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Transfor mational L eader ship and Restaurant Employees
Customer -Oriented Behaviours: The Mediating Role of
Organizational Social Capital and Wor k Engagement

Ahmed Mostafa
University of Leeds, U.K.

Abstract
Purpose: This study proposes and tests a sequential mediation madeich transformational
leadership engenders organizational social capital (OSChwihid¢urn, enhances customer-

oriented behaviours through work engagement.

Design/methodology/approach: The study’s model was tested using a sample of 229 floor
staff from 23 casual dining restaurants in the UK. Midtipource data was used where
transformational leadership, OSC and work engagement weré byt employees, while

employees customer-oriented behaviours were rated by ssqsrvi

Findings: The results of generalized multilevel structural equatiodelling provided support
for the proposed model and revealed that OSC and work engagesgeentially mediate the

link between transformational leadership and customer-eddrghaviours.

Originality/value: The study addresses calls for research on the link betiwadarship and
customer-oriented behaviours, and the potential mechanismgythevhich this relationship

may take place.

Keywords. Transformational leadership; Organizational social chpitéork engagement;

Customer-oriented behaviours; Casual dining restaurants



Introduction

Customer-oriented behaviours are the useful behavioursmployees directed towards
organizational customers (Bettencourt and Brown, 1997). Sebhviburs promote more
effective service delivery, enhance customer satisfaetm@whhelp the organization fulfil the
changing needs of customers (Bettencourt et al., ;208tg and Tang, 201ZTeng and
Barrows, 2009). In the recent years, customer-orientedvioema have gained increased
attention by scholars (Teng and Barrows, 2009). However,ftbet ®f leadership on these
behaviours is stilfinconclusive” and the process through which leadership behaviours could
influence customer-oriented behaviowsstill “ambiguous” (Auh et al., 2014, p. 558,559).
Accordingly, this study examines the relationship betweansformational leadership and
customer-oriented behaviours, and sheds light on the potaetdanisms through which this

relationship may take place.

Transformational leadership is generally regaratethe “most effective” form of leadership
(van Knippenberg and Sitkin, 2013, p. 2). Because of its effewss, this leadership style has
gained more attention by scholars than any other |daigestyle (Chuang et al., 2012;
Kovjanic et al., 2012). Prior studies have consistently redealat transformational leadership
encourages employees to “go the extra mile”, and motivates them to display behaviours that
are beneficial to the organization and its stakehol@otomley et al., 2016, p. 390). Drawing
on social learning theory (Bandura, 1986) and work engagethenties (Bakker and
Demerouti, 2008Kahn, 1990), this study proposes that transformational Ishigecreates
organizational social capital (OSC) which, in turn, enharmgstomer-oriented behaviours

through work egagement. Figure 1 presents this study’s conceptual model.



-Place Figure 1 Here

By examining the suggested model, this study contributes tietfaure in a number of ways
First, even though several studies have tested the gsex¢hrough which transformational
leadership enhances positive employee outcomes, thesilacalls for more research that
investigates the mediators of the link between transfoomeal leadership and beneficial work
behaviours (Aryee et al., 2012; Kovjanic et al., 2012). Thisasiyn because, as argued by
Yukl (1998, p. 328)there could be “a variety of different influence processes through which
transformational leaders influence followers”. This study responds to these calls and
illuminates the processes through which transformatiosadidrship enhances employee

customer-oriented behaviours.

Second, this study contributes to the OSC literature. OSGMeafewed as a resource that
reflects the character of social relationships witlhi@ drganization (Leana and Van Buren,
1999). In spite of its benefits to both the organizatiwhits members, very little attention has
been directed to how OSC could be fostered (Chuang €043 Mostafa and Bottomley,
2018; Parzefall and Kuppelwieser, 2012; Pastoriza et al., 2008¢uRaty, there have been
calls for research on “how individual managerial behaviours could facilitate social capital
development” (Pastoriza et al., 2008, p. 330). Therefore, by testing the fdi@osformational
leadership behaviours on social capital formation, thidysextends prior OSC research and
provides managers in the hospitality industry with guidaonce enhancing OSC in

organizations.

This study also contributes to the literature on the cason between transformational
leadership and work engagement. Work engagement represents eelaitell-state of mind

that reflects high degrees of intrinsic motivation (8alaa and Schaufeli, 2008). Even though



previous studies have shown that transformational leadessimpmportant predictor of work
engagement, there are calls for research on thetdtemderlying mechanisms through which
this relationship takes place (Aryee et al., 2@&sieux et al., 2015; Ghadi et al., 2013). As
concluded by Besieux et al. (2015, p. 13), the link betwesatsfiormational leadership and
work engagement ispaved with explanatory mechanisimghat could and need to be
addressedThe present study, therefore, contributes to researthignarea by testing the
mediating role of social capital on the link betweendfammational leadership behaviour and

employee work engagement.

Finally, in spite of the vital role played by frontlinenployees for superior service delivery,
very little attention has been paid by scholars to theiged and outcomes of work
engagement in frontline service jobs (Karatepe, 2011; &peat 2013a; Slatten and
Mehmetoglu, 2011). As stated by Karatepe (2013&33), “empirical research pertaining to
the antecedents and consequences of work engagement in frontline service jobs is still scarce”.
The present study fills this void by testing the proposedioakhips using a sample of floor

staff in casual dining restaurants in the UK.

Organizational Social Capital asa Mediator of the Transformational L eadership-Work

Engagement Link

Transformational leadership is mostly conceptualizedgs@p of interconnected behaviours
comprising idealized influence, inspirational motivationteliectual stimulation, and
individualized consideration (Bass, 1985). Idealized influence invaligpdaying respect and
trust to followers and helping them develop pride in the orgaoizanspirational motivation
involves articulating an appealing vision for the future and gériag subordinates to
undertake challenging tasks and achieve purposeful goals. Intellsttaalation involves

encouraging subordinates to question previously held presum@mhthink in new ways.



Individualized consideratioimvolves identifying and addressing followers’ individual needs
and helping them achieve their ambitions. Collectivelgséhbehaviours inspire followers to
act beyond self-serving interests and exceed their work &tjpes (Bass, 1985; Bass and

Avolio, 1990).

Work engagement is a positive motivational work-relatedesthat is comprised of three
dimensions: vigour, dedication and absorption (Schaufeli akdkds, 2004; Schaufeli et al.

2006). Vigour refers to experiencing high degrees of energy, fegrstsand mental resilience
while working; dedication means feeling enthusiastic about work aviddna sense of pride
in it; and absorption involves being concentrated and deeply ss&gtan work (Schaufeli and

Bakker, 2004).

Transformational leadership is believed to contribute to wetgagement because of its
inspirational appdaand motivational power (Tims et al., 2011). Transformatiteedership
stimulatesfollowers to “exceed their work expectations” (Bottomley et al., 2016, p. 392). It
satisfies followers’ higher psychological needs and develops their potential (Kovjanic et al.,
2012; Kovjanic et al., 2013Zhu et al.,, 2009 It also increases employees’ level of
identification with work and enhances their feeling thagythare making significant
contributions to the organization (Zhu et al., 2009). All tkidikely to lead to increased
satisfaction and involvement with one’s job and consequently higher levels of resilience,
intensity, and enthusiasm while working. In line with thassumptions, previous studies have
shown that transformational leadership is positively aatedt to work engagement (Aryee et

al., 2012; Tims et al., 2011; Zhu et al., 209

As mentioned before, research is needed on the mechahimugh which transformational

leadership influences work engagement (Aryee et al., 2012).sliny proposes that the



transformational leadership-work engagement relationsieéiated by organizational social

capital (OSC).

OSCiis the sum of actual and potential resources rooted inae#tips among individual
members of the organization (Leana and Van Buren, 1999alSapital consist®f three
dimensions which are highly interrelated: structural, i@fat, and cognitive (Leana and Pil,
2006; Nahapiet and Ghoshal 1998). The structural dimension relatée tcomnections
between organizational members, particularly the frequewth which they share
information. This flow of information helps create ampetitive advantage by facilitating
individual learning and enhancing cooperation and mutual acdolitytgdLeana and Pil,
2006). The relational dimension relates to the type of persoasibredhips individuals have
developed with each other through a history of interastidiahapiet and Ghoshal, 1998). One
of its key features is the level of trust among orgaiinat members (Leana and Van Buren,
1999). Trusting relations facilitate cooperative behaviourd alfow the transmission of
valuable information among members. Finally, the cognitive dimensiates to the shared
vision for the organization and the common goals thatdmveloped when organizational
members interact. Shared vision and common goals helgeceeasense of common
responsibility and collective action. As mentioned beftire three dimensions of social capital
mutually reinforce each other, where people who sharsaime values about work are likely

to have good relations and regularly share information @.aad Pil, 2006).

Bandura’s (1986) social learning theory could help explain the linkage between
transformational leadership and OSC. Social learning thezpyesents one of the most
important models for understanding human behaviour. It maimysts on the learning of
behaviours (i.e. how people learn behaviours) within $@oatexts. Social learning theory
posits that individuals can learn expected behaviourshsarving role models. The theory
further postulates that models high in prestige and powdikahgto have an influential effect
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on observers. This means that, because of their powiestatus in organizations, leaders could

influence followers through modelling (Brown et al., 2005).

Transformational leaders are known to be role modelsnwfadlowers respect, trust and
attempt to emulate (Carmeli et al., 2013). Because of ¢thed, concern and fair treatment of
subordinates, transformational leaders have good nesitijos with their subordinates. Such
relationships are supported by the richness of communicatiatyal trust and openness.
Transformational leaders promote cooperation, groupst@mmend friendship which, in turn,
result in stronger ties between group members (Burke, 20l6; Schaubroack et al., 2007,
Zohar and Tenne-Gazit, 2008). They also promote collectials gorommon values and shared
vision. Furthermore, they transform the “individualistic” self-concept of followers into a
“group oriented” identification with the objectives and mission of the group (Zohar and Tenne-
Gazit, 2008, p. 748). As a result of all this, and in line whdhassumptions of social learning
theory, followers will develop high quality relationshipsth their co-workers. They will
respect them, trust them, feel empathy towards them dedtbém constructive feedback so
as to successfully achieve group and organizational goalse Hssumptions are in line with
previous research findings which demonstrate that transframaateadership improves the
quality and frequency of communication between employesserks trustful relationships
between co-workers and enhances shared employee percéptmmset al., 2016Jung and
Avolio, 2000; Men, 2014; Zohar and Tenne-Gazit, 2008). Hencés proposed that

transformational leadership will contribute to the formabdsocial capital in the organization.

Hypothesis 1. Transformational leadership will be positively related to OSC.

High quality relationships within organizations, as iatkéel by social capital, have also been
identified as one of the key predictors of work engagefi@&men et al., 2011; Liao et al., 2013;

May et al., 2004). As proposed by K&(1990) work engagement theory, good interpersonal



relationships enhance work engagement by: (1) producing feelirggfedfy at work, where
employees admit mistakes and expose their true selvekes atithout fearing any negative
consequences, and (2) fostering a strong sense of bedozugd enhancing perceptions of the
meaningfulness of work. In addition, as suggested by the joamtts-resources model of work
engagement, social support from colleagues representsjaa jolb resource that helps
employees become more engaged in work (Bakker and Detne2008; Schaufeli and

Bakker, 2004).

Whilst previous studieshave not examined the association between OSC and work
engagement, there is some support fort the link betwetempersonal relationships and
employee attitudes within organizations. For instanegres et al. (2004) found that trust
relationships at the co-worker level were a significamdtor of constructive employee
attitudes. Also, Liao et al. (2013) found that high quality mefethips with co-workers

positively predicted work engagement. Accordingly, it is hiipsized that:

Hypothesis 2: OSC will be positively related to work engagement.

Based on the above arguments it could be concluded that @8 mediate the
transformational leadership-work engagement relationst@pce, the following hypothesis is

also proposed:

Hypothesis 3: OSC will mediate the relationship between transformational leadership and

work engagement.

Work Engagement as a Mediator of the Organizational Social Capital-Customer-

Oriented Behaviours Link

Customer-oriented behaviours refer to the specific behavaemonstrated by employees
during service encounters in order to increase customeraséitisf (Pimpakorn and Patterson,

2010). Such behaviours are generally viewed as a type of pabeaganizational behaviour
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directed towards customers (Bettencourt and Brown, 1997; BmefMotowidlo, 1986).
Employees displaying customeriented behaviours usually put customers’ interests first but
without excluding those of other stakeholders so as to hejmealorganizational efficiency

and effectiveness (Bellou and Andronikidis, 2008; Brief anddvallo, 1986).

Based on the social exchange view, it could be argued thaisQfeGitively related customer-
oriented behaviours (Bolino et al., 2002; Mostafa and Bdé&pm2018 Parzefall and
Kuppelwieser, 2012). When employees perceive that the oggianizreates an environment
in which they could trust, like and understand each othey, will be eageto “go beyond the
call of duty” and more inclined to display behaviours that support the organization’s social

structure (Bolino et al., 2002, p. 516).

This study proposes that the link between OSC and custoresteatibehaviours is mediated
by work engagementingaged employees are believed to be “service-minded and client-
oriented” in work (Bakker and Demerouti, 2008, p. 214). Two reasons may help explain why
employees with high work engagement are likely to displayomuest-oriented behaviours.
First, employees engaged at work usually experience poé$ialings such as joy, happiness
and enthusiasm. Such emotions cause individuals to be areative, outgoing, empathetic
and helpful to others (Bakker and Demerouti, 2008; Shantk,2043). Second, engaged
employees often experience good physical and mentahhg@sdkker and Demerouti, 2008
Schaufeli and Bakker, 2004). This enables them to perforim jotes well and display
proactive prosocial behaviours that help contribute to ozgtonal success (Bakker and

Demerouti, 2008; Karatepe, 2013a; Salanova and Schaufeli, 2008).

Prior research findings provide support for these assumptimas suggest that work
engagement is positively linked to behaviours that are not eehjfarmally as part of the job

but facilitate the psychological and social contextseh&f organization such as customer-



oriented behaviours (Christian et al., 2011; Karatepe, 2011tdfera2013a; Shantz et al.,

2013). Accardingly, it could be proposed that:

Hypothesis 4. Work engagement will be positively related to customer-oriented behaviours.

Hypothesis 5: Work engagement will mediate the relationship between OSC and customer-

oriented behaviours.

Method

Procedure and Sample

Data for this study was collected from a sample of daBamg restaurants floor staff and their
managers in the UK. Casual dining restaurants accounnfprd®o of the total foodservice
market in the UK. However, such restaurants are ingrgasi popularity among UK
consumers because they provide good food at a reasomablen @ pleasant environment.
Convenience sampling was used and restaurants were included habeir @ccessibility.
However, this means that the results a$ #tudy are not as representatasyesults based on

random sampling.

Two different questionnaires were used. The first collect¢éa ola staff perceptions of their
managers transformational leadership behaviours, organabtsmtial capital and work
engagement, lle the second collected data about the floor managers’ perceptions of their

employees’ customer service behaviours.

Thirty restaurants were contacted to take part in the stadyadh of these restaurants, ten of
the floor staff members were requested to complete the uestionnaire, and one floor
manager was requested to complete the second questiorDair@f the 30 restaurants
approached, 23 chose to participate. From 230 floor staff, 2Bfleted the questionnaires,

giving an effective response rate of 76.33%. Of the 229 respan@2:8% were male, 32.7%
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were under 20 years old, 59% were between 20 to 30 years old, aschtheder were above
30 years old. As regards to educatiéh 6% had a Bachelor’s degree, 10.5% had a Master’s
and 19.2% had completed A Levels. As for the length ofseiithe restaurants, 93.9% had
worked for less than 5 years in their restaurants anctheinder had worked for more than 5

years.

M easures

Responses to all the items in the questionnaire were Gpaint Likert scale wherein 1 =

“Strongly disagree” and 7 = “Strongly agree.”

Transformational leadershipifteen items developed by Podsakoff et al. (1990) were used in
this study to measure the different dimensions of transfbomal leadership behaviour.
Sample items are “My floor manager leads by ‘doing’ rather than simply by ‘telling’”
(idealized influence), “My floor manager inspires others with his plans for the future”
(inspirational motivation), “My floor manager has stimulated me to think about old prablem
in new ways” (intellectual stimulation) and “My floor manager behaves in a manner that is
thoughtful of my personal needs” (individualized consideration). Cronbach’s alpha for the

measures of the four transformational leadierdimensions ranged between 0.75 and .0.84

Organizational social capitatifteen items from Leana and Pil (2006) were used to measure
the three OSC dimensions (i.e. structural, relational,cagnitive dimensions). Sample items
are “Waiting staff at this restaurant have no hidden agendas or issues” (the structural
dimension), “I can rely on the waiting staff I work with in this restaurant” (the relational
dimension) and “Waiting staff share the same ambitions and vision for the restaurant” (the
cognitive dimension)Cronbach’s alpha was 0.81 for the structural dimension, 0.87 for the

relational dimension and 0.89 for the cognitive dimension.
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Work engagementifteen items from Schaufeli and Bakker (2003) were used touretse
three work engagement dimensions (i.e. vigour, dedicaimhabsorption). Sample items are
“At work, I feel bursting with energy” (vigour), “My job inspires me” (dedication) and “It is
difficult to detach myself from my job” (absorption). The alpha coefficient was 0.87, 0.85 and

0.81 for vigour, dedication and absorption respectively.

Customer-oriented behaviourBhe 6-item scale developed by Peccei and Rosenthal (2001)
was used to measure customer-oriented behaviours. A sépple “This employee often

goes out of his/her way to help customers.” The alpha coefficient was 0.86.

Controls. Prior studies have shown tlatmployee’s age and organizational tenure are likely
to explain why frontline workers may vary in their levefsvork engagement and customer-
oriented behaviours (Auh et al., 2014; Liao et al., 2018w et al., 2010). Therefore, these
variables were controlled for in the analysis to prevenemtial alternative explanations for

the findings (Carlson and Wu, 2Q12pector and Brannick, 2011).

Data Analysis

The analysis was in two stages. In the first, the measmt model was validated, whereas in
the secondbecause of the nested nature of the data, generalizetewallstructural equation
modelling (GMSEM) in Stata was used to teststhdy’s hypotheses (Anderson and Gerbing,

1988).

M easurement M odd Validation

The sample size in relation to the measurement itgeassrelatively small. Therefore, and to
minimize estimation problems, item parcels were used asaitwats of the latent variables in
the study (Bandalos, 2002; Landis et al.,, 2000). For the dimknhsional constructs
(transformational leadership, social capital and work gexeent), parcels were formed by

averaging the items measuring each dimension to keepiepienultidimensional nature of

12



each construct and maximize the parcels internal conesistkittle et al., 2002). Accordingly,
four parcels were created for transformational leduiershree were created for social capital
and three for work engagement. This is in line with previiusgies (e.g. Bottomley et al.,
2016 Karatepe, 2011; Kovjanic et al., 2012; Leana and Pil, 2006; Li,&Cl3; Salanova and
Schaufeli, 2008) in which transformational leadership, OSGvanll engagement were treated

as higher order constructs.

Following the recommendations of Kishton and Widaman (198#), parcels internal
reliability was assessed by Cronbach’s alpha, and dimensionality was estimated by conducting

an exploratory factor analysis (EFA). All the alphdues were between 0.75 and 0.89.
Furthermore, one component only was extracted for paotel and the variance explained
percentage was greater than 57% for all parcels. Acalydiall parcels fulfil the minimum

criteria for reliability and dimensionality.

For the unidimensional construct, customer-oriented behayithuee parcels were created by
averaging the highest loading items and the lowest loaiging sequentially so as to generate

balanced parcels and decrease the residual covariameeebehem (Little et al., 2013).

Then, the discriminant validity of the constructs was sse using confirmatory factor
analysis (CFA). The comparative fit index (CFl), the noaian square error of approximation
(RMSEA) and the standardized root mean square residual (SRMR) used to evaluate
model fit A CFI value of 0.90 or more along with RMSEA and SRMR valag0.08 or less

suggest good fit (Byrne, 2010; Hu and Bentler, 1999; Williams. 2@09).

The fit of the hypothesized four-factor measurement modeigtormational leadership, social
capital, work engagement and customer-oriented behavioussjaeal §? (df = 77) = 185.88
p < 0.01; CFl =0.930, RMSEA = 0.079 and SRMR= 0.049). Furtbez, as shown in Table

1, the hypothesized four-factor model fitted the data sigamifily better than other plausible
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models with less factors such as a three-factor moaehich work engagement and customer-
oriented behaviours were combiniactb one factor (Ay? = 403.37 Adf = 5, p < 0.01), another
three-factor model in which social capital and work engagenvere combined into one factor
(Ax?=63.14 Adf = 5, p < 0.01), a two-factor model in which transformatideadership and
social capital were combined into one factor and work engageand customer-oriented
behaviours were combinedto another factor (Ay? = 483.7Q Adf = 9, p < 0.01), and a one-
factor model in which all the variables were combingg? = 497.884 Adf = 12 p < 0.01).

This supports the distinctiveness of the variables us#einonceptual model.

-Place Table 1 Here-

Common Method Bias

To lessen common method bias (CMB) conceansumber of procedural steps was followed
such as including data from multiple sources, assuring medgmb anonymity and reducing
item ambiguity (Podsakoff et al., 2003; Podsakoff et al., 204&) because transformational
leadership, OSC and work engagement were measured from themance, the likelihood of
CMB influencing the associations between variables ieada ThereforeCMB was tested for
using the unmeasured latent method factor approadk.approach involved estimating a
measurement model in which the items of transformaltiteedership, OSC and work
engagement loadion both their theoretical constructs as well as awomfactor. This model
provided an acceptable fit to the datd (df = 897) = 2016.50, p < 0.01; CFI = 0.800, RMSEA
= 0.074 and SRMR= 0.06.7However, the average variance extracted by the confamor

was 0.28 which is less than the 0.50 threshold that hassoegested as indicative of the
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presence of method bias (Fornell and Larcker, 1981). HH&MB is unlikely to be a serious

concern in this study.
Descriptive Statistics

The means, standard deviations, correlations among varjaddeare root of the average
variance extracted estimates and the composite rdlabgdiimates are presented in Tahle 2
As argued by McCormack (1956), constructs could have very higlelatons and still

maintain distinct patterns of associations with otheriables. Therefore, even though the
results of the CFA showed that the study constructsliffiexent and distinct, the zero-order
correlations showed that they are correlated. As showalble 2, consistent with the research
hypotheses, the four main constructs (transformatioadelship, OSC, work engagement and
customer-oriented behaviours) were positively related. Threlations among the constructs

are not more than 0.80, suggesting that multicollineasitynlikely (Kline 2005).

The table also shows that the correlation between O8Qvark engagement was relatively
high (r = 0.78, p < 0.01). Therefore, to provide additionadl@vwte on the distinctiveness of
the study constructs, the square root of the variance tedrastimate for all constructs was
compared with the correlations between them (Fornellllaancker, 1981). As Table 2 shows,
the square root of the variance extracted for all coottrwas more than the corresponding
inter-construct correlations. This provides further evidehaeall study constructs, including
OSC and work engagement, are conceptually distinct fromagaeh. Finally, all composite
reliability estimates were higher than 0.75, which suggestshéanternal consistency of the

study constructs was also high (Bagozzi and Yi, 2012)

-Place Table 2 Here-
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Hypotheses Tests

As mentioned before, GMSEM in Stata was conducted to testyfiegheses so as to account
for the nested nature of the data. The intraclasslapbion coefficient (ICC) for customer-
oriented behaviours was only 0.04 and the F-value from the opexmaysis of variance
(ANOVA) was marginally significant (1.46, p<0.10). This indesthat there is some minor
between-group variance in terms of customer-orientedwelrs (Bliese, 2000). However,
the ICC values for transformational leadership, OSC and wngagement were 0.14, 0.21
and 0.16 respectively, which suggests that multilevel strdcegaation modellingis
appropriate for testing the study hypotheses (Muthén, 199ig, &eal., 2008). Figure 2

presents the results of testing thedy’s model.

-Place Figure 2 Here

As Figure 2 shows, transformational leadership was significamd positively related to
social capitalf§ = 0.797, SE = 0.105, p <0.01). Thus, hypothesis 1 was supporteiditinra
OSC was positively related to work engagemé@nt 0.757,SE = 0.133, p < 0.01), providing
support for hypothesis 2. Moreover, work engagement wasiyahgirelated to customer-
oriented behaviour3(= 0.315 SE = 0.152, p < 0.05). Therefore, hypothesis 4 also received

support.

The direct paths from transformational leadership to bottk\eagagement and customer-
oriented behaviours, and from OSC to customer-oriented bemaviere non-significant. The
indirect effects of transformational leadership on wemngagement, and OSC on customer-

oriented behaviours were tested using the nonlinear condmnafi estimators command

16



(nlcom) in GMSEM in Stata which estimates the magnitddéeindirect effect with respect
to the standard error of the indirect effect (Hayes, 26@3ly and Updegraff, 2017). The
indirect path of transformational leadership via sociglite& to work engagement was
significantly different from zerof(= 0.603,SE=0.121 p < 0.01), and the corresponding 95%
confidence interval (Cl) ranged between 0.367 and 0.840. Simitadyindirect path of OSC
via work engagement to customer-oriented behaviours was sighifica 0.239, SE=0.12],

p < 0.05), and the 95% CI ranged between 0.001 and 0.476. Thesgdisdggest that OSC
mediates the transformational leadership-work engagemelationship and that work
engagement mediates the OSC-customer-oriented behawdatienship, providing support
for hypotheses 3 and 5.

Discussion and Conclusions

There have been calls for research on the relatipmgtiveen transformational leadership and
customer-oriented behaviours, and the potential mechanismgythevhich this relationship
may take place. This study tried to address these calissbigg a mediation model in which
transformational leadership creates OSC, which, in temhances customer-oriented
behaviours through work engagement. Overall, the findings lexleéhat transformational
leadership is indirectly linked to customer-oriented behaviobreugh the sequential

mediation of OSC and employee work engagement.

Theoretical Implications

Besides contributing to the literature on the relationshipvdsen transformational leadership
and customer-oriented behaviours, this study also contributdse OSC literature and the
literature on the link between transformational leadersmibveork engagement. The findings
revealed that OSC played a key role in the link betweesftranational leadership and work

engagement as it mediated this relationship. Thus, tmanational leadership is related to

17



work engagement because of its influence on the develdprhencial relationships within
the organization. In fact, results revealed that alfi0%t of the variance in social capital was
explained by transformational leadership, suggesting that dramstional leadership is a
strong predictor of OSC. This finding is consistent withadearning theory (Bandura, 1986)
and confirms that transformational leaders are role lmodeom followers respect, trust and
attempt to emulate (Carmeli et al., 2013). It also providesesempirical support for prior
research suggesting that transformational leadership enhénecegiality and frequency of
communication between employees, fosters trustful reships between co-workers and
enhances shared employee perceptions (Jung and Avolio, 2000204€n Zohar and Tenne-
Gazit, 2008). OSC, on the other hand, was positively andgdyrazlated to work engagement
(B = 0.757), lending support to Kahn’s (1990) work engagement theory, which suggests that
good interpersonal relationships enhance work engagement ésageg feelings of safety at
work and fostering a strong sense of belonging. Furthegrtitiseconfirms one of the central
presumptions of the job demands-resources model; twel ssupport from colleagues
represents a major job resource that helps employeesngemore engaged in work (Bakker

and Demerouti, 2008; Schaufeli and Bakker, 3004

Moreover, the findings revealed that work engagementatetithe link between OSC and
customer-oriented behaviours. This suggests that the posfieets of high quality
relationships among individual members of the organizabiorthe useful behaviours of
employees directed towards organizational customers occwgthreork engagement. The
positive association between work engagement and custoiaatear behaviours confirms
that engaged employees are “service-minded and clientriented” in work (Bakker and
Demerouti, 2008; 214). However, it is important to note that #siscation was modest{R
0.12). Thus, despite the fact that work engagement is an impgntedictor of customer-

oriented behaviours, it is not at all the main predid®oevious studies have shown that factors
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such as psychological empowerment and organizational elieua also essential for the

promotion of customer-oriented behaviours (Auh et al., 20&dg and Tang, 2012).

Practical Implications

The findings of this research provide a number of prakitmplications. First, organizations in
the hospitality industry need to nurture the presencean$formational leaders. Specifically,
they should seek to hire supervisors who have the potentidisptay transformational
leadership as well as promote staff with useful qualdied skills related to this leadership
style (Chen and Wu, 201Patiar, and Wang, 2016). Organizations also need to put emphasis
on the development of supervisors’ transformational leadership skills. This could be achieved
through coaching interventions and training programs thptswgdervisors develop strategies
on clarifying their visions and understanding how to offer tontve feedback (Bass and
Avolio, 1990). In particular, action-oriented approaches ssatole playing can be useful in
this regard (Bass, 1999).

Second, organizations in the hospitality industry need temphasis on the development and
nurturing of social relationships between employees. #&qadly, an organizational culture
that emphasizes teamwork, shared learning and collective wokwed as essential for the
creation and maintenance of social capital (Leana\éd Buren, 1999). This could be
achieved through the implementation of employment practibat encourage stability in
employees’ relationships such as selecting employees with teamwork and interpersonal
abilities and skills, providing new employees with orieintatprograms that communicate
organizational values and culture, organizing social and laugelexchange events, investing
in teamwork and relationship-building training programs, jobiamagnd group compensation
(Parzefall and Kuppelwieser, 2Q1Rastoriza et al., 2008).

Finally, managers need to enhance employee levels of wgdgement as this is more likely
to result in behaviours that facilitate the psychologicdl sotial contexts of the organization
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such as customer-oriented behaviours. Besides social suppddtengagement could also be
enhanced by other factors such as task variety, autononpgveerment, the availability of
learning opportunities and performance feedback (Bakker and Deimeét008, Liu et al.,
2017). Managers could also ensure high levels of engagememichyting and selecting
individuals with an engaging personality such as those whocanscientious and self-
efficacious (Liu and Cho, 2018). They could also use engglogcognition programs together
with financial bonuses, profit sharing schemes and paiddffrieu et al., 2016). Furthermore,
maintaining a transparent, fair and equitable work environmatht fair promotional and
career opportunities is also viewed as important for thentien of engaged frontline
employees in the hospitality industry (Karatepe, 2013b

Limitations and Future Research Directions

The study has a number of limitations that need to be coedidEirst,this study’s Cross-
sectional design makes it hard to draw any conclusioostaiausality. Despite the fact that
the study model was developed on the basis of theory asithgx@mpirical research, studies
using experimental or longitudinal designs are requiredgiocausality. The second limitation
pertains to common method bias. This study attempted toaabethis limitation by including
data from multiple sources (transformational leader$h§C and work engagement were rated
by employeeswhile employees customer-oriented behaviours were rated byvagre)
However, to circumvent concerng common method bias, future research could collect data
on the variables at different point$ time. For instance, data on employee perceptions of
transformational leadership could be collected at Timendl, data on OSC perceptions and
work engagement could be collected at Time 2. The final liimitais related to external
validity. This study used a sample of floor staff inuadgining restaurants in the UK and a

convenience sample was employed, which makes the genéitithzof the findings limited.
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Future research in different contexts is required teerdehe the generalizability of the
findings

In spite of these limitations, this study has shown biodh OSC and work engagement play
vital roles in the relationship between transformatiolealdership and customer-oriented
behaviours. The study also provides a better understandinigeoconnections between
leadership behaviours, social relationships within organizaaod employee outcomes in the

hospitality industry.
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Table 1: Measurement M odels Comparison

Model x° df Ax? CFI RMSEA SRMR

1. Four-factor Model 185.877 77 - 0.930 0.079 0.049

2. Three-factor Model: combined WE and COB 589.249 82 403.372** 0.674 0.165 0.173

3. Three-factor Model: combined OSC and WE 249.013 82 63.136** 0.893 0.095 0.058

4. Two-factor Model: combined TSFL and OSC, ar 669.573 86 483.696** 0.625 0.173 0.176
combined WE and COB

5. One-factor Model: combined all four constructs 683.761 89 497.884** 0.618 0.171 0.123

Note: TSFL, transformational leadership; OSC, organizdtswaal capital; WE, work engagement; COB,
customer-oriented behaviours. Thg? is in relation to model 1
*p<0.01
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Table 2: Descriptive Statistics, Intercorrelations and Reliability Estimates

Construct 1 2 3 4
1. Transformational Leadership  0.70, (0.79)
2. Organizational Social Capital 0.69** 0.79, (0.83)

3. Work Engagement 0.60** 0.78** 0.83, (0.87)

4. Customer-oriented Behaviour: 0.18* 0.27* 0.32* 0.84, (0.88)
Mean 5.40 5.33 5.15 5.53
SD 0.69 0.82 0.84 0.92

Note:Sub-diagonal entries are the latent construct inter-ctmeta The first entry on the diagonal is
the average variance extracted square root and the seconfireparentheses) is the composite
reliability score.
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Figure 2 Generalized Structural Model Results



