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Abstract 
Human resource (HR) practices have been recognised as a key function 
in enhancing organisational productivity and competitive advantage. It has 
been noted that most studies that are based on the relationship between 
HR practices and performance indicators (e.g.,service quality) in hotels hide 
an important element that tells hoteliers which factors to concentrate on in 
cases of poor performance. Ourstudy aimed to examine the influence of 
HR practices on service quality in the Canadian hotel industry. This study 
seeks to investigate how HR practices (recruitment and selection, training, 
rewards and incentives, and internal career opportunities) help to improve 
the service quality. We used a qualitative method by establishing three sets 
of semi-structured interviews to obtain data from the top to the bottom of the 
hierarchy within hotels. We found that HR practices help in delivering high 
service quality. A key contribution of this study that it offers a workable definition 
of service quality and then a robust model for the relationship between HR 
practices and service quality that contributes to enhance knowledge of the 
causal relationship between them. In addition, our study contributes by 
identifying which HR practices a hotel could adopt to gain a service quality 
advantage in the marketplace. The data gathered for the proposed study may 
limit the findings' applicability to independent hotels that are not affiliated with 
international hotel chains. However, because of the low number of empirical 
research and the need to get a deeper knowledge of the link between HR 
practices and service quality, generalisation of the findings from the current 
descriptive-qualitative study is not a concern. Further research may include 
some control and context variables (e.g., hotel ownership type, position level, 
gender) that we did not include in this investigation. In addition, in the future, 
we recommend using mixed method (quantitative and qualitative) in order to 
come up with more generalisable results.
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Introduction 
The hotel industry is experiencing tremendous 
transformation in terms of the quality of its 
services and its response rate to the customer’s 
needs (Mokhtar and Sjahruddin, 2019). These 
improvements in the quality of services rendered in 
organisations generally depend heavily on the role 
of the human resources (HR) department, which 
controls the employee relations system (Abdul et al., 
2018). HR managers in the hotel industry are now 
placing a lot of emphasis on their HR practices to 
ensure service quality, and the decision to apply such 
a focus follows the core realisation that employees 
are vital to achieving a high level of service quality 
(Rahman et al., 2019).

Admittedly, a number of studies (e.g.,Ding and Yu, 
2021; Francis and Baum, 2018; Sebastiampillai and 
Holm, 2017)have carried out related research in 
recent times, but only a few of them have actually 
investigated the relationship between HR and the 
performance of their employees in delivering service 
quality as seen from the perspective of both the 
employees and HR managers. Nadda et al. (2014) 
investigated the relationship between HR practices 
and employees’ performance in British hotels.  
In addition, Al-Refaie (2015) examined the effects of 
HR on hotel performance using structural equation 
modelling and determined that there is a positive 
relationship between the variables. In addition, 
Zhang (2017) implemented a study on HR and 
performance in the UK hotel industry and found that 
there is a strong relationship between HR practices 
and service quality delivered by hotels. Therefore, 
the study serves as an extremely necessary line 
of enquiry given the importance of an effective HR 
department in an organisation.

There were approximately 8,178 hotel properties 
in Canada by 2016 (Willie et al., 2017). These 
hotel properties together provide approximately 
447,586 rooms and about 304,000 jobs. In 2015, 
the Canadian hotel industry reported around $18.4 
billion dollars in National Accommodation Revenue 
along with an additional $17 billion dollars from 
value-added services and an additional $8.1 billion 
dollars for all three levels of government (municipal, 
provincial and federal) including $3.6 billion to the 
federal government (Prud’homme and Raymond, 
2016).

The five-star hotel organisations in Canada are 
assumed to be of the highest quality. However, 
competition is very high and it is crucial to focus 
on service quality as a competitive advantage 
(AlKahtani et al., 2021).

The majority of research endeavours investigating 
the relationship between service quality and HRM 
have been conducted in the manufacturing industry 
and have shown that this relationship varies 
depending on geographical location, organisational 
culture and business industry (Pavan and Reddy, 
2017; Hennemann, 2019; Bai and Xue, 2020). The 
need to understand this relationship between service 
quality and HRM practices within a hospitality context 
– specifically within the hotel industry in Canada – led 
to this study’s research questions

Several researchers have attempted to identify 
the relationships between HRM practices, HRM 
outcomes and service quality; however, a gap exists 
with respect to identifying which practices shape 
the relationship between service quality and HRM 
(Amevor, 2019; Ahmed et al., 2020).

Globally, the management practices of HR in 
workplaces in the hotel industry have been reported 
to have had a negative impact on the performance 
of five-star hotels with regard to lowered the 
service quality and competitiveness of five-star 
hotels (Hewagamaet al., 2019; Tiago, Borges-
Tiago and Couto, 2020). The Canadian hotel 
industry is one of the fastest-growing sectors in 
the Canadian economy, and thus HRM practices in 
the workplace are significant in terms of sustaining 
the industry’s success (Wu, Wang and Ling, 2021). 
Taking into account the status of HRM practices 
in the workplace, it was found that there is a need 
for more effective compensation for employees  
(Sun et al., 2019) such as pay, training, employment 
security, status recognition, allowances and many 
other practices that determine the effectiveness of 
an employment relationship in work environments. 
According to Lin et al., (2021), compensation refers 
to financial rewards, tangible services and benefits 
workers receive as an outcome of their employment 
relationship. For this reason, we selected the 
practice of reward and incentives as one of the HR 
practices that needs to be investigated in this study 
and how it could affect the level of service quality.
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In addition, the majority of service quality research 
considered customer-centred (Bambale and Goni, 
2017). These studies mainly focus on investigating 
the customers’ perceptions of the quality of various 
services. However, our study takes a different 
approach by considering the employee’s point of view 
of the relationship between HR and service quality. 
Additionally, we selected three levels of employees 
(low-level, supervisors, and HR managers) to 
ensure in-depth and more accurate data is gained. 
According to Silva andMadushani(2017), perceived 
quality is different from objective or actual quality: 
a higher-level abstraction rather than a specific 
attribute of a product, a global assessment that in 
some cases resembles attitude, and a judgement 
usually made within a consumer’s evoked set. 
However, the academic debate around how to 
conceptualise service quality has not yet been fully 
resolved. Some researchers evaluate service quality 
based on the disconfirmation paradigm – that is, as 
a gap between the expected (desired) service and 
perceived service (Inoyatova, 2019). 

Despite the fact that the hospitality industry is facing 
many changes across the globe at a much faster 
rate than it ever has before, the expectations of 
guests, employees, stakeholders and organisations 
associated with the hospitality industry are increasing 
at a rapid pace. In order to meet these expectations, 
the hospitality industry is striving to keep up with new 
management styles, and innovations in technology 
and operational processes (Mansour, Aziz and Said, 
2018). 

Theoretical Background 
Service Quality 
Service quality definitions have differed from one 
professional researcher to another depending on 
the nature of the study as well as on individual 
understanding of the concept. Given this, the 
ambiguity of the terminology has necessitated 
further investigations, which aim to examine the 
concept broadly in a bid to shed light on its unclear 
perspectives (Ali et al., 2019). To begin with, various 
studies provide specific approaches that help in 
understanding the concept of service quality. For 
instance, in their analysis, Ali et al., (2021) advocated 
the distinction between the quality concept in 
either the goods sector or the service sector. They 
demonstrated that there exist significant differences 
between concepts depending on the sector or 

subject of reference. On the one hand, the concept 
of quality in the service sector corresponds to that 
of the goods sector in the sense that they both 
translate into increased profit margins and shares in 
the market as well as customer satisfaction (Lemy, 
Goh and Ferry, 2019). 

Further, the concept of service quality could also be 
viewed through the lens of customer perceptions 
and expectations of services. Primarily, businesses 
create services with their customers in mind. 
Given this, they expect that the final form of the 
service reflects the needs and requirements of 
their customers (Ogiemwonyi et al., 2020). For this 
reason, customer expectations and perceptions of 
the quality of the anticipated service play a significant 
part in maintenance and evaluation of service 
quality. While expectations refer to the image that 
customers anticipate receiving, perceptions are 
the actual judgements they pass on the service 
provider’s ability. Abbasi-Moghaddam et al., (2019) 
found that service quality increased with the 
increase in individual customer perceptions of prices. 
Afthanorhanet al., (2019) recorded an overwhelming 
response from clients following increased customer 
expectations because of the attractive, aesthetic 
appeal of official hotel websites. Understanding the 
quality of service as seen through the eyes of the 
guest is one of the most effective ways of figuring 
out the concept of service quality.

Service quality refers to the process of evaluating 
levels of customer satisfaction with the services 
delivered to them by a particular business or 
organisat ion (Ogiemwonyi  et  a l . ,  2020) . 
Boonlertvanich(2019) defined service quality as 
the mechanism through which businesses meet 
and surpass the expectations of their customers. 
It is noted that different studies conducted on 
this subject provide varying definitions of service 
quality. In any case, all these definitions seem 
to point towards a service provider’s struggle or 
commitment to ensure improved delivery of quality 
service, the main aim being to guarantee customer 
satisfaction (Ali et al., 2019). On occasion, the 
services delivered may not correspond adequately 
with the customer’s requirements and needs. In such 
instances, Ogiemwonyi et al (2020) opined, service 
quality is evaluated in terms of how it compares to 
the expectations of the individual.
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Hr Practices in the Hotel Industry
First, it is expected that these practices to boost staff 
attitude and so to achieve service quality are such 
that the quality of doing such practices represents 
a useful indicator for increasing the performance 
by employees. What is more, quality here refers 
to concentrating on how well these practices are 
performed (Nieves and Quintana, 2018). Second, 
the practices are in theory related to the general 
aim of service quality (Blayney et al., 2015). Third, 
these practices connect the most common practices 
in both the literature and organisational practice 
(Tiwari, Srivastava, and Kumar, 2019; Mat et al., 
2017). Certainly, other HR practices might have a 
role affecting service quality, but in this research 
they were considered to be of less direct relevance. 
It is widely agreed that service quality provided to 
hotel guests is ultimately determined by the quality 
of the employee, whose job plays an important role 
in shaping the customer’s experience of the service 
(Betts, 2020). In turn, the quality of the employee 
is undoubtedly determined by an organisation’s 
approach to the management and development of 
its workforce. For example, Raina and Kalse (2018) 
stated that a professional competitive industry 
endeavouring to deliver high international standards 
of service deeply depends on the education and 
training of its HR.

The Relationship Between Hr Practices and 
Service Quality in Hotels
Hotels, like other organisations in the service 
sector, constantly come under intense pressure to 
ensure customer loyalty in the competitive business 
environment. To beat this competition, hotels must 
put in place correct mechanisms that enable them 
to acquire new customers while striving to retain 
the old ones (Islam et al., 2021). Ultimately, such 
initiatives provide for the formulation of better 
hotel practices, improved service design and the 
delivery of superior services. Essentially, through 
its HR department, an organisation plays a central 
role in improving the quality of services it offers, 
which ultimately influences both its customers’ and 
employees’ levels of satisfaction (Wang et al., 2016). 
According to Ross (2017), HR is the lifeline of the 
service industry. The industry depends on discipline 
to provide grounds for the development of raw talent 
into the eventual product, which helps deliver quality 
service. While one may argue that employees are 

directly responsible for the provision of quality 
service in a hotel, it is also true that the performance 
depends on motivation, satisfaction and training 
provided by the HR that drives them to worker 
harder. For this reason, the present study suggests 
that HR practices are a significant determinant of 
service quality. Its contribution towards ensuring a 
high quality of service delivery in the hotel industry 
cannot be underestimated.

Employee Selection In the Hotel Industry
According to Jonah et al. (2019), employee 
resourcing aims to guarantee that the company 
acquires and keeps the individuals it wants and 
hires them effectively. The employee resourcing 
approach is involved in both the formulation and the 
implementation of organisational strategies. Baum 
(2016) investigated the challenges in employee 
supply in the hotel industry and he argued that 
hotels hang on to their high guest–staff ratio while 
simultaneously facing difficulties from a shortage of 
labour supply without being interested in increasing 
compensation. This issue could be a barrier to 
selection of qualified employees in the hotel industry. 
The selection of the best employees is a vital stage 
in achieving service quality in a hotel. Recruiting and 
selecting the right worker, who is customer oriented 
and a creative thinker and who can do the type of 
work required by the service quality philosophy, can 
assist in meeting that objective. As stated earlier, 
HR is primarily about linking HR to the strategic 
and operational requirements of the business. Su et 
al. (2016) supported this idea, asserting that good 
service is obtained when the types of employees 
a company actually appoints and the types of 
employees that customers desire to have serving 
them are matched. They further examined the 
match between employee and organisation. They 
discussed how the selection method is one of the 
most significant parts of HR, basically because it is 
not feasible to enhance the effectiveness of HR by 
any means if there is no satisfactory link. Without 
the necessary link between the employees and the 
organisation, it is difficult to attain a good return 
on any of the other investments in HR practices 
(Rahman et al., 2017). They also mentioned that 
in the past recruitment and selection have been 
predominantly concerned with allocating workers 
to particular jobs.
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Training and Development in the Hotel Industry
The environment of the hotel business depends 
hugely on the face-to-face delivery of service to 
customers by workers. As Lu et al. (2015) stated, 
these communications take place several times each 
day during the customers' stay, and are intentionally 
or unintentionally assessed by customers against 
their expectations. Therefore, it becomes crucial 
that each worker in a hotel is completely equipped 
to provide excellent service to the guests (Lin et al., 
2017). One technique for attaining this aim is through 
training and development. According to Dhar (2015), 
training is conducted to achieve a range of outcomes 
from educating, inspiring and rewarding to improving 
performance. Dhar added that to recognise the role 
of training, it is crucial to consider the training function 
in a logical manner. The training role is a processing 
system, transforming training requirement data, 
training expertise, training technology and untrained 
workers into an output of trained workers for diverse 
operational tasks. The role of training in enhancing 
labour standards becomes more vital when service 
quality is introduced to a hotel. Although training is 
crucial when pursuing service quality, training can 
cost a large amount of money and time. Ushakov 
et al., (2021) exposed how service sectors lagged 
behind other industries in their commitment to 
offering training to support quality management. 
Redman and Mathews added that even when 
training is employed, it is limited to middle-manager 
level, while lower-level workers are often ignored. 
Belias, Vasiliadis, and Mantas (2020) added that the 
nature of training has also been criticised. Training 
in Europe has been seen to tend to focus on tools 
and techniques, while in North America training 
focuses more on soft skills such as teamwork, 
communication skills and problem-solving. In this 
study, training practice will be examined in depth 
to confirm how Canadian five-star hotels provide 
their training and how the training could affect the 
quality of service.

Rewards and Incentives
According to Sobaih and Hasanein (2020), 
reward management is about how employees are 
compensated in accordance with their importance 
to a business. It involves both monetary and non-
monetary rewards, which form the total reward 
system (Silvia, 2017). The monetary rewards include 
both variable and fixed remuneration and employee 

benefits, while non-monetary rewards include 
recognition, honour, success and personal growth. 
Ashton (2018) argued that the hotel and tourism 
industry offers a poorer level of benefits compared 
to other industries. Sobaih and Hasanein (2020) 
expanded on this, providing several contributing 
issues. These are the large number of small hotels, 
variations in the level of hotel activity, cost pressures 
caused by rivalry, and vulnerability of workers, due 
to contractual status. It can be argued that these 
factors can be found in Canadian hotels. It can 
also be argued that low-level workers in Canadian 
hotels receive poor remuneration compared to 
other industries. Debating the reward system from 
a service quality perspective involves concentrating 
not so much on how a reward system could be 
settled as on the significance of this concern in 
sustaining the service quality. Rewards show 
workers that their efforts to achieve quality, their 
proficiencies and their judgement are important. 
Riemer et al. (2018) discussed the consequence 
of rewards in the effective employment of quality 
management by focusing on the schemes of these 
HR practices. Additionally, recognition has the same 
significant role in increasing employee satisfaction. 
Recognition could range from a simple verbal 
message to modest awards. Ashraf and Bandiera 
(2018) added that some examples of recognition 
could be acknowledgement of efforts made by 
employees in a meeting, or provision of certificates, 
or vouchers or trips to tourist destinations. Gogia 
and Soni (2017) recommended some tips for an 
effective reward system in hotels. They suggested 
that management should design the reward system 
in terms of aims, practices and potential incidents. 
The hotel must also communicate the details of the 
reward system for all workers to be aware, in order 
to evade concerns of unfair treatment. Furthermore, 
information should be kept and made available for 
reference about the delivery of specific types of 
incentives among workers. A successful reward 
system requires that an employee’s performance 
be sensibly compared to that of other employees 
doing similar tasks as a basis for determining levels 
of rewards. Finally, leaders should be trained in the 
skills of incentive evaluation as part of service quality 
management training programmes, and information 
on the reward system should be continuously 
clarified to new workers during their orientation in 
hotels.
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Internal Career Opportunities
Brien, Thomas, and Brown (2017) noted that internal 
career opportunities form one of the areas that HR 
underperforms in. Naturally, employees feel a sense 
of motivation when their employer shows interest in 
their individual growth and development in relation 
to their career path. Cassel, Thulemark, and Duncan 
(2018) suggested that employers should actively 
engage in development of their employees by 
providing opportunities that enable them to meet 
their career goals while achieving those of the 
organisation’s at the same time. As an essential 
HR practice, making internal career opportunities 
available to employees helps build their confidence 
in the future. Confidence enables them to commit to 
the organisation, thereby guaranteeing the provision 
of quality service. Within HR, the management of 
the employees and their careers can be explored 
from different perspectives. One can look at it from 
a selection and recruitment perspective, a motivation 
perspective, a training and development perspective 
or a promotion perspective. If one looks at it from 
the promotion perspective, one may then consider 
Pfeifer (2010), who studied a large German limited 
company that develops and produces innovative 
products for the global market. Pfeifer’s work was 
carried out in order to study and conduct analysis 
of the determinants of promotions with the help of 
efficient allocation of employees and the tournament 
theory. These approaches have been used in a 
number of different studies that try to find out why 
HR decides to promote employees internally. The 
tournament theory is present in an organisation 
where several employees compete with each other 
to get promotion, which would be a step up in the 
job hierarchy. In such cases, the person who gets 
the job is the winner and the prize is the upgraded 
wage (Pfeifer, 2010). The person who is promoted 
is not promoted on the basis of his/her performance 
level but on the basis of his/her performance level 
relative to the performance of the other employees 
so that others are given an incentive to perform 
better. One approach that can be used to promote 
workers is the allocation of resources, because 
that is not based on performance but is a measure 
of meeting the needs of the organisation in terms 
of employees. What this means is that there will be 
no competition between employees but if there is a 
need to promote an employee, that decesion will be 
based on the job antecedents of the given position 
(Almirall et al., 2014). 

In view of the need for the research and the gaps 
in knowledge that have been identified, a primary 
study question was established:

What is the impact of HR practicesonservice quality 
in Canadian hotels?

This study presents an overall approach for exploring 
the relationship between HR practices and service 
quality using empirical data from five-star Canadian 
hotels. In order to achieve this aim, three objectives 
have been highlighted:

Objective 1
Identify the HR practices that improve or impede 
service quality from the hotel staff’s perspective.

Objective 2
Identify the relationship between HR practices and 
service quality in hotels.

Objective 3
Develop a conceptual model that describes the 
relationship between HR practices and service 
quality for hoteliers.

The conceptual framework argues that using proper 
HR practices would achieve value for organisations 
in terms of service quality (figure 1). We argue that 
hotel staff behaviour in delivering high service quality 
results from using sound HR practices and will 
consequently ensure customer satisfaction.

Fig. 1: Research conceptual framework

Based on the existing literature on HR practices, 
and the main conceptual models of HR and service 
quality (e.g.,Nunkoo et al., 2021; Alom, Patwary, and 
Khan, 2019; Sobaih, 2018), the proposed model 
(see figure 1) provides an integrated framework 
that can shed light on which system of HR practices 
impacts on service quality. Given the main aim 
of the study, which focuses on the relationship 
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between HR practices and service quality, this 
model provides a framework for understanding the 
potential performance implications of HR practices 
and how they affect the level of service quality. The 
above model proposes that the perceived system 
of HR practices positively influences the level of 
employees’ performance, which in turn positively 
affects the level of service quality.

Method
Sample and Procedures
In the current study, we adopted the philosophy of 
interpretivism as its epistemological perspective; 
since it involves mainly qualitative data collected 
at different stages of the research to answer the 
research question and to achieve its aim and 
objectives. In this study, we used the qualitative 
approach as a methodological strategy to answer 
the research question and achieve its aim and 
objectives. For this study, we designed sets of 
interviews in order to get the perspective on 
relationship between HR practices and service 
quality from top to bottom within hotel organisations 
in Canada. They were semi-structured and face-to-
face and comprised of three sets of interviewees  
(6 HR Managers; 6 supervisors; 22 non-manager 
staff). We selected hotels with their similar 
characteristics to get a uniform sample profile 
data. However, qualitative research findings can be 
tentatively generalised to similar contexts only. All 
the three sets of interviews had the same contentto 
enable the observation of how HR managers, 

supervisors and non-manager staff agree or 
disagree in their perceptions of HR practices and 
service quality concept.The data for the study was 
obtained during interviews by notes writing and 
audio-recording. Besides, during the interviews, 
field notes were taken and at the same time the non-
verbal behaviour of the interviewees was observed. 
We stored the recordings electronically and the 
NVIVO 10 software enabled usto collect, organise 
and analyse the unstructured aspects of the data.

The interviewees of the study were employees of 
5-star hotels in Canada only, and more particularly 
from the British Colombia province as it is one of the 
most tourist attraction areas in Canada. In addition, 
the hotels are chain hotels, thus all of them following 
the same standards across Canada. Although 
interviewees acknowledged and agreed to the study 
results being published, we agreed to not disclose 
identifiable information that would directly denote the 
exact locations of the interviewees’ organisations - 
as per the confidentiality statement.

The hotels’ sizeswere similar - ranging from 365 
rooms to 413 rooms (343-401 full-time and 89-114 
part-time employees) and located in Vancouver, 
Richmond, Burnaby, and Victoria. We contacted 15 
five-star hotels. 6 of which accepted. The duration 
of interviews was between 60 to 90 minutes. We 
selected interviewees using purposeful sampling 
within the selected hotels of Canada.

Table 1: An overview of the investigated hotels

Hotel	 Location	 Type of Hotel 	 Size /	 No. of Full-	 No. of Part-
		  of Rooms	 No.	 Time Employees	 Time Employees

Hotel 1	 British Columbia, Vancouver City	 Business Hotel 	 376	 370	 100
Hotel 2	 British Columbia, Vancouver City	 Business Hotel	 402	 398	 111
Hotel 3	 British Columbia, Richmond City	 Resort Hotel	 413	 359	 114
Hotel 4	 British Columbia, Richmond City	 Business Hotel	 390	 401	 106
Hotel 5	 British Columbia, Burnaby City	 Business Hotel	 367	 351	 98
Hotel 6	 British Columbia, Victoria City	 Resort Hotel 	 365	 343	 89

An Overview of the Selected Hotels
Firstly, it was important for us to gain a good 
understanding of the hotels. As the research is 
deductive, any information gained from the field was 
potentially crucial to the study from day one (de Vet 
and Wauters, 2018). Secondly, this study aims to 

gain a broad view of service quality concept and its 
dimensions from a managerial, supervisor, and line 
staff approach utilising the multiple perspectives of 
participants (McKibben et al., 2020). Table 1 offers 
an overview of these hotels. We have not revealed 
the name of hotels and their specific addresses for 
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the purpose of confidentiality; however, the hotels’ 
sizes were similar. We selected these hotels as they 
are the most famous hotels in Canada and they have 
clear HR standards. 

Identifying Themes
The world according to McKibben et al., (2020) is 
something messy, and he himself is interested in 
the mess politics, the process of knowing mess and 
methodologies for knowing mess. He suggested 
simplicity will not guide us to recognise this mess but 
rather, in practice, research needs to be messy and 
diverse. Consequently, to enable the identification 
and extraction of relevant data from this messy social 
environment, it has been necessary for us to adopt a 
qualitative study research. Every piece of information 

gathered from the selected hotels was potentially 
crucial data and had to be included and considered.

Using Thematic Analysis
According to Belotto (2018) thematic analysis is 
a method for identifying, analysing and reporting 
patterns or themes within data. We chose thematic to 
represent this as research themes can be identified 
from the collected data. Additionally, it is proposed 
that by using this method, the data can be analysed 
without being simplified; allowing the underlying 
complexity to remain accessible.

As Vaismoradi and Snelgrove (2019), we followed six 
phases when using thematic analysis as it appears 
in Table 2.

Table 2: Thematic analysis phases

	 Phase	 Descriptionof the process

1	 Familiarising yourself with	 Transcribing data (if necessary), reading and rereading the 
	 your data	 data, noting down initial ideas.
2	 Generating initial codes	 Coding interesting features of the data in a systematic fashion 
		  across the entire data set, collating data relevant to each code.
3	 Searching for themes	 Collating codes into potential themes, gathering all data relevant 
		  to each potential theme.
4	 Reviewing themes	 Checking if the themes work in relation to the coded extracts 
		  (phase 1) and the entire data set (phase 2), generating a 
		  thematic ‘map’ of the analysis.
5	 Defining and naming themes	 On-going analysis to refine the specifics of each theme, and the 
		  overall story the analysis tells, generating clear definitions and 
		  names for each theme.
6	 Producing the report	 The final opportunity for analysis. Selection of vivid compelling 
		  extract examples, final analysis of selected extracts, relating back 
		  of the analysis to the research question and literature, producing 
		  a scholarly report of the analysis.

Fig. 2: The final conceptual model
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Results
Comparing to the primary conceptual framework 
(see figure 1), the collected data resulted in 
amending the primary conceptual framework by 

adding three more themes. These new themes 
are standards, job description and job rotation as 
appears in figure 2.

Fig. 3: The relationship between standards, HR practices and service quality

The Role of Standards for Improving Service 
Quality
Understanding standards followed for applying 
service quality helps in illustrating the relationship 
between HR practices and service quality. Figure 
3 was derived from the managers’viewpoints with 
regard to the relationship between standards 
followed for applying service quality, HR practices, 
and service quality.

Figure 3 illustrates how specific service standards 
followed by employees can act as links between the 
HR practices and service quality. These standards 
are generally established by each department of 
the hotel separately after the approval of the top 
management. However, in hotel organisations, 
where HR is an important department, the standards 
are established mutually by top management, heads 
of departments and HR leaders. The communication 
of service quality standards plays a significant 
role here - and it should do so at all hierarchical 
levels. Hence, HR leaders need to collaborate 
with top management and heads of departments 
to communicate service quality standards to all 
levels of employees throughout the five-star hotel 
organisation. It was also revealed that improving 
the communication of service quality standards 
among employees at all hierarchical levels positively 
affectsservice quality.

Relationship between the Job Description and 
the Service Quality
Job description plays the key role in understanding 
whether there is an actual gap in role clarity or lack 

of motivation which is ultimately causing the lack 
of service quality behaviour. Lack of job clarity is 
itself one of the demotivating factors.However, 
some employees tend to perform high standards 
of service either because of lack of job clarity or 
purely because of lack of intention and motivation. 
In addition, it is implied that lack of job description 
can negatively influencethe HR practices outcomes, 
from recruitment and selection to promotion systems 
due to employees not getting the clarity regarding 
what is expected of them and what are basically their 
job responsibilities. Most of the hotel organisations 
do not provide the written job description to their 
employees as they are informed verbally regarding 
their responsibilities and daily tasks. This causes 
lack of clarity among employees regarding their 
positions, and it also causes resentment among 
employees when they are assigned to additional 
duties. This can ultimately jeopardise any other 
HR practices and service quality issue. This is also 
one of the reasons which led us to include the job 
description question in the interviews in order to 
investigate the mediating impact of job description 
on HR practices and service quality. HR needs to 
provide formal job descriptions listing basic job 
responsibilities and additional roles and duties 
in order to make a positive impact on the service 
quality behaviour of employees. HR also needs to 
provide clear understanding the roles and duties of 
employees. The revised model implies that clear 
job descriptions have a positive impact on both HR 
practices and service quality. 
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Relationship between Job Rotation and Service 
Quality
The purpose here was to assess how three groups 
of employees described the job rotation in their 
hotels and how it positively or negatively affected the 
delivery of service quality. Job rotation is generally 
practised at non-manager employee level in the hotel 
industry. It is implied that proper shift management 
could have a positive mediating impact on HR 
practices and service quality. However, if employees 
are rotated without their willingness to be so, then 
job rotation would have a negative impact on other 
HR practices and ultimately on the service quality. 

Only few interviewees (HR1, HR3, FO2, W2) 
indicated that job rotation was practiced in their hotels 
and that is also particularly in some departments. 
The HR managers indicated that there was some 
form of job rotation even though it was not as what 
it was imagined as being. For example, the hotel 
ensures that the HR administrators are rotated in 
order to ensure that they have experiences in dealing 
with various HR issues. However, rotation between 
departments, like a member of the HR Admin staff 
being asked to work as a cook or a waiter does not 
happen. The non-manager employees indicated 
that job rotation in their five-star hotels was done to 
some extent because their hotel believes in providing 
quality services and each staff member is expected 
to be the best in his job. They indicated that their 
duties are rotated so that they could deliver their best 
services. For instance, sometimes, an employee’s 
duty of greeting the guestswas changed to making 
bookings on phone calls.This change is positive as 
employees get to learn new things.

However, the majority of interviewees indicated that 
job rotation was not practiced in their hotels (HR3, 
R2, FOS1, and FOS2). They also spoke mostly 
negatively, or at best, in neutralterms, about job 
rotation; thereby suggesting that job rotation would 
not affect the service quality. Some HR managers 
indicted that they did not practice job rotation at their 
hotels, neither did they really advocate it, for they 
claimed that in their hotels it was just not possible 
to rotate the employees without such a practice 
having a negative impact on service quality. For 
example, imagine having a waiter being asked to 
work in the HR department. It would not work and 
would negatively affectservice quality. Some non-
manager employees also shared similarsuch views. 

They averred that job rotation was not going to work 
in their hotel as in a five-star hotels the employees 
need to be trained on how they can do their own 
individual specific jobs so that they are able to offer 
customers high service quality. That requires the use 
of many resources and much time; and even then, 
theattainment of high levels of quality service are not 
guaranteed. Some employees do not even have any 
interest in being transferred to other departments, 
neither do they have time to learn theskills, which 
would allow them to fit into the new department.  
If employees are forced to rotate, they might quit, or, 
if they agree to the necessarytraining, may end up 
providing low quality service. In such circumstances, 
job rotation would negatively affect service quality 
as averred by some non- manager employees (R1, 
R6) while wasting many resources in both time and 
money. For these reasons, it cannot be practised 
in their hotels.

Evidence is provided regarding how the study 
has addressed each objective – this is detailed as 
follows:

Objective 1
Identify the HR practices that improve or impede 
service quality from the hotel staff’s perspective.

The findings of this study indicated that there is 
a strong relationship between recruitment and 
selection and service quality. The themes obtained 
from interviewees suggested that an established 
process from hiring to induction of new employees 
was an effective first step in ensuring that new 
people joining the organisation were aware of the 
service quality standards and expectations. The 
findings further indicated that recruitment and 
selection help in the hiring and selection of skilled 
people to deliver service quality. This suggested that 
recruitment and selection as an HR practice play a 
key role in service quality. This is in fact the first step 
in ensuring that employees are able to understand 
the expectations of service quality for five-star 
hotels in Canada. The findings of this study also 
indicated that there is a strong relationship between 
training and service quality. The themes obtained 
from interviewees suggested that employees are 
generally provided with on-the-job skills training at 
all levels. This training will eventually help them to 
acquire various skills to achieve the desired service 
quality outcomes. The findings of this study are 
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consistent with previous studies in the available 
literature. Training and on-the-job mentoring at 
Accor Hotel Group and Hilton Corporation were 
the heart of the knowledge sharing and creation 
policies adopted by these establishments in 
developing professional competences and effective 
teams (Alom, Patwary, and Khan, 2019). Training 
is an important HR practice for creating a business 
environment for high organisational performance: 
“Training positively impacts employee productivity, 
results in higher levels of employee satisfaction, 
increases an employee’s ability to perform tasks, and 
increases knowledge transfer among employees” 
(HR6). It is clear that dedicated time for workplace 
learning and job-related training is required for high 
organisational performance.

Furthermore, the findings of this study indicated 
that there is a strong relationship between rewards 
and incentives and service quality outcomes. The 
themes obtained from interviewees suggested 
that incentives and rewards motivate employees 
to perform to high standards of service quality. 
In addition, both monetary and non-monetary 
incentives and rewards are given to enhance job 
satisfaction and employee motivation. The findings 
of this study are consistent with previous studies in 
the available literature (Ashton, 2018; Silvia, 2017). 
Moreover, this study indicated that internal career 
opportunities are not a strong determinant of service 
quality in the hotel industry of Canada. The themes 
obtained from interviewees suggested that both 
external and internal hiring is done but preference is 
given to one or the other according to the expediency 
of the moment. In addition, while promotions are 
based on both performance and non-performance 
reviews within the same department, the same is 
not available for internal career opportunities in 
terms of employees moving from one department to 
another. This is further validated by employees not 
being rotated in their jobs. This relationship coincides 
with Tiwari, Srivastava, and Kumar (2019), as career 
opportunities might have an effect on ensuring 
quality of service.

Objective 2
Identify the relationship between HR practices and 
service quality in hotels.

Various factors contribute to the effectiveness of 
HR and influence service quality in multinational 

hotels in Canada. Based on a review of a significant 
volume of literature focusing on HR worldwide and 
in Canada, the main issue of “multinational hotel 
HR practices” can be divided into the following 
categories: “recruitment and selection, training and 
development, and rewards, incentives, and internal 
career opportunities”. Although these issues have 
been mentioned several times at all levels of the 
literature review (global, Asia and Canada), few of 
the studies have focused on multinational hotels. 
None of these issues has been tested at the 
multinational hotel level. Thus, the present study 
fills some of the gaps in the literature.

Recruitment and selection of the qualified and skilled 
employees in the Canadian hotels were the first 
practices that proved to have a direct link to service 
quality. This coincides with Zhang (2017) as they 
averred that recruitment and selection practices 
influence service quality.

The shortage of qualified employees creates a need 
for high-quality training programmes in various 
organisations, especially multinational hotels, 
which need higher-quality employees to meet the 
international standard. People in Canada favour 
employment in companies with adequate and 
advanced training and development programmes, 
which may offer them better career development 
opportunities (Ali et al., 2021). Controversially, 
companies may regard training as a waste of time 
and/or money. Some small hotels may not have 
enough capital to support their training. However, in 
terms of companies, training may increase working 
efficiency among employees and maintain high 
service quality. As previously discussed, service 
quality is one of the key factors in maintaining 
the competitive advantage of this people-oriented 
industry (Nieves and Quintana, 2018). Therefore, 
hotel companies must offer sufficient and proper 
training programmes because through training 
sessions employees may better fit into their 
positions, reduce the cultural gap, and become fully 
involved in Western-style multinational corporate 
cultures.

In addit ion to benefits and compensation, 
development opportunities are other major factors 
that may affect the turnover rate. Brands should 
offer sufficient orientation and on-the-job training 
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to help newcomers better adapt to the position and 
brand culture.

Recreational training, such as yoga and flower 
arranging, might bring more fun and a learning 
atmosphere to daily work. Another key strategy 
to retain qualified employees is to offer adequate 
development opportunities, such as cross-training 
in other properties or study in universities overseas. 
Mat et al., (2017) stated that formal leadership 
programmes, as well as on-the-job learning 
opportunities, have become important in attracting 
and retaining talent in Canada. Finally, only two of 
the managers interviewed claimed they have career 
plans for every new employee. For instance “ we 
always keep in mind that every employee needs 
to have career plan in place” HR3 and HR 5 said 
“ career plans exist for all workers …”. However, 
creating a clear career plan is an effective way 
to help employees become motivated. They may 
stay to grow with the company if they can clearly 
see their career paths. Betts (2020) contended 
that companies should build talent for long-term 
considerations instead of buying it for the short term. 
The findings of this study are also consistent with 
these findings.

The findings of this study indicated that rewards, 
incentives and internal career opportunities are 
important factors for influencing service quality. This 
also includes turnover and rotation. The findings 
of this study revealed that positive turnover, which 
means internal transfer, is positive for a company’s 
operation. However, negative turnover affects the 
turnover rate, increases hotels’ recruitment and 
training costs, and decreases productivity when 
co-workers leave. Therefore, negative turnover is 
discussed in the following sections.

Because the products that hotels offer to their 
customers are intangible services, employees 
who offer quality service directly can contribute to 
the advantage of their hotels (Raina and Kalse, 
2018). However, graduates (who might provide 
quality service) want rapid growth and may feel 
underestimated by their supervisors. They have 
claimed that they do not have opportunities for 
managerial roles (Belias, Vasiliadis, and Mantas, 
2020). Compared with other industries, the hotel 
industry has been listed as one of the lowest-
compensation industries and cannot offer its 

employees competitive compensation and benefit 
packages (Cassel, Thulemark, and Duncan, 2018). 
At the same time, hotel professionals who have a 
strong knowledge of English and management skills 
are quite popular with banks and other organisations. 
Furthermore, a lack of employee culture may be 
a potential factor motivating employees to leave 
the company for even a small increase in salary or 
elevation of position (Katou, 2016). As a result, high 
turnover may be the common issue that reduces 
productivity and the morale of other employees.

The hotel industry has been regarded as a 
low-income and high-workload service industry 
(Khuong, Mai, and Phuong, 2020). Therefore, fewer 
graduates enter the industry, thus aggravating the 
current situation. Presently, the most important step 
that five-star hotel management should consider 
is repositioning the industry and rebuilding the 
industry’s image, especially among the younger 
generation. Hotel professionals could make industry 
presentations in high schools, letting students know 
the reality of the hotel industry. Young people should 
know that there are a lot of opportunities in the hotel 
industry as it is among the fastest-growing industries 
in Canada. Talented people in the industry can 
move up much more quickly than in other industries. 
Hotels could offer talented employees opportunities 
for further study in universities overseas. Hotel 
professionals should try their best to establish 
a prestigious image of the hotel industry among 
young people. Therefore, when members of this 
new generation enter the industry, they will not be 
disappointed and leave immediately.

Objective 3
Develop a conceptual model that describes the 
relationship between HR practices and service 
quality for hoteliers.

Phase one identified the initial model based on 
the literature review and the hotels’ senior staff’s 
perceptions of the initial conceptual model (figure 
1). The initial model was developed from and 
composed of specific HR practices that have 
an effect on service quality. The model will help 
managers to manage service quality on the basis 
of realising the different service quality measures 
and the importance of integrating customers’ needs 
and expectations.
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Phase two confirmed and modified the initial model 
in the light of the comments and feedback gained 
from the selected hotel staff. The result was a 
revised model (see figure 2). Some new themes 
(such as standards, job descriptions and job rotation) 
were merged and all of them demonstrated the 
relationship between HR practices and service 
quality for hoteliers.

In light of the previous discussions, it can be claimed 
that all objectives required to answer the research 
question in this study have been met.

Implications
Theoretical Implications
Our study stated the need to present the intended 
HR practices of recruitment, selection, training 
and development, incentives and rewards, and 
internal career opportunities, all of which reflect 
the key practices related to service quality in the 
Canadian hotel industry. However, it was found that 
much uncertainty exists surrounding the concept of 
service quality in the hotel industry: its determinants, 
debates, and the relationship between HR practices 
and service quality. In particular, the literature was 
synthesised to reveal the importance of considering 
the qualitative approach in order to obtain a better 
understanding of the relationship between HR 
practices and service quality in hotels. The study 
explored the meaning and the value of service quality 
among hotel staff and to get to know the opinions 
of hotel seniors about the initial model constructs. 
The service quality dimensions that were identified 
and examined in this study have coincided with 
the current and relevant review of the literature. 
As a result, service quality has been defined as 
the manner in which employees use the available 
resources or information to provide a valuable result 
according to customer needs and expectations. 
Then the main determinants of service quality were 
developed and confirmed the multidimensional 
nature of service quality in the hotel sector in general 
and the difficulty of evaluating service quality in hotel 
operations.

Recruitment and selection of the qualified and skilled 
employees in the Canadian hotels were the first 
practices that proved to have a direct link to service 
quality. This coincides with Nieves and Quintana 
(2018) as they averred that recruitment and selection 
practices influence service quality.

The shortage of qualified employees creates a need 
for concentrating on training programmes in various 
departments in order to meet the international 
standard. Controversially, companies may regard 
training as a waste of time and/or money. Some 
hotels may not have enough capital to support their 
training. However, in terms of companies, training 
may increase working efficiency among employees 
and maintain high service quality. The hotel industry 
has been observed as a low-pay and high-workload 
service industry (Baum, 2016). Therefore, fewer 
graduates enter the industry, thus aggravating the 
current situation. Presently, the most important step 
that five-star hotel management should consider 
is repositioning the industry and rebuilding the 
industry’s image, especially among the younger 
generation. Hotel professionals could make industry 
presentations in high schools, letting students know 
the reality of the hotel industry. Young people should 
know that there are many opportunities in the hotel 
industry as it is among the fastest-growing industries 
in Canada. Talented people in the industry can move 
up much more quickly than in other industries. In this 
study, we found that there is a positive relationship 
between HR practices as a bundle (recruitment and 
selection, training and development, rewards and 
incentives, and internal career opportunities) and 
between the levels of service quality. Interestingly, 
many interviewees highlighted the role of job 
standard, job rotation and job description in 
improving the service quality. These practices were 
added later to the conceptual model (figure 1) and 
the final revised model was created (see figure 2).

Based on the findings of the study, it has been 
possible to refine what is meant by service quality 
and in doing so move towards a more accurate 
working definition as developed through this study 
and thus make another contribution to theory and 
literature in terms of the manner in which employees 
use the available resources or information in order 
to provide a valuable result according to customer 
needs and expectations. This service quality 
definition highlights the multidimensional nature 
of service quality and therefore provides a novel 
contribution to knowledge. Our study evidenced a 
conceptual model (figure 2) acting as a value stream 
mapping of specific HR practices and their effect on 
delivering high service quality. The current study 
model contributes to professionals understanding 
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and knowledge of the causal relationship between 
HR practices and service quality.

Practical Implications
The findings of the current study provide interesting 
and practical managerial implications for the hotel 
sector in general and for Canadian five-star hotels 
in particular – as investigated in this particular study. 
It is concluded that the final model we developed 
could be used not only for ensuring service quality 
but also for improving and managing HR practices. 
In the case of service quality decline, we found 
that the substantial impact of some HR practices 
could help improve service quality. The study holds 
several practical implications for hotel industry. First, 
a hotel could select workforces based on job-related 
characteristics, i.e. personality and job knowledge, 
resulting in the consistency of service quality. 
Thus, workers have a satisfactory understanding 
and uphold uniformity of service quality when 
communicating with customers. Second, employee 
perceptions of “training & development" and 
"compensation & benefits" will impact the perception 
of responsiveness of customers through service 
actions. Therefore, if hotels can provide workers 
with customer service courses and offer incentive 
rewards programmes, then the more likely workers 
tend to be supporting clients and assisting guests 
with issues beyond what is anticipated or needed. 
Third, in managerial HR practices, offering training 
and development activities to hotel employee is 
valuable and forms employee’ service behaviour. 
Hotels must pay particular attention to a systematic 
needs assessment, and rigorous assessment. In 
addition, if workers can expect their efforts to be 
properly rewarded, they are more likely to satisfy 
different customers’ needs. Finally, if workers were 
hired through sophisticated recruitment and selection 
procedures planned to screen out all but the very 
best prospective candidates, then the attention 
that the workers provided to their guests would be 
encouraged through the service behaviour. In a hotel 
service setting, superiors can inform candidates 
about the special service culture in hotel industry 
by recruiting and selecting, to appoint employees for 
the hotel, rather than for a certain job. Then workers 
might make greater effort to recognise customers’ 
need thereby improving customers’ perceptions of 
the “empathy” dimension of service.In addition, the 
findings of study provide solid reference data for 

hotel managers to reduce many employee-related 
costs by measuring their productivity and matching 
an employee’s salary with effort.

Understanding this relationship is very important 
for several reasons. First, by understanding the 
relationships between HR practices and service 
quality, managers may better improve service 
quality and therefore enhance the competitiveness. 
Second, understanding the relationship between 
HR practices and HR outcomes may contribute to 
the development of HR practices aimed at retaining 
competent employees and developing the employee 
capabilities required for high service quality. Third, 
by understanding the relationship between HR 
outcomes and service quality, managers can better 
attain HR outcomes such as highly competent 
employees, employees committed to learning, and 
higher levels of job satisfaction, thus achieving 
higher levels of productivity and in turn effectively 
meeting organisational objectives.

Limitations and Direction for Future Research
A major limitation concerned the qualitative study 
research design. The data collected for the proposed 
study may limit the generalisation. Consequently, the 
findings might not be applicable to other international 
hotel destinations or other hospitality organisations. 
However, generalisation of the findings from the 
current descriptive-qualitative study is not a concern 
due to the limited number of empirical studies and 
the need to gain an in-depth understanding of the link 
between HR practices and service quality. Further 
research may include some control and context 
variables (e.g., hotel ownership type, position level, 
gender) that were not included in this investigation. 
In this study, through a cross-sectional survey in 
the last phase, a number of models were tested. 
However, a longitudinal study is required to further 
explore the temporal dynamics of the resulting 
models. Also, in the future it is recommended to use 
mixed method (quantitative and qualitative) in order 
to come up with more generalisable results. 

Another limitation is related to the predetermined 
HR practices investigated in this study, which are 
recruitment and selection; training and development; 
rewards and incentives; and internal career 
opportunities. It may be useful to select more 
practices or different ones to investigate the 
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relationship with service quality. Future work on HR 
practices should include validating these practices 
with other individual HR constructs such as HR 
planning, job analysis and job evaluation.
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