Although the mysterious questionnaire sent by the HR department has some 

questions in connection to the management and their motivation tools aimed at employees, 

as the research has proven, manager is not the only person that can improve someone’s 

motivation. Also, in order to evaluate the management, their work, and other aspects of 

their job, more than 2 questions would be needed and therefore the purpose of this 

evaluation system does not seem to be clear. Another interesting thing is, that this 
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questionnaire was something to be sent to everyone, but neither all hotel managers, nor all 

the font-desk employees experienced it over the time they work for the company. There are 

obviously some small changes within the hotel chain, but it looks like that whatever the 

HRM is doing, it is not planned or followed up properly, and no one seems to know what is 

happening in their offices.  

4.2.5 Organizational performance  

Organizational performance might also play a role in how motivated and satisfied 

employees are. If the company has a good name on the market, the employees might also 

feel good about working there and feel proud to be part of the team. Some people choose to 

work for specific company exactly for these reasons and so having a good reputation might 

be a trigger point to apply for a job. It is however not always the case, and many people 

apply for whatever job just not to be unemployed, so whether it makes a difference as a 

motivating factor is very personal.  

Managers 

Some managers had no opinion about how much role can organizational performance play 

in their employees’ lives. Others expressed positive approach, hoping they would be proud 

to work for the company. However, no specific measurements or practices are being 

applied in order to promote the goals, mission, future or profit of the company, so it is 

difficult for employees to identify themselves with the company and feel proud to work 

there, if they have in general no knowledge about it.  One manager mentioned that working 

for the hotel means dressing in a certain way, wearing company colors and that without it 

people do not even want to come to work. It makes them proud and happy to represent the 

company in a certain way. On the other hand, most of the management personnel care only 

about if the job is done properly and the rest, such as being pleased with the company’s 

reputation, is secondary.   

 

“I think at the reception they are very proud to be working for this company, but it is 

different for every department.”  

(Reception manager 1, personal communication, April 16, 2018) 

 “I don't think they care they work for this specific hotel chain in general. It is not required 

for the job, as long as they are not sad, that is important for me.“  
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(Reception manager 5, personal communication, March 26, 2018) 

Front-desk employees 

Front-desk employees on the other hand had quite clear image whether working for this 

specific company is important for them or not. Most of them find it good to work for this 

specific hotel chain, as it is well known all over Iceland and it might open the doors for 

them elsewhere if they decide to quit. Some of the front-desk employees identify 

themselves with the company and feel very proud being part of it. Others did not have any 

particular attitude towards this company’s aspect, it is not an important factor and it does 

not affect their work motivation or satisfaction at all. 

 

“For me, you have to feel the privilege of working for that place, something you are proud 

of, although I am not native Icelandic, I love it here, I am happy to represent.” 

(Front-desk 12, personal communication, February 4, 2018) 

 “I don't see any way mentioning I work for this big company, I don't see it as bragging or 

bad thing, just being at work.”   

(Front-desk 8, personal communication, February 20, 2018) 

 

 As both groups have demonstrated, organizational performance is something that 

might play a role to a certain extent, but it isn’t anything that the company would expect to 

see in their employees. Most of them do not have any specific attitude or attachment to the 

hotel chain, whilst others genuinely enjoy working there and are proud of it. Managers also 

do not expect anything from their employees in regard to the company’s reputation, but it 

is nice to hear that they like to work for them.  

4.2.6 Improvement 

This section will analyze whether hotel managers and front-desk employees see any 

positive outcomes based on the current practices that are applied in the hotel, if they are 

able to learn from what is not working and if they can identify areas that could be 

improved in order to ensure motivation and satisfaction. Both groups of participants see 

this topic from a different perspective and their view over what has already been improved 

and how they see the future might completely differ. 
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Managers 

In general, the management sees positive outcomes in applying various motivation and 

satisfaction tools when it comes to good working environment, verbal appraisal or certain 

non-financial incentives. They see that the front-desk employees are responsive to their 

effort and that they can rely on each other. However, there does not seem to be any sort of 

appreciation from the side of the hotel chain itself or HRM. This was mentioned as one of 

the things that should be improved across the whole hotel chain – having someone to come 

regularly and check if everything is ok, if they need any help, if people are happy and 

satisfied, etc. From the managers’ perspective, money seems to be the biggest issue for 

improvement, as the salaries are basic and do not correspond with the job requirements at 

all. Since most of them assumed that money is the main motivator that cannot be 

influenced from their side, their interest in this subject was not very high. Most of them felt 

like their hands are tied and unless the hotel chain does something to increase it, they 

would just have to work with what they have.  

 Other than that, managers did not really think that good training, career development 

or company culture are also factors influencing employee motivation and satisfaction. 

Their awareness of what kind of positive outcomes can be related to motivating employees 

is still very limited, and their people management practices are not aimed specifically to 

improve the satisfaction of employees, neither to influence other things such as 

productivity, performance or high staff turnover. Everything is applied intuitively, without 

having any concrete goal or vision. Therefore most if the issues seem to lie in the fact, that 

the company itself leaves responsibility for almost everything on hotel managers and the 

company’s initiative in these matters is none, or very little. The ideas for major 

improvement should therefore come from the HR department or the hotel owners, as they 

have the means and main word in making any changes. As a result, most of the hotels lack 

any professionalism in relation to various practices and tools aimed to improve their 

employees’ lives. 

 Some of the managers identified areas that would need improvement, but only under 

different conditions. If there were no external limitations and they were free in their 

decisions, they would give more space especially to education and practical experience 

from various hotels to learn from each other, invest in team building activities, increase 

salaries and in general give people more incentives in form of vouchers, dinners, and free 

activities.  
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“The company should communicate more with employees; they don't know that someone is 

working fourteen to fifteen hours, that they are killing themselves here.” 

(Reception manager 10, personal communication, February 5, 2018)  

“I would lift their salary, at least to make the job competitive. If you are looking for a 

receptionist, you are not looking for an average guy; paying those minimum wages just 

doesn't make any sense. I would take them more often to dinner; have more of team 

building exercises, to get to know people from other hotels. Team building doesn't exist 

here, maybe usually just for managers, for people who get paid a lot more, but for regular 

people not.” (Reception manager 5, personal communication, March 26, 2018) 

 

Only one manager mentioned specific plan for future that is aimed at improving his 

knowledge and awareness when it comes to motivation and satisfaction factors. It comes 

from his own initiative and he will start by having regular meetings to see what people 

think and if they have any special needs. There is also a new program done by the 

company aiming to gain benefits from an online training system that should be an addition 

to a normal training. It should provide employees with clear instructions on how to do 

basic procedures, how to handle complaints, etc. Everything should be documented with 

videos and all employees should be able to access this system also from home. Since the 

only manager who mentioned it is also part of the team preparing the training program, 

there is a chance that it will be practical and helpful. The question is whether this online 

training is being made for the right reasons – to make employees more comfortable and 

less stressed or to save money to avoid one to one training sessions. Either way, the plan of 

the hotel owners and HRM is to have it applied in the next half a year in every single hotel 

belonging to the hotel chain.  

 

“I am trying to start to have meetings with everyone, how they are feeling, what to change, 

what they don't like. I am just preparing the questions, it will take me some time to make it 

run, but I am very curious what they think about everything and what keeps them 

motivated.“ (Reception manager 1, personal communication, April 16, 2018) 
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Front-desk employees 

The outcome of analysis of their answers showed some similarities and also various 

individual concerns when it comes to current practices and also potential improvement. 

Many people expressed their opinion about being stressed at work and overloaded. Having 

an extra person would solve this problem. Hotels in general do not like to hire extra people, 

as it is not cost effective and they know the job will be done anyway, although under a lot 

of pressure. Others mentioned having bigger salary, getting more training when it comes to 

the new software system, having more staff parties for the whole hotel chain employees, 

and also bigger support from managers when it comes to handling difficult customers. 

They also expressed the need to meet the actual owners of the hotel chain and have access 

to regular information about what is happening within the hotel chain to be more aware of 

future plans and vision of the company. When we go back to all the aspects that have 

already been analyzed, only the complaint about receiving more customer service support 

is something that can be done by the hotel management. All the other things that were 

mentioned are in hands of HRM and the owners, so unless this hotel chain starts improving 

their own HR department, or starts implementing appropriate internal marketing strategies, 

it seem like nothing is going to change anytime soon.  

 

“I would say more work support, another staff, to help with the workload; it’s getting 

stressful, also people for doing handy-work, or cleaning.”  

(Front-desk 8, personal communication, February 20, 2018) 

“I would like to meet the owners, it‘s kind of I don't know who the owners are, you never 

know what is happening in the big picture in the peak of the pyramid.”  

(Front-desk 11, personal communication, February 4, 2018) 

 

 All participants see various problems of their jobs in the hotel from their own 

perspective, based on their background, experience, education, ambitions, etc. However, 

things they would like to have improved are reasonable and having functional HRM or HR 

professionals that would for instance delegate various tasks to other people than the hotel 

management would improve the whole situation. Hotel management has tied hands in 

many cases - either by their own superiors or HR department and owners, so the initiative 

needs to come from above. A good start would be to actually hire people who have any 
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knowledge about HRM and its functions, so that the company can start working properly. 

On the other hand, managers could start asking their employees what would make them 

satisfied and happier at the workplace and what could be improved and communicate all 

necessary issues and concerns with their superiors.  
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5 Discussion 

Job motivation and satisfaction practices related to front-desk employees in Icelandic 

hotels and their connection to HRM were the main objective of the study. In order to 

acquire information about this topic, the literature review focused in the first place on 

explaining what is the role of HRM in general and in the hotel industry and what issues 

might influence its position and functioning within organizations. Secondly, the theoretical 

part concentrated on various theories and studies that give overview of main factors 

influencing work-related motivation and satisfaction in connection to corresponding HRM 

practices and strategies that are being used to improve these two areas of people 

management. To interlock the theoretical background with real practice in Icelandic hotels, 

twelve interviews were conducted, four with hotel/reception managers and eight with 

front-desk employees from the same hotel chain. The main goal was to analyze their 

understanding and experience in this field and examine the position of human resource 

management within one big company. This chapter will therefore discuss the outcomes and 

patterns of the main findings in connection to the theory, present how they have reinforced 

or differed from the already existing academic literature and introduce new knowledge.  

The discussion will follow the structure set for answering the main research question and 

also Interviews by focusing on two main areas of Knowledge and Application to practice 

and Improvement.  

5.1 Knowledge 

One of the aims of the research was to find out what is the role of HRM within this 

organization (or if there is any) and who is responsible for creation and application of 

various job motivation and satisfaction practices aimed at front-desk employees. The 

analysis of knowledge and understanding that all participants have about HR within the 

company showed couple of things. Firstly, all participants were aware of the existence of a 

HR department for the whole hotel chain and also that it is located in the main offices in 

one of the hotels. Neither the managers nor the front-desk employees were however able to 
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define what are they truly responsible for or how many people are working there. None of 

the front-desk employees had any personal experience with the HR department while 

working for the company, neither by recruiting, nor by solving any work-related issues. 

For this reason they assigned various functions that usually belong to HRM automatically 

to their direct superiors (Torrington & Holden, 1992). The management personnel also did 

not have a lot to say about this department. They discussed its responsibility for legal 

paperwork in regard to employees of the company or taking care of certain urgent issues 

that might come up across all hotels, but in general they did not have any further 

knowledge about what are its roles and functions. Based on the theoretical background, 

HRM is however responsible for more than legislation (Tracey & Nathan, 2002). As many 

studies proved, it should also take care of recruitment, development and management of 

employees or company strategies and make the employees aware of their functions and 

structure within the company (Mathis & Jackson, 2008). On the other hand, academic 

literature showed that the HR department usually has a complicated position within the 

hotel industry, especially when it comes to forming properly fitting systems, or locally 

adjusted models applied across businesses that own several hotels and employ hundreds of 

people (Guzman et al., 2011).  

These findings thus confirmed one of the biggest issues facing HRM. The hotels are 

not able to do even the basic things properly and in spite of them being very dependent on 

front-desk employees, there is often times chaos in who is responsible for various areas 

related to people management (Tracey & Nathan, 2002). Contrary to many studies proving 

that these problems are mostly associated with Small and Medium enterprises (Baum & 

Hagen, 1999; Haynes & Fryer, 2000), this hotel chain is a large and well established 

company in Iceland, and it still does not have the proper structured and organized HR 

department that would create policies and strategies for all its hotels (Shamir, 1978). The 

results indirectly showed, that there seems to be implemented some sort of decentralized 

model that delegates most of the tasks onto hotel management, but which functions are 

being transferred is not clear either. As Adeniji and Osibanjo (2012) claim, every manager 

can be also an HR manager and ideally some part of HRM functions should be put on hotel 

management if a proper system is applied. This hotel however transferred most of its 

functions to management personnel without having any unite structure, which resulted in 

participants’ lack of knowledge about its functions. A possible explanation for their limited 

knowledge and information regarding HRM may be the lack of interest and education that 
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the hotel chain owners and hotel professionals have when it comes to various aspects of 

HR. The result might be also related to poor communication of corporate culture, or in 

general no experience in managing human resources in Iceland. It is however difficult to 

point out to only one reason, because there has not been any research conducted in the area 

of HRM and hotels in Iceland yet, and therefore only interviews with HR employees could 

provide more explanation (Ólafsdóttir, 2017).  

The research also sought to address the understanding and knowledge that all 

participants have about job motivation and satisfaction factors and practices in general. 

The answers between both groups of participants differed a lot. Since most of the 

motivation and satisfaction practices are dependent on various aspects such as company’s 

structure and strategy, HRM or managerial style (Naile & Selesho, 2011), managers were 

expected to have at least some knowledge about what keeps front-desk employees happy 

and how to achieve it. Even though all managers were upfront informed about the topic of 

the interviews, most of them did not seem to have much knowledge when it comes to 

practices aimed at employee motivation and satisfaction and neither expressed a particular 

interest in it. This result is in alignment with Rowley and Purcell (2001) who claim that 

one of the issues facing hotel industry is the absence of any practices and strategies, mainly 

due to lack of interest from the side of management or their focus on flexible management. 

The only motivation and satisfaction factors that the managers were aware of were good 

salaries, positive working environment or regular appraisal, which is in accordance with 

several studies (Fisher & McPhail, 2011; Vetráková & Mazúchová, 2016). Their answers 

were however based only on their opinion and guesses and were not related to particular 

knowledge of hotel business, or any specific practices and strategies that would document 

their benefits. Front-desk employees were on the other hand more aware of various 

motivation and satisfaction factors, mainly due to their own experience in this field. The 

most important satisfaction factors for them appear to be appraisal, regular feedback, given 

more responsibility, freedom in decision making and opportunities to learn new things, 

thus corresponding with the outcomes of various motivation theories and studies (House & 

Mitchell, 1974; Simons & Enz, 1995; Hechanova et al., 2006 or Pelit et al., 2011). On the 

other hand, money was not perceived as one of the most important factors influencing their 

motivation and satisfaction which is in contrast with many studies documenting the effects 

of monetary incentives on employee motivation and satisfaction (Clark, 1999; Jung & 

Yoon, 2015). 
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5.2 Application to practice and Improvement 

This study set out to determine what are the actual motivation and satisfaction tools and 

practices that are currently applied within individual hotels with the emphasis on five main 

HRM internal marketing areas (Arnett, et al., 2002). Role clarity as the first one belongs to 

the basic ways how to make sure that employees know what they are doing in their job and 

feel comfortable performing every day duties. The best way how to achieve this is to 

provide for all employees suitable job related training that has big influence not only on 

employee motivation and satisfaction, but also on their commitment towards the company, 

their length of employment and excellent service (Hanaysha & Tahir, 2016). Findings 

related to training methods in the interviewed hotels showed several similarities with the 

theory that emphasizes in hotels three different training steps– introduction, general 

training and on the job training (Lewis & McCann, 2004). While introduction and general 

training, such as first aid course, is usually performed by HR, on the job training should be 

performed by management employees, who know the best what each job requires (Cheng 

& Brown, 1998). Following that, some of the managers mentioned that the training starts 

with a general introduction of the company, but it is carried out by them, not the HR. When 

it comes to general training, both groups of participants mentioned that there is first aid 

training for all employees and it is carried out in cooperation with the Red Cross. However, 

neither the introduction, nor the first aid course was available to everyone by the time 

interviews were conducted. On the other hand, all managers claimed that the on the job 

training as the most important one, is performed by them or other colleagues on a similar 

position. Most of the front-desk employees’ answers however showed, that the training is 

either non-existent, or it is too short. It seems to be also very chaotic and usually left up to 

other front-desk personnel. That means that both HRM and hotel management employees 

have nothing prepared for their employees, no training program or strategy applied across 

all hotels within the hotel chain. According to the literature, only very few hotels pay 

attention to training due to extra costs and high staff turnover, which accords with the case 

of this hotel chain (Hrout & Mohamed, 2014). The results show that the company needs to 

pay for any initial training, based on Icelandic Union law, but considering the uncertainty 

of employee retention, it seems like a big financial risk. This can however lead to various 

consequences, such as employee dissatisfaction that usually reflects itself in poor customer 

service and employee performance. If only the HR department decided to create proper 
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training methods that would be pursued by hotel management, they would realize how 

much money could be saved in long-term. But long-term perspective is generally perceived 

as a luxury and risky attitude within the ever-changing hotel industry that especially in 

Iceland grew exponentially in only couple of years (Gjelsvik, 2002).  

 The findings of the research have also shown that in the four interviewed hotels 

there are various non-financial tangible rewards applied, such as vouchers from 

restaurants, possibilities of going to trips with travel companies or various events for hotel 

employees. In terms of tangible financial rewards, the company provides commissions for 

selling various items, such as trips or breakfast. Another thing that managers mentioned 

were the financial bonuses that are usually given away during Christmas or Easter period if 

the company is doing well. Other incentives in form of appraisal and recognition seem to 

be on a good level and are performed purely by the management employees. This seems to 

agree with the types of rewards that the literature mentions as common job motivators 

provided by the employers, usually as a part of some sort of reward system (Connolly & 

Mcging, 2007; Güngör, 2011). This company has however no reward system set and all 

above-mentioned incentives are provided without any specific purpose. What is not 

mentioned in any previous research is that most of the non-financial rewards that are used 

in this hotel chain come from external sources and therefore cannot be considered as a part 

of a specific strategy aimed to enhance employee motivation and satisfaction. This also 

means that the employees are not sure whether their efforts will be somehow rewarded due 

to unpredictability or random appearance of rewards not depending on employees’ own 

achievements or efforts (Papasolomou, 2006; Nadiri & Tanova, 2010). The reward system 

should be however clear and simple so that employees know what they can achieve and 

based on what are they evaluated and it is usually the HRM who creates such programs and 

strategies (Reilly, 2005).   

 When it comes to various aspects based on which employees tend to judge pleasant 

working environment, the results of the study showed somewhat different attitude from the 

side of HR and hotel management towards each of them. Corporate culture as an indirect 

motivational factor that highly contributes to employee satisfaction needs to be 

communicated among all employees of any organization (Kozak, 2008). Unfortunately, the 

findings showed that neither HR department nor management employees developed any 

kind of practices or general strategy towards understanding the company’s vision or future. 

Most of the front-desk employees do not know what is happening within the company and 
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they lack any information in regard to its goals and plans. The reason behind this might be, 

that neither HR not hotel management is aware of various positive outcomes, such as the 

ability to deal with different work-related issues, opportunities for further growth or good 

employee performance that emerge by informing employees about company’s strategies 

and projects (Arnett, et al., 2002). The literature also showed, that the more superiors are 

communicating the corporate culture and involve their employees into decision-making, 

where they can express their creative ideas, have various suggestions or just feel engaged, 

the more committed they feel towards working on company's objectives (Rane, 2011). On 

the other hand, managers put big emphasis on interpersonal relationships that based on the 

results proved to be a strong point in all interviewed hotels. Managers possess good 

interpersonal communication skills; they are being supportive and open, which positively 

influences the working relationships (Brownell, 1992). The front-desk employees 

genuinely like their managers and the way they are being treated and it seems to be one of 

the most important factors that keeps them satisfied in their workplace. As previous 

research has shown, having skilled and supportive management that creates pleasant 

working environment and strong working relationships can have big influence over 

employee satisfaction (Kara, Uysal, Sirgy & Lee, 2013). This finding also supports studies 

conducted in the area of hotel employees and various satisfaction practices, showing that 

these factors apply also for front-desk (Sturman & Ford, 2011; Borralha, Jesus, Pinto & 

Viseu, 2016). When it comes to delegation of responsibilities, the study showed that most 

of the front-desk personnel was very satisfied with their tasks and like to have freedom in 

decision-making. This correlates with many studies and theories, which documented the 

effect of the proper delegation of responsibilities by being able to see the results of one’s 

work. It also makes employees feel trusted and empowered (Pinder, 1984; Bowen & 

Lawler, 1992; Ugboro & Obeng, 2000; Hechanova et al., 2006). One of the important 

findings of the study also showed, that the hotel chain has not developed any practical tools 

for career development, which based on many studies is one of the most important factors 

contributing to employee motivation and satisfaction (Tian & Pu, 2008; Sturman & Ford, 

2011). Although the career development opportunities are clear to everyone within the 

reception department, once an employee wants to switch to other departments or another 

hotel within the same hotel chain, there is no structure to be followed. They get emails if a 

new position is opened, but the hiring process is up to the HR and the front-desk in general 

has no knowledge about the hiring process on their end. This unfortunately means that the 
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company has no interest in increasing promotion opportunities for the front-desk; they 

have not developed any career tools and are not even aware of many positive aspects it can 

bring, such as lowering staff turnover or increasing productivity (Chen et al, 2004). 

The results of the study were also unable to identify practices connected to 

evaluation of managers. As the literature shows, having a system that would incorporate 

regular feedback to the management, directly influences employee satisfaction and their 

performance and is an important strategy that should be created and applied by the HRM 

(Saleem, 2015). Within the analyzed hotel chain there isn't any system that would allow 

employees give feedback to their superiors. The only way how to express their opinion is 

to go directly to their managers when a problem appears. The HRM has again not set any 

specific tools in this matter, except for an anonymous questionnaire that was supposed to 

analyze teamwork, customer service and give a little feedback about management. The 

study however showed that not everyone was aware of its existence and even those who 

had the chance to contribute to it have never heard of its results.  

 Organizational performance within the chosen hotel chain was not given too much 

of importance either. Some managers did not really care how their employees feel about 

the company, unless they are happy to work, others claimed that the front-desk is very 

proud to be working there. Front-desk employees felt the same way and most of them did 

not have strong opinions in regard to this topic, or have never even thought about it. The 

management or the HR department also did not do anything specific to make their 

employees be aware of how they are doing on the market. The study therefore did not 

confirm importance of this factor as argued in the literature (Arnett, et al., 2002; L. Cole & 

M. Cole, 2005) due to careless attitude of both management, HRM and front-desk 

personnel towards this subject. Every company’s main goal should however be its good 

name on the market, which depends on many factors such as engagement of employees, 

building trust, putting emphasis on good leadership skills, using proper training strategies 

etc. This means paying attention also to good internal marketing strategies and corporate 

culture that in return lead to external marketing strategies and impact the overall 

organizational performance, as well as helps with motivation and satisfaction of its 

employees. The study however showed that this specific hotel does not have any internal 

marketing strategy applied and the very few practices that appeared within this hotel chain 

are not part of any strategic management. That only confirms what the literature has 
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already proven, that a lot of companies struggle using any internal marketing strategies, or 

are not even aware of them (Berry, 1987).  

Space for improvement was the last task to examine in this study. Most managers 

see the possibilities of improvement especially in salaries that are minimal, or having more 

opportunities for education and training. Both aspects are however completely dependent 

on the human resource department or hotel owners, as the whole budget and finances go 

through them. This is only one example of how ineffective the hotel structure is and points 

out to a lot of studies from hotel industry area that show the limited functions and no 

proper structure or delegation of tasks of the HRM (Dean & Lepak, 1996; Tracey & 

Nathan, 2002). Front-desk employees saw a lot more to be improved except for salaries. 

Most of them expressed interest in having more social activities or extra people that would 

help them out in busy days, as many of them were under constant stress. They would also 

like to have more opportunities for further education, such as customer service or sales and 

get a proper training for their new booking software system. All of these motivation and 

satisfaction factors belong to the HRM’s responsibilities as they hold the budget for each 

hotel and therefore should start working on themselves in the first place. This is in 

alignment with various studies focused on employee motivation and satisfaction that 

highlight the role of HRM and propose different ways how to deal with these aspects, 

emphasizing the importance of internal marketing strategy (Ulrich, 1997; Arnett, et al., 

2002; Robbins & DeCenzo, 2010).  
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6 Conclusion 

In accordance with the main research question, this study provided a better understanding 

of HRM and various practices related to job motivation and satisfaction aimed at front-

desk employees within Icelandic hotels belonging to one hotel chain. The literature review 

has proved that HRM plays a big role in hotel industry and mainly in big hotel chains when 

it comes to people management practices. In relation to employee motivation and 

satisfaction, HRM should develop, present, and apply various tools and practices leading to 

more complex strategies such as internal marketing, in order to improve employee and 

company’s overall performance, as well as lower staff turnover or increase commitment 

towards an organization (Tracey & Nathan, 2002).  

 The findings if this study showed that HRM in this specific hotel chain exists, but its 

functions are debatable and not clear to interviewed employees of the company. They had 

only minimum knowledge about the hierarchy of the company, or who is responsible for 

various issues related to employee management including practices aimed at motivation 

and satisfaction of front-desk employees. It seems like many of the functions usually 

assigned to HR are in this hotel chain transferred to hotel management. This might be a 

system that could work, but the company is too big to be controlled by only one or two 

people in the human resource department. The problem with the decentralized model in 

this specific hotel chain is also related to delegation of tasks that is random, chaotic and not 

applied evenly across all hotels. The company simply relies on the experience and 

proactivity of management personnel who is substituting the HR in many areas, including 

hiring and training employees, creating various employee incentives and programs, or even 

communicating the corporate culture. Since the HR department does not have any system 

or clear strategy applied across the whole hotel chain, each hotel uses different tools and 

practices when it comes to front-desk employee motivation and satisfaction. These results 

only confirmed what literature review has already revealed, that in general, HRM within 

hospitality industry has issues with all basic tasks such as people management, recruitment, 

career development or responsibility for company's strategy (Guzman et al., 2011). The 

reason behind this might be, as one of the interviewed managers mentioned, that HRM in 

Iceland simply does not exist and in most cases the hotel management is responsible for 
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improving the overall satisfaction and motivation of front-desk employees. A number of 

tools and practices that enhance employee motivation and satisfaction have been identified 

in this hotel chain especially in relation to work environment. Freedom  in decision 

making, delegation of tasks, open communication and good interpersonal relationships, 

personal appraisal or general support and reward systems although mostly offered from 

external sources have been in one or another way applied in each hotel.  It is however 

important to say that none of these were used with the intention to enhance front-desk 

motivation and satisfaction. Other factors such as low salaries, no or poor training and 

further education, no clear career opportunities, lack of social activities and insufficient 

way of communicating the corporate culture and therefore no long-term strategies for 

employee motivation and satisfaction are mostly in hands of the HRM and hotel owners 

who do not seem to understand or be interested in any aspect of employee management.   

 Based on the research it looks like HRM in Icelandic hotels is taking its baby steps, 

so it is not surprising that the structure, overall organization, delegation of tasks, lack of 

planning and no clear strategies are characteristic in their area. This hotel chain is a good 

example of a tourism company, where no internal marketing strategies have ever been 

applied and it is questionable whether the HR department or hotel owners are even aware 

of their existence. Chaotic management system relying purely on a human factor cannot 

work in long term in any organization and might lead to various problems that the hotel 

industry usually faces. It is difficult to say what exactly stands behind this chaotic 

company’s structure. It can be lack of general knowledge of HRM, ignorance, not seeing 

the benefits of having a proper functioning HR department, various external factors or even 

all of them together (Hrout & Mohamed, 2014). Only an interview with the human 

resource department and the owners would shed some light on what is their overall 

structure and plan for the company (if any), why various employee related issues and 

challenges are not dealt with, or what in general are their intentions and strategies when it 

comes to hotel employees.  

6.1 Recommendations for hotels in Iceland 

The results of this research identified various areas that need attention in relation to hotel 

and human resource management, their roles within individual hotels and specific practices 

and tools aimed at employee motivation and satisfaction.  One of the most important areas 
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that Icelandic hotels need to focus on is deepening their knowledge and awareness of 

various aspects of HRM and its functions in order to fully understand and apply the best 

possible operational system benefiting its employees and the company. A better structured 

organization hierarchy, with specified functions of each department and a person in a 

managerial position would strategically delegate its main tasks to different employees and 

would rapidly increase the overall functioning of the hotels, its competitive advantage on 

the market and also satisfaction of its employees. Hotel and HR management should 

therefore cooperate, create a clear structure of responsibilities and define different ways 

how to convey HR activities that have real effect on various areas of people management 

practices, including employee motivation and satisfaction. For bigger hotel chains, it is 

recommended to turn their attention from marketing activities aimed at customers towards 

internal marketing strategies applied for hotel employees as any practices, tools or 

strategies that are applied without a proper system and context cannot survive in long-term 

perspective. As a result of this, things could start getting better not only in favor of the 

hotels, but all its employees who desperately need some structure and general rules as not 

to feel lost in the whole hierarchy of a company they work for (Lings & Geenley, 2010). 

With that in mind, all HR and hotel management practices need to be also aligned 

with the goals and vision of the company in order to influence the overall business and 

competitive advantage on the market and to make sure that employees of each hotel know 

where the company is heading and what its future plans are. This might contribute to their 

decision of working for a specific company and increase their interest and pride in the 

organization. Especially in a small country like Iceland, having proud employees would 

play a big role for the company and should be one of their priorities. Motivated and 

satisfied employees are the key to their good position and name on a job market and might 

significantly contribute to lowering staff turnover rates (Rane, 2011).   

On the other hand, even if a specific system applied across the whole hotel chain is 

lacking, there are always other options especially for employees on managerial positions 

how to overtake some of the functions usually assigned to HR in order to take care of their 

employees. It is important to have regular communication between hotel management and 

employees and make sure that they and the company know what are the main factors that 

contribute to job motivation and satisfaction. That includes good working environment and 

interpersonal relationships, proper training, reward and evaluation system for front-desk 

and managers, regular feedback, etc. The study showed that just by being interested in 
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various aspect of people management, hotel managers could receive real time feedback and 

thus improve the current practices that are not working, or implement those that are 

missing. That means that management employees also have to start paying attention to 

various benefits related to job motivation and satisfaction in order to apply the correct tools 

and practices that would reflect the current situation.  

6.2 Future research 

Academic literature in Iceland paid very little attention towards HRM in general, and none 

in connection to hotel industry. Seeing there is such a huge gap in comparison to other 

countries and their investigation of various aspects of HR and hotel management practices, 

the scope for future research has virtually no limits. This qualitative study contributed to 

the general overview of human resource management and practices that enhance employee 

motivation and satisfaction specifically in the hotel industry. In connection to this study, 

the future research should focus more on the human resource management background in 

Iceland as there are no studies documenting its development and function across hotels and 

other tourism related companies. In terms of HRM practices aimed at front-desk employee 

motivation and satisfaction, it would be interesting to compare results from different hotels 

or other types of accommodations, or even different regions. These practices could also be 

analyzed from a perspective of different hotel jobs, or even from different tourism 

businesses, such as travel companies, restaurants, or tour operators. It would also be 

interesting to research the correlation between various satisfaction practices and employee 

performance or labor turnover in Icelandic hotels, as the latter one appears to be one of the 

major drawbacks of tourism industry. It seems like HRM practices lack in their existence 

in general in Iceland and getting deeper into this topic would explain many issues facing 

the tourism industry in this country.  
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Appendix A 

1. General questions 

      Managers and front-desk employees 

Gender 

Age 

Country of origin 

Education 

Previous work experience  

The length of employment within the company 

 

2. Specific research questions 

A. Knowledge     

Managers  

● What are the main departments of the company and the hierarchical structure 

of its employees? 

● What is the role and position of HR department in the company? 

● If there isn't any HRM, who substitutes its general functions? 

● Who is responsible for creating and applying practices and strategies aimed at 

hotel employees in order to improve their motivation and job satisfaction?  HR 

managers or hotel managers? 

● What is your role/competencies/ word when it comes to using various tools in 

regards to employee motivation and satisfaction? 

● What are the factors that keep hotel employees motivated and satisfied at their 

workplace?  

● Are there any specifications for front-desk employees?  
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● Could you describe what roles (if any) play the following factors within your 

company in regards to front-desk employees? :   

 

Role (job) clarity (Training) 

Evaluation of reward systems   

Working environment (corporate culture, interpersonal relationships, 

workplace fairness, leadership style, career development)  

Evaluation of managers 

Organization Performance 

Front-desk employees  

● What are the main departments and the hierarchical structure of its 

employees?  

● Is there an HR department within the company, and if so, do you know what 

is its role?  

● Who is responsible for any sort of employee benefits that could increase your 

motivation and job satisfaction?  HR department? Hotel manager?  

● What are the factors that keep you motivated and satisfied at your workplace? 

● Could you describe what role (if any) do the following factors play for you 

within the company? : 

 

Role (job) clarity (Training) 

Evaluation of reward systems   

Working environment (corporate culture, interpersonal relationships, 

workplace fairness, leadership style, career development)  

Evaluation of managers 

Organization Performance 

B. Application to practice and Improvement  

Managers  

● What are the specific tools and practices that you currently use (if there are 

any) to increase job motivation and satisfaction of front-desk employees?  
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● According to what or why did you choose your tools? 

● If there are some that have not been applied yet, what are the reasons for not 

using them? (Budget, leaders, HRM department, etc.)  

● Do you track or measure somehow whether the tools you are using are 

effective? (Evaluations, one to one meetings with employees, etc.) 

● What are the positive outcomes that come with implementing different 

motivation and satisfaction strategies? Have you noticed/measured any 

benefits after implementing the strategies you already have? 

● If there weren't any applied so far, would you consider adding some of them 

to your employee management? Why yes/not?  

● Do you have any plans for improvement in this area? If yes, what are they? 

● Is there anything you would like to add regarding this topic?  

 

Front-desk employees  

● What does the manager do in order to be aware of what are the things that 

keep you motivated and satisfied at work?  

● Do you have regular meetings/ evaluations with your manager or a person 

responsible for employee development to discuss these things?  

● What tools and practices are currently implemented to motivate you in the 

company and what do you think about them?  

● What positive outcomes do you feel in regard to your motivation and job 

satisfaction from currently applied specific tools/practices?  

● Do you think that implementing new/different practices would have an effect 

on your job performance, levels of stress, intention to work for the company 

longer, customer satisfaction?  

● What could be improved in regard to your job motivation and satisfaction?  

● Is there anything you would like to add regarding this topic?  

 

 


