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EXECUTIVE	SUMMARY	

Due to an increase in market demands for service-oriented output, the role of the frontline 

employees becomes increasingly important in order for organizations to stay competitive. They 

embody the external portrayal of the entire organization and are hereby conclusively influential for 

how customers judge the received service and the organization as a whole.  

Loosing employees, who represent the brand accurately to customers and have an inclination for 

delivering quality service, can affect the organizational revenue negatively. Employee turnover is 

not only expensive in terms of hiring and training – it also affects the overall employee morale and 

negatively impacts the service delivery and hereby the brand reputation.  

In order for organizations to retain their frontline employees, the aim was to investigate the 

underlying factors for employee commitment, as people make decisions based on noneconomic, 

psychological factors. This academic exploration was approached inductively, as the theoretical 

foundation was not obtainable for deductive, empirical verification. Theories on the noneconomic, 

psychological factors for generating employee commitment was explored and expanded throughout 

this thesis, with a methodological anchoring in the concept of generating external organizational 

citizenship behavior.  

It was found that an academic theoretical analysis of the frontline employees and the premises of 

their employment, gave a multileveled understanding of their noneconomic, psychological 

influential factors for organizational employee commitment. This resulted in a layered 

understanding of five different themes, influencing the perceptions, feelings and behavioral traits of 

the employees: HR activities, communication, leadership, culture & structure. These five themes 

where furthermore identified as interdependent on and affecting one another. The understanding of 

these connections was further developed into a conceptualized representation of how organizations 

can generate employee commitment. 

This representation is not only hypothesized to affect the employee turnover rate positively – this 

understanding of the frontline employees and their personal identification with the organizations, 

should furthermore positively impact the service delivery. 

Investing in understanding the frontline employees and the challenges of their organizational 

position should therefore help lower costs associated with employee turnover, both directly and 

indirectly, while simultaneously affecting the service-generated revenue positively.  	  
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FOREWORD 
 

Have you ever been to a restaurant and decided, even though the food was good, that you did not 

have a good time? Decided that you would not return and maybe even told your friends or made an 

online review about how bad this place was. This would then only have to do with the service you 

received.  

Well, have you ever had to be the one delivering exactly the service that is expected of you, even if 

you don’t know what it is? I have.   

 

My time working in the restaurant industry, both as a waitress and as a manager, has inspired the 

subject of this thesis. Throughout my master’s program, all academic theory has been put into 

perspective by practical experience and application. Especially the aspect of how important the 

frontline employees are for how customers perceive the entire organization. In present day, good 

food is not hard to find, but the reason that people choose any specific restaurant above others, is 

bound on what they receive beyond the food they pay for. It depends on the service they receive.  

 

Concluding my master’s program often generates questions in the category of ‘Are you going to get 

a real job now’? It is therefore exciting to be able to elaborate on the academic subject of 

understanding the frontline employees better, in terms of their job and motivational factors. The 

objective of my thesis is two-fold, as understanding the job of frontline employees should firstly aid 

in generating employee commitment, in order to minimize employee turnover. Secondly, this area 

of focus in turn can help generate both employee commitment as well as a better service delivery.  

 

The attempt to combine the academic foundation of my master’s program and practical experience 

was supported by conversations with the general manager of my restaurant. He inspired the idea of 

this thesis’ research area, through presenting actual operational challenges – minimizing employee 

turnover being one of them. Hereby came the idea of exploring noneconomic motivational factors 

for job retention.  
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1.	INTRODUCTION	

 

“Everyone takes poor service personally” (gq.com, 2011).  

 

Due to an increasing demand in all markets for servitization, the service aspect of any 

organizational operation needs increased attention (Wilson, Zeithaml, Bitner, Gremler, 2012). As 

“Some operations produce just products and others just services, but most operations produce a 

mixture of the two.” (Slack, Brandon-Jones, Johnston & Betts, 2015, p.12), delivering service 

quality is a competitive business imperative (Wilson et. al., 2012).  The service aspect is 

furthermore important, as it is currently very difficult to gain a strategic competitive advantage 

through physical products alone (ibid.). As services currently dominate the modern economy, all 

organizational strategies and implementations are to be considered in terms of their impact on the 

end customer (Wilson et. al., 2012).  

 

Customer-dominant logic perspective dictates that, the service received, is the customers’ 

experience of the service provided through a series of touch-points with the organization (Johnston, 

Clark & Shulver, 2012). Furthermore, “From a customer perspective, the difference between a 

mediocre and an excellent experience lies more often than not with the person who serves them 

(…). This person represents the organization and embodies the service.” (Johnston et. al., 2012, 

p.249). As the frontline employee most often is the only touch-point between an organization and 

the end customer, these individuals will most often embody the organization as a whole in the eye 

of the customer – they are the service, the brand and the marketers (Wilson et. al., 2012). In terms 

of operations, the frontline employees therefore hold a crucial role in generating customer 

satisfaction and by extension: revenue.  

 

As most organizations’ output today is a mixture between physical products and intangible services, 

hiring, training and developing frontline employees to deliver on organizational service promises 

has become a focus. Moreover, when the best frontline employees leave the organization, not only 

do the expenses associated with their training and development directly become a sunk cost (Berk, 

DeMazo & Harford, 2015), it can furthermore have negative impact on customer satisfaction, 

employee morale and the overall service quality, which eventually can impact the organization 

financially (Wilson et. al., 2012).  
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With the significant role frontline employees gradually have come to play for most organizations in 

modern economics, keeping the employees who deliver service quality should be key. Inspired by 

Jan Carlzon’s statement that “The customers and the employees are the only real valuable assets for 

an ongoing business activity” (Speakers Corner, 2012, 2min 23 sec.), maintaining employees should 

have the same priority as maintaining material assets (Speakers Corner, 2012).  

The question is therefore, how does an organization keep their frontline employees from leaving? 

 

1.1	RESEARCH	AREA	

 

Focusing on how to foster both employee commitment and the employees’ role in ensuring 

consistency of the organizational brand, internally as well as externally, is not an overlooked 

academic topic. However, academic literature focusing on the human and individual aspects of 

employee motivation and commitment has proven sparse, and practical exploration has mostly been 

conducted in Asia and the Middle East. The theory derived hereof cannot be extended uncritically 

to other national cultures, as a close relationship exists between national and organizational culture 

(Senior & Swailes, 2010). National cultural dimensions can affect the organizational culture in 

correspondingly different ways (Hofstede, 1991). In order to fully understand this subject, the 

empirical data gathering must therefore be done in within the national culture of analysis. 

As frontline employees, responsible for the organizational brand in the eye of the customer, are 

individual human beings, the mapping of motivational factors for both service delivery and 

organizational commitment should be focused on more than solely the superficial human level.  

 

It is necessary for organizations to recognize that, following behavioral economy, “(…) people take 

decisions based on social values, habits and noneconomic psychological factors” (Ertemel et al. 

2016, p.40), and that, with a heightened focus on the variability in human motivation factors, it 

should be possible for organizations in the service industry to improve their employee retention. 

This can be done through exploring the current academic foundation and expand by adding levels to 

the contemporary understandings of, how frontline employees become organizationally committed 

and indirectly making them want to deliver on service promises.  
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The forthcoming area of research will therefore be a study of the frontline employees and how to 

generate employee commitment, in order to reduce employee turnover rates.  

The research will focus on exploring and expanding available academic theory regarding frontline 

employees within the aspect of service-oriented organizations. The overarching area of focus is how 

to minimize employee turnover and the financial implications that follows, by focusing on the 

facilitators of employee commitment.    

 

1.2	RESEARCH	QUESTION	

 

This thesis will examine the topic of employee commitment with the aspect of consequently 

lowering the turnover rate amongst the frontline employees and simultaneously increase the level of 

service quality.  

As described in the previous section, the foundation for this thesis is the notion of exploring the 

noneconomic drivers, ensuring that frontline employees are both able and willing to continuously 

perform long-term. This will be done through investigating the concept of employee commitment 

amongst frontline employees on an academic theoretical level from a socioeconomic viewpoint. 

The navigating aim is to generate an understanding of how social processes can shape the 

organizational economy in the service industry 

 

The understanding of the research, as described above leads to the following research question, 

which will guide this thesis: 

• How can turnover be lowered amongst frontline employees through noneconomic factors? 

 

Answering the question above, will be steered by answering the following sub-questions: 

• How can employee commitment be generated? 

• What is the connection between the concept of identity and employee commitment? 

• What is the relationship between employee commitment and the service delivery? 

• How can it be financially beneficial to focus on the noneconomic drivers generating 

employee commitment? 
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1.3	THESIS	STRUCTURE	

 

 
	

FIGURE	1:	THESIS	STRUCTURE	
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2.	METHODOLOGY	

 

When developing knowledge within a field, the beliefs and assumptions of the author have a greater 

value for the process and final result, than necessarily acknowledged. In order to fully explore the 

field of knowledge in this thesis, these assumptions will be discussed in the following paragraph. 

This is done in order to ensure a thorough understanding of the axiological assumptions related to 

the analysis, results as well as their applicability.  

 

2.1	RESEARCH	PURPOSE	

 

The purpose of this thesis is to further the current academic methodology concerned with the 

noneconomic influencers of employee commitment and employee turnover in the service industry. 

Furthermore its purpose is to explore the subsequent connection between employee commitment 

and the final service delivery.  

The development of knowledge will be conducted through an exploratory study, as the aim is to 

“(…) seek new insights into phenomena, to ask question and to assess the phenomena in a new 

light.” (Saunders, Lewis & Thornhill, 2016, p.670). As employee commitment is a fairly broad 

phenomenon, exploratory is the best fitting approach, as the aim is to gain insight into and clarify 

the understanding of the challenge of minimizing employee turnover through organizational 

commitment.  

When possibly moving into further exploration regarding this area of research, descriptive studies 

will become applicable, when wanting to gain a precise profile of people and events.  

 

2.2	RESEARCH	PHILOSOPHY	

 

Since any research philosophy will be a reflection of how its author views the world, by extension it 

will affect the choice of method as well as the epistemological and ontological considerations made. 

Any research philosophy will thus relay the development of knowledge. 

 

The development of knowledge in this thesis will be approached with a philosophy of 

interpretivism. This approach has been chosen, as the research is concerned with the different 
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factors for generating employee commitment and retention; as well as the subjective understandings 

of what quality service entails. This philosophy will then furthermore affect the choices of method, 

as well as epistemological and ontological considerations  (Saunders, Lewis & Thornhill, 2016). 

This is due to the fact that “Interpretivism argues that human beings and their social worlds cannot 

be studied in the same way as physical phenomena, and that therefore social sciences research 

needs to be different from natural sciences research (…)” (Saunders, Lewis, Thornhill, 2016, 

p.141). The main reason to conduct such a theoretical development within the field of employee 

commitment is to move away from the understanding that this is a subject that can be approached 

with a universal methodology. As the themes of both service and human behavior are complex, they 

should be approached interpretivistically, in order to not be condensed to generalizations.  

 

Through this approach, only the aspects that are meaningful to the subjects, will be taken into 

account. Practically, this will be done as a symbolic interactionism, where meaning is seen as 

something emerging from the interactions between people (Saunders, Lewis & Thornhill, 2016). An 

axiological consequence thus is that the values and beliefs of the author will influence the selection 

and interpretation of theory. This will in turn affect the reliability of the final conclusions, as such 

an approach requires the researcher to obtain an emphatic standpoint and can therefore not be 

objective enough for the results to necessarily be repeatable under the same circumstances (ibid.). 

The consequences of this however will be more evident if conducting practical studies, as opposed 

to the theoretical method conducted in this thesis.  

 

2.3	THEORETICAL	RESEARCH	APPROACH	

 

When conducting research, some type of theory will be involved. The relationship between theory 

and research, and subsequently how the reasoning will be conducted, can be explained by two 

theoretical approaches: Deduction and Induction (Saunders, Lewis & Thornhill, 2016).  

The deductive approach is anchored in a theoretical hypothesis, often developed from academic 

literature, whereupon a research question is developed in order to test this hypothesis.  

Contrasting this is the inductive approach, where the aim is to explore an observed phenomenon and 

hereafter develop a theoretical basis making it possible to study the phenomenon and eventually 

develop the theoretical field (Saunders, Lewis & Thornhill, 2016).  
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A third possibility however is to collect data in order to explore a phenomenon in order to generate 

new or modify an existing theory, and then subsequently test the results through additional research. 

By this, the two approaches described above is somewhat combined, resulting in an abductive 

approach (Saunders, Lewis & Thornhill, 2016).  

 

The initial tactic for this thesis was to approach the subject deductively. The aim was to generate 

practical results regarding the link between employee commitment and turnover. However, as the 

project evolved, it became evident, that the necessary academic literature was not sufficient to 

conduct a theoretical falsification or verification. Furthermore, in order to obtain sufficient 

empirical data leading to conclusions regarding the long-term effect of employee commitment 

implementations would have on the turnover rate amongst frontline employees, a longitudinal time 

horizon would be required (Saunders et. al., 2016). The timeframe for this thesis, would not be 

optimal in order to generate reliable results.  

This resulted in the approach changing from deductive to inductive, as a result of the altered 

academic theoretical premise. Potential data collection has therefore consequently changed from 

having the aim of assessing propositions, to exploring an experienced phenomenon and identifying 

themes and patterns in order to create a useful framework. This framework could then subsequently 

possibly be tested, through a deductive approach in order to be verified.  

 

Further supporting the chosen inductive approach in this thesis is that a variation of this approach is 

an entirely theoretical thesis, where the academic literature represents the data collection 

(Ankersborg, 2011). Following the realization that there was not sufficient academic literature 

available, relating to the chosen theme of human aspects of employee commitment and its 

connection to both turnover and the service delivery, the objective became a full theoretical 

development.  

As it became evident how many different aspects and approaches were possible for this specific 

area of exploration, an entirely theoretical thesis was chosen, in order to be able to create valid 

theoretical conclusions, with a sound academic basis. The inductive approach is therefore most 

useful, in order to obtain the goal.  
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3.	FUNDAMENTAL	THEMES	

 

Working as a frontline employee has more aspects to it than meets the eye. In order to fully 

understand what motivates them and how an organizational commitment can be created, the work 

related parameters must first be examined. 

This will initially be done by reviewing what service is in itself, the dimensions of how customers 

judge the service they have received, as well as who the average frontline employees are as well as 

what their job entails. 

3.1	WHAT	IS	SERVICE?	

 

The term service will have a different meaning depending on the type of service being provided and 

therefore there is no single, complete definition of what service is (Johnston et al., 2012). However, 

simply put, “(...) services are deed, processes and performances” (Wilson et al., 2012, p. 5). This is 

due to the fact that, services offered are not necessarily tangible goods, which can be touched, seen 

and felt, but rather intangible deeds and performances (Wilson et al., 2012). Service involves the 

treatment of customers, or something belonging to a customer, and the customer is therefore 

included in the service delivery process (Johnston et. al, 2012). Judging the value of the service is 

therefore up to the receiver (Winston et. al., 2012).  

 

The traditional view of how services are different from physical goods, apply in four different 

categories (Wilson et. al., 2012): 

- Services are intangible as they are performances or actions and they can therefore not be 

categorized in the same manner as physical goods.  

- Services are heterogeneous meaning that “The employees delivering the service frequently are 

the service in the customer’s eyes (...)” (Wilson et al., 2012, p.16). The same service may 

consequently differ from day to day, as no employee or customer is identical.  

- Services are inseparable, as the customer is present while the service is being performed and 

they may thereby influence the service delivery themselves and possibly moreover affect the 

experience of others.  

- Services are perishable, as services cannot be saved, stored, resold or returned.  
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Due to the subject of service being heterogeneous and inseparable, what can be judged as quality 

service, from a customer perspective, will most often be based on the individual delivering the 

service, as opposed to the organization as a whole. This is due to the understanding that “(…) 

contact employees represent the organization and can directly influence customer satisfaction, they 

perform the role of marketers. They physically embody the product and are walking billboards from 

a promotional standpoint.” (Wilson et. al., 2012, p.250).  

All frontline employees hereby function as the point of contact between the end customer and the 

brand. They therefore factor greatly into customers’ assessments of the organizational brand and 

whether or not customers judge that, the service they received equaled the service promise (Wilson 

et. al., 2012).  

 

The concept of service is interesting as there are different levels to the final delivery (Wilson et al. 

2012; Hsieh 2018): 

1) Whether or not customers are satisfied with the service they receive, is a result on their 

expectations based on the service promises made by the organization. 

2)  Living up to the organizational promises is up to the frontline employee, due to the 

heterogeneity of services where the frontline employee represents the organization. 

3) The frontline employees must be enabled to deliver the service correctly by the organization, 

in order to live up the customer expectations. This aspect is conveyed through internal 

marketing, which will be reviewed further in section 6.1.1. 

The relationship between these three concepts of service can be presented as an adapted version of 

the service marketing triangle (Hsieh 2018). 

 
FIGURE	2:		THE	SERVICE	TRIANGLE	(HSIEH	2018)	
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3.2	DIMENSIONS	OF	SERVICE	QUALITY	

 

As services cannot be perceived by the same objective dimensions as physical goods, customers 

will instead judge the quality of service by different factors relevant to the context (Wilson et. al., 

2012). The service received will always be the customer’s experience of the service provided 

(Johnston et. al., 2012). Judging their perceived experience stems from the customers’ service 

encounters when they interact with the organization. Most often this judgment will be based on the 

performance of the frontline employees, since they are the brand in the eye of the customer (Wilson 

et. al., 2012).  

 

Parasuraman, Zeithaml & Berry (1988) developed one of the first methods to measure service 

quality as perceived by the customer. They identified five dimensions as being representations of 

how customers categorize information about service quality(Parasuraman et. al. 1988): 

1. Reliability: Delivering on promises 

2. Responsiveness: Being willing to help 

3. Assurance: Inspiring trust and confidence 

4. Empathy: Treating customers as individuals 

5. Tangibles: Physical representations of the service 

 

Due to these dimensions along with the heterogeneity and inseparability of service, frontline 

employees must be able to take on their customers’ perspective, in order to deliver quality service. 

Service-oriented organizations must therefore hire frontline employees based on their service 

competencies as well as service inclination – “The skills and knowledge necessary to do the job” 

and “(...) their interest in doing service related work” (Wilson et al., 2012, pp. 259). 

 

3.3	WHO	ARE	THE	FRONTLINE	EMPLOYEES?	

 

Frontline employees take on different roles while working. The following section is concerned with 

who the average frontline employees are and what their job is. Furthermore, the emotional demands 

of being in the service industry will be examined. This is to clarify how being a frontline employee 

can be challenging on multiple human levels.   
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“Many entrants are in their late teens or early twenties and have less than a high school education. 

Waiter and waitress jobs are a major source of part-time employment for high school and college 

students, multiple jobholders, and those seeking supplemental incomes.” (Truity.com, 2015). 

Considering the entry level, as well as the educational level required to become a frontline 

employee, it can be assumed that many do not see this as a desirable job. Contrarily, and often 

overlooked, this job requires a high level of empathy as well as other important personal qualities 

including great communication skills, being detail oriented and having physical stamina 

(Truity.com, 2015).  

Job descriptions depicting the responsibilities and requirements of a frontline employee, display a 

wide variety of required skills. These range from basic math, physical stamina, memorizing menu 

items and having a fundamental understanding of responsibility. It is furthermore described as 

requiring the employee to provide the perfect service experience for customers, consolidating 

service and increasing table turns as well as having excellent communication skills and being able 

to understand customer needs (topresume.com, 2018).  

 

Whether or not quality service has been delivered, is determined by the customer’s perception 

(Wilson et al., 2012). Therefore, when the frontline employee is the brand in the eye of the 

customer, delivering quality service means living up to the expectations of the customer, as 

promised by the organization, furthermore  “(…) the interaction between service employees and 

customers is considered an essential part of both customers’ assessments of service quality and 

their relationship with the service provider.” (Hennig-Thurau et al. 2006, p.58). Of the five 

dimensions which customers use to judge their service experience, three require the frontline 

employee to express an emotional involvement towards the customer-employee relationship: 

Responsiveness, assurance and in particular empathy. If the frontline employee fails to live up to 

the emotional requirements of their role in the service delivery, it may lead to the frontline 

employee emotional disengaging as well as an inadequate service performance (Anaza et al. 2016). 

Hereby, the term emotional labor becomes significant. 
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3.4	EMOTIONAL	LABOR	&	CONTAGION	

 

To deliver service that is deemed of high quality by the customers, the frontline employees must 

live up to and regulate the expectations and needs of each and every guest. This often means than 

they on some level, must become professionally emotionally involved with their customers.  

 

“Emotional labor refers to the management of human feelings by faking, enhancing or repressing 

emotional expressions for the sake of earning an income and/or promoting organizational goals” 

(Anaza et al. 2016, p.1471). In subtle terms, how frontline employees deal with emotional demands 

and their emotions while providing quality customer service (Anaza et al. 2016). Following 

Hochschild’s (2012) ideas, frontline employees have two strategies available when dealing with 

emotions in the service delivery: surface acting and deep acting.  

Surface acting refers to the frontline employee faking inner feelings by using facial and bodily 

expressions, whereby displaying expressions that may be contrary to their true state of mind are 

displayed (Hochschild, 2012). Deep acting contrarily refers to the frontline employee modifying 

internal emotions to match the external expression, thus displaying real emotions (ibid.). Managing 

emotions hereby becomes a part of the job demands, additional to the formal requirements.  

 

When addressing the role of emotions in service encounters, emotional contagion is another 

important subject to enlighten as this refers to the flow of emotions between the customer and the 

frontline employee during the service delivery. More specifically, how both parties are able to 

‘catch’ emotions displayed by the other involved individuals. This can occur at both a conscious 

and a subconscious level (Hennig-Thurau et al. 2006). 

At a conscious level, it is argued that individuals will compare their mood with that of others and 

adapt to the sender’s emotional level. During a service interaction, it should therefore be possible 

for the frontline employee to display appropriate emotions, in order to improve the perception of the 

service encounter. When applied in practice, this can be a strenuous job demand for the employee, 

as they are to surface act differently, according to their different guests continuously throughout 

their shift (Hennig-Thurau et al. 2006). 
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Through following job demand-resource theory (Anaza et al. 2016), job demands and job resources 

complement each other, in order to create an emotional balance for the frontline employees, when 

dealing with the job demands, including emotional labor. Job resources include having a mentor and 

an expressive emotional network. An emotional network signify the relationships within the group 

of frontline employees, which provides a place for them to express genuine emotions and concerns 

(Anaza et al. 2016).  

 

While working as a frontline employee, two different forms of pressure can arise: organizational 

pressure and customer pressure (Johnston et. al., 2012). As pressure can occur both from an internal 

and an external aspect, it is important to hire staff members who are better equipped to deal with the 

pressure and the stressful situations of the work.  

Organizational pressure is internal and stems from performance targets aimed at performance 

improvement. These predetermined performance standards may conflict with the actual service 

delivery, due to the unforeseen human aspect of the interaction as well as an incompatibility 

between supply and demand (Johnston et. al., 2012). 

In terms of customer pressure for the frontline employees, the service delivery is intense as they are 

always on display for the end consumer, and therefore can never relax. Additionally, there may be a 

gap between the guests’ expectation to the level of service and the level at which the employees are 

able to deliver (Johnston et. al., 2012; Winston et. al., 2012). With an increase in the contact time 

between the guest and the employee, the pressure to deliver also increases. This is caused by the 

prolonged time the employee is on display, though it can also be assumed that significance of the 

event for the consumer is higher (Johnston et. al., 2012).  

As customer pressure is evident in a variety of ways, this subsequently results in the frontline 

employee having to perform many roles for the guest, including: order taker, advice giver, brand 

maker, complaint handler as well as coach and trainer for new and inexperienced guest, in order to 

deliver the service, which the guest is expecting (Johnston et. al., 2012).  

 

Being a frontline employee is hereby evidently more than having the physical stamina and being 

able to memorize menu items, orders and time guidelines. The level of human understanding and 

empathy needed to deliver quality service is often overlooked and more strenuous than given credit. 

In order to retain the employees who are able to uphold standards, what creates motivation and 

dedication, are important factors to consider.   



	

	
20	

4.	IDENTITY	AND	THE	ORGANIZATION	

 

Since a general understanding of who the frontline employees are and what their job actually 

entails, has now been created, the next paragraph will focus on the different influencers that 

organizational commitment fundamentally are dependent on. This will be anchored in the article 

Building brand commitment (Burmann & Zeplin 2005). With the fundamental understanding of 

being a frontline employee, this will further be combined with the subject of generating 

organizational commitment. Initially the subject of identity, whether it is the personal, social or 

organizational, will be examined with regard to organizational commitment. Subsequently, it will 

be examined how employee commitment can lead to a better service delivery (Burmann & Zeplin 

2005).  

 

When conducting the academic research for this thesis, different approaches were interesting as 

well as applicable, though all descriptive or single leveled. Over the last four decades, different 

models and theoretical approaches have been presented, all focusing on how to measure and utilize 

the commitment and motivation of frontline employees. Simultaneously, papers focusing on 

internal marketing and communication, from the viewpoint of leaders as well as senior 

management, have been published.  

What these models have in common is their focus on different important emotional levels of how to 

motivate frontline employees in the service industry. The different levels of motivation are 

emphasized, however never combined. The frontline employees are furthermore often lost in some 

way, as these approaches often function as a resource for senior management, with the customer as 

the focus. The frontline employee becomes a tool to be tweaked in the process of increasing profit. 

Giving great service becomes a buzzword instead of trying to understand what quality service 

means and how to create it.  

 

When going back to the very definition of what service is, some aspects are therefore missing in the 

process. The fact that service is heterogeneous frequently makes the frontline employee the service 

in the eye of the customer (Wilson et. al., 2012). Furthermore, anchored in the five dimensions of 

which customers judge service, the frontline employee again represents the brand and the service 

(Parasuraman et al. 1988). 

This leads to the realization that the human factor is absent in these models and applications. 
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As previously stated, this thesis is inspired by practical experience in the restaurant industry. 

Through the course of this master’s program and its academic methodologies, it was interesting to 

recognize just how important the frontline employees are for a service organization. Especially one 

article emphasized the role employees have in ensuring the consistency of the brand identity 

(Burmann & Zeplin, 2005). It furthermore indicates that there is a need for focusing on the human 

factors affecting employee commitment.  

Exploring how internal brand management can lead to an organizational commitment and therefore 

both a lowering of employee turnover rate and indirectly a better service delivery, is the main focus 

moving forward, with an anchoring in the article: Building brand commitment: A Behavioral 

approach to internal brand management (Burmann & Zeplin 2005).  

 

In order to be able to expand upon the different themes of Burmann & Zeplin’s methodology, it is 

first necessary to review two fundamental concepts that are essential for organizations in the service 

industry.  

The first is the concept of brand identity being the core character of the organization as well as how 

it aims to present itself. In order to understand why brand identity is significant for generating 

employee commitment, the aspects of individual and social identity are included as well.   

The second concept is organizational citizenship behavior, which is the goal for how frontline 

employees can voluntarily contribute to the overall performance of the organization in addition to 

the expectations of their job.   

 

4.1	INDIVIDUAL,	SOCIAL	&	ORGANIZATIONAL	IDENTITY	

 

“(… ) all sources of brand identity are based on the decisions and actions of employees.” (Burmann 

& Zeplin 2005, p.282), 

 

A brand identity is the core character of the organizational brand: an internal angle before the brand 

is presented to external audiences, in this instance the customers (Black & Veloutsou 2017). Brand 

identity differs from brand reputation, which instead is derived from the perspective of external 

stakeholders or wider audiences (ibid.). Brand reputation will not be included as an area of research 

now, as the thesis’ focus is internally on the frontline employees and on generating organizational 

commitment.  
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Three versions of the identity concept are interesting when exploring employee commitment: The 

individual identity of each and every employee, the social identity and the organizational brand 

identity.  

 

“In postmodern terms, individual identity refers to the set of beliefs and evaluations people hold 

about who and what they are, their capabilities, values histories, roles and social relationships” 

(Black & Veloutsou 2017, p.417). Social identity as an extension hereof refers to how an 

individual’s identity fits into a given group and the individuals social relationships (Black & 

Veloutsou 2017). “According to SIT [Social Identity Theory] identity can be described along a 

continuum ranging from personal identity at one end to social identity at the other.” (Hogg & 

Terry, 2001, p.134).  

What is interesting for this subject is the concept of social identity, which stems from category 

memberships, in this context being a member of an organization. This type of membership is 

important as it also contributes to a person’s own identity (Hogg & Terry, 2001).   

Both individual and social identity is dependent on the interpretation of cultural symbols used to 

construct meaning (Hogg & Terry, 2001).  

Brand identity is defined as “(…) the core character of the brand and defines the brand. (Black & 

Veloutsou 2017, p.417). When applying these understandings of identity, the brand community 

identity becomes the shared social identity of the internal brand group, and the individual members 

must therefore to a degree depersonalize their individual identity, for that of the group (Black & 

Veloutsou 2017). In the case of brand community identity in reference to the workplace, this only 

happens for the specific amount of time when the individual functions as a frontline employee. 

 

How the different versions of identity are distinguished above, is a very apparent approach. When 

following these categorizations, the organizational and individual identities are two disconnected 

entities. It can furthermore be assumed that, while working, the employees are expected to 

depersonalize themselves in order to instead assume the social identity required of the group in the 

workplace, in addition to performing within the principles of the organizational brand identity.  

Following this mindset, this can be assumed to be a main reason for the high turnover of frontline 

employees in the service industry – the identity of these individuals is not consistent with that of the 

brand.  
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In order to generate employee commitment, the individual identity of an employee should fit with 

that of the social and organizational brand as well. If employees are not forced to abstain from their 

own identity, but instead integrate the brand and individual identity, this will subsequently result in 

organizational identification, which has been identified as a predictor of employee turnover (Wilson 

& Punjaisri 2011).  

 

This idea of linking the organizational brand identity and the individual identities of the frontline 

employees is the foundation for focusing on organizational and brand citizenship behavior. The idea 

is that if the frontline employees identify with the organization, then they will not solely be 

exhibiting the organizational brand identity when they are working. They will become ambassadors 

of the brand outside of the workplace and therefore go beyond the expectations of a frontline 

employee’s traditional role (Burmann & Zeplin 2005). These behaviors are not directly or explicitly 

acknowledged by the formal reward system of the organization but can, in aggregate, enhance the 

performance of the organization (Burmann & Zeplin 2005). 

Brand citizenship behavior then goes further and is a grouped construct, which describes a number 

of generic employee behaviors that enhance the brand identity both internally and externally 

(Burmann & Zeplin 2005). 

 

4.2	ORGANIZATIONAL	CITIZENSHIP	BEHAVIOR	

 

“(…) organisational citizenship behaviour refers to individual voluntary behaviours outside of role 

expectations (non-enforceable functional extra-role behaviours) that are not directly or explicitly 

acknowledged by the formal reward system, and which, in aggregate, enhance the performance of 

the organisation”(Burmann & Zeplin 2005, p.282) 

 

The theory review has portrayed the importance of the frontline employee in regard to the 

customer’s dimensions for judging the service delivered. The judgment is hereby for the overall 

evaluation of the brands commitment to promises. Following Morrison (1996), it is proposed that 

“The overall level of organizational citizenship behavior displayed by employees will have a 

positive impact on the quality of service (…)” (Morrison 1996, p.499). It will therefore positively 

impact the revenue of an organization in the service industry.  
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The department of Human Resources becomes vital when determining how the tone of the 

employee-employer relationship is established, as “The process of hiring and developing employees 

so that they become more valuable to the organization” is their main focus area (Business 

dictionary, 2017 HRM). In order for the relationship to be encouraging for employees to engage in 

organizational citizenship behavior, and therefore deliver higher quality service, the HR practices 

must establish three conditions: social exchange, identification with organizational objectives and 

employee empowerment (Morrison 1996). 

 

A social exchange relationship is based on trust and a common purpose, which is opposed to an 

economic exchange that is contractual in nature. Social exchanges are ill defined and happen 

without concern for direct and immediate compensation. A social exchange relationship has a 

greater long-term focus than an economic one (Morrison 1996). 

In order to foster organizational citizenship behavior, an employer-employee relationship needs to 

include both types of exchanges. This is due to the fact that there will be a greater sense of mutual 

trust as well as a long-term focus from both the employer and the employee. Onward this will lead 

to acts of citizenship behavior from the employee being reciprocated in the long run and employees 

will therefore perform these acts even though they will not be rewarded instantly (Morrison 1996).  

Following that organizational citizenship behavior is employee behavior that benefits the 

organization without immediate benefits, it is suggested that this behavior is more likely to be 

performed, if the employees identify with and share the organizational values and goals. That they 

identify with the organization. 

 

Employee empowerment can bridge the gap between employees being willing to engage in 

organizational citizenship behavior and being able to. As this type of behavior exceeds formal 

employee requirements, the employees must be enabled and encouraged to exercise initiative. When 

employees are empowered to make decisions and take initiative, it generates quicker responses to 

service failures, more enthusiasm and more employee-generated ideas for improving service 

(Morrison 1996). This is furthermore supported by Jan Carlzon (1985) who states that in order to 

perform, employees must have attention and recognition. Though, with empowerment and the 

added information needed in order to take initiative, this in turn demand that the employees also 

must take responsibility for the company and their own actions (Carlzon, 1985). 
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5.	BUILDING	BRAND	COMMITMENT	–	CHRISTOPH	BURMANN	&	SABRINA	ZEPLIN	
(2005)	

 

Generating organizational commitment is more complex than the simplicity of the general 

economic exchange relationship. As evident from the academic exploration, understanding the 

human aspects of the social exchange relationship has multiple emotional and psychological layers.  

Prior to having a strong brand externally, the organizational core must be sturdy – Identity precedes 

image (Burmann & Zeplin 2005). When following the methodological anchor for this theoretical 

expansion, the ultimate aim is to generate external brand citizenship behavior. However, through 

this approach, employee commitment is a tool for an external focus. In order to fully understand the 

concept of employee commitment, the anchor methodology of Burmann & Zeplin (2005) will 

function as inspiration for the upcoming expansion of understanding and connecting the human 

levels necessary to generating employee commitment.  

 

The internal form of brand citizenship behavior is the concept of organizational citizenship 

behavior. This is interlinked with employee commitment, as it is defined by how employees display 

behaviors outside their role in a classic 

economic exchange relationship (Burmann & 

Zeplin 2005; Morrison 1996). Employee 

commitment is key to creating brand 

citizenship behavior as this is “(…) the extent 

of psychological attachment of employees to 

the brand, which influences their willingness 

to exert extra effort towards reaching the 

brand goals — in other words, to exert brand 

citizenship behavior” (Burmann & Zeplin, 

2005, p.284).  
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5.1	COMPLIANCE,	IDENTIFICATION	&	INTERNALIZATION	

 

Brand commitment has been identified to having three non-interdependent driving forces, following 

Burmann & Zeplin (2005): 

1. Compliance – Adoption of certain brand identity specific behaviors, in order to gain rewards 

or avoid punishment.  

2. Identification – Acceptance of social influence from wanting to belong to the group 

determining the brand identity. This force relies on the brand identity being perceived as a 

coherent group identity.  

3. Internalization – Depicts how core brand values are integrated into one's self-concept as 

guiding principles for one's actions. 

All dimensions do not affect brand citizenship behavior in the same way though (Burmann & 

Zeplin 2005).  

 

In line with the three driving forces for creating brand commitment listed above, a match between 

the organizational brand identity and that of the individual employees is needed. However, as 

discussed in section 4.1, in order to fully generate employee commitment, depersonalization for 

frontline employees should not be done, and the driving force of compliance should therefore be 

avoided.  

Adopting certain brand specific behaviors can of course be necessary in order to perform in 

accordance with the organizational requirements for the job. Nevertheless, as “(…) organizational 

identification predicts cooperation, intrinsic motivation, contextual and task performance, lower 

employee turnover intent, job satisfaction and customer orientation, among others.” (Fuchs 2012, 

p.1), identification and internalization should be the main focus, when the intent is to generate 

employee commitment and hereby lover turnover rates.   
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5.2	MAIN	THEMES	FOR	GENERATING	EMPLOYEE	COMMITMENT	

 

Following the anchor methodology, brand commitment can be generated by three main levers: 

Brand-centered HR activities, brand communication & brand leadership, as well as a cultural and 

structural fit (Burmann & Zeplin 2005). 

 

  
FIGURE	4:	ORGANIZATIONAL	CITIZENSHIP	BEHAVIOR  

(BURMANN	&	ZEPLIN	2005,	P.286)	

 

As evident in Figure 4, generating brand commitment is a resource for furthermore having frontline 

employees engage in brand citizenship behavior. As already stated, this behavior is external and 

will not be explored further, as this thesis has an internal employee focus.  

In order to develop the themes further, each of the three levers will be reviewed within the scope of 

the original anchor methodology of Burmann & Zeplin (2005). This is to generate a fundamental 

understanding of the concepts within the three levers. 

Further, the three levers as well as the cultural and structural fits will be expanded, in order to 

represent the different layers of frontline employees noneconomic motivational factors.  
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5.2.1	BRAND-CENTERED	HR	ACTIVITIES	
 

As brand commitment behavior is dependent on a fit between the individual identity of the 

employee and the brand identity, HR activities becomes crucial – especially in terms of recruiting 

and selecting new employees with a high person-brand fit (Burmann & Zeplin 2005) This is in 

addition to evaluating the recruits’ service competencies and inclination (Wilson et. al., 2012).  

As well as the formal HR activities, such as hiring and training, informal activities like social events 

and mentors can help pass on crucial knowledge and hereby clarify the brand identity (Burmann & 

Zeplin 2005). 

The theme of HR activities will be further explored and expanded in section 6.1 

 

5.2.2	BRAND	COMMUNICATION	
 

The brand identity is something that all employees need to be consciously aware of in order to 

support brand citizenship. As it may not be recognizable for employees that everyone are 

responsible for the external brand, creating brand awareness through communicative efforts is 

important in order to further create an understanding of the brand identity concept and how it can be 

transmitted (Burmann & Zeplin 2005). A verbalization of the brand identity needs to be 

comprehensive as well as understandable for all employees on every organizational level. It has to 

accurately reflect the core character of the brand and simultaneously be memorable (Burmann & 

Zeplin 2005). It therefore has to be short and to the point.  

 

Communicating internally can be done three different ways: centrally, cascade or laterally. Central 

and cascade communication are formal types of communication, with information coming from an 

administrative point. Central communication is mostly applied by a push-principle from a 

communications department, where cascade communication is a traditional top-down style, with 

information coming from the top of the organization and being passed down through the 

organizational hierarchy (Burmann & Zeplin 2005). 

Lateral communication defines the informal form of internal communication. This form is 

conducted horizontally between employees regardless of their hierarchal position. Lateral 

communication is the most effective form, while simultaneously being challenging to managerially 
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control (Burmann & Zeplin 2005). This will subsequently be further explored and expanded in 

section 6.2. 

 

Alternatively, internal role models can be used to communicate the brand identity. This can help 

create an understanding of how the brand identity functions within the everyday routine for all 

employees. The advantage of this approach is furthermore that brand commitment will be upon 

identification with others on the same level, as opposed to adhering to guidelines imposed by 

superiors who may not know the challenges of the frontline employees (Burmann & Zeplin 2005). 

 

5.2.3	BRAND	LEADERSHIP	
 

When considering brand leadership, it is important to distinguish between the macro level, referring 

to the CEO and senior executives, and the micro level, referring the daily leaders handling the 

personal leadership throughout the organization (Burmann & Zeplin 2005) 

Internal branding will only be effective if it is supported on a macro level and it therefore needs to 

start from the top of the organization. It is furthermore important for people hierarchically high up 

in the organization to function as role models. For the service industry, being a ‘role model’ also 

means that superiors have to be able to function as frontline employees while upholding the 

standards set by themselves, since thoughtless actions and hollow statements can otherwise damage 

the brand identity internally. Thus, it is important that the CEO and senior management 

acknowledges that they have to adjust to the brand and not vice versa, as the customers interact with 

the brand and not the CEO directly (Burmann & Zeplin 2005). 

Leadership as an overarching theme will be explored and expanded further in section 6.3. 

 

As evident the anchor methodology solely focuses on the brand-aspect of each of these themes. 

However, each theme has a great impact on generating employee commitment, when they are 

explored as a whole. This process requires a wider approach though, as there are a variety of levels 

in each theme.  
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6.	EXPLORING	THE	THEMES	FURTHER	

 

The former paragraph is a short overview of the different levers as described by Burmann & Zeplin 

(2005). Brand-centered HR activities, brand communication and brand leaders, along with a cultural 

and structural fit, are the theoretical themes needed in order to create brand commitment, as 

depicted in figure 4.  

In the following paragraph, each of the five themes will be explored and developed theoretically, by 

adding and combining academic literature. The aim is to understand how each theme can affect the 

employees as opposed to the brand, in order to generate employee commitment and hereby lower 

the turnover rate.  

How the layers of the different themes are interlinked will be a subsequent paragraph.  

 

6.1	HR	ACTIVITIES	&	INTERNAL	MARKETING	

 

“(…) the best companies know that people are the foundation of greatness.” (Wilson et. al., 2012, 

p.257) 

 

Organizations are focusing more and more attention on improving service quality for their 

customers, and in doing so it is recognized that, the customer-oriented conduct of employees 

becomes critical (Morrison 1996). Due to the notion that, the frontline employees frequently in the 

eye of the customer are considered as the service, an organization needs to recognize that unless the 

employees are able and willing to deliver upon the service promises made, the customers will not 

return (Wilson et. al., 2012).  

The parallel can therefore be drawn that quality service must be provided to frontline employees, so 

that they themselves will remain in their job, as well as enable them to better serve the external 

customers. This approach is recognized as Internal marketing, as “The internal marketing approach 

to quality (…) highlights the importance of interactions not only between frontline employees and 

customers, but also between employees themselves.“ (Morrison 1996, p.495). 

Internal marketing is the aspect of keeping employees motivated to perform in customer-oriented 

and service-minded ways (Wilson et. al., 2012). There are different approaches considering how 

this is optimally performed, as this needs to be develop simultaneously with the development of 

service needs and demands. 
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6.1.1	INTERNAL	MARKETING	
 

“How an organization manages its human resources, establishes the tone and conditions of the 

employee-employer relationship.” (Morrison 1996, p.499) 

 

Internal marketing can prove to be a challenging discipline, as the intangibility and non-

standardization of service, makes it difficult to specify exactly all behaviors needed from the 

frontline employees (Morrison 1996). However, given the hypothesized importance that 

organizational commitment has on service quality, internal marketing is an important area to focus 

on, when improving the service delivery to fit with developing demands. Creating a context that 

encourages such behavior can be done through the organizational HR strategies for delivering 

service quality through people (Morrison, 1996; Wilson et. al., 2012) 

 

The idea of HR strategies as internal marketing, and thinking of employees as internal customers, is 

inspired by Jan Carlzon (1985) and further developed into practices of, how HR practices is a 

fundamental aspect of ultimately delivering service quality (Morrison 1996). 

As depicted by Morrison (1996), an organization’s HR philosophy and practices signifies the 

organizational core values and beliefs, with respect to how their employees are to be treated. The 

overarching argument matches, what has been identified earlier as necessary focus areas: 

organizational identification, social exchange employer-employee relationship as well as the 

understanding of empowerment, which is to be included later.  

Even though the general understanding of what is necessary from the employees in order for them 

to deliver service quality, the aspect of the different human levels that can affect this is absent in 

contemporary methodology. This approach will be done on an academically theoretical level, where 

a practical application is not the main area of focus, as in line with the methodological approach.  

 

An alternative approach to the same overarching theme of ensuring that frontline employees are 

both willing and able to deliver service quality, is the HR strategies for delivering service quality 

through people (Wilson et. al., 2012).  
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6.1.2	STRATEGIES	FOR	DELIVERING	SERVICE	QUALITY	THROUGH	PEOPLE	
 

Ensuring that frontline employees are both willing and able to deliver service quality requires a 

combination of HR strategies. These different strategies are combined, to ensure that how the 

employees are being met HR-vise, matches their developments needs, regardless of their 

organizational seniority. In this way the organization furthermore ensures that their employees 

consequently are able and willing to deliver service that matches the expectations of their customers 

(Wilson et al. 2012).  

 

In order to obtain the objectives above, the HR strategies must be organized around four 

fundamental themes (Wilson et. al., 2012, p. 258): 

1. Hire the right people 

2. Develop people to deliver service quality 

3. Provide the needed support systems 

4. Retain the best people 

These four themes combined is referred to as internal marketing concerned with ensuring that the 

brand promise is transformed by employees into reality, reflecting the espoused brand values that 

set customers’ expectations (Punjaisri & Wilson 2007). 

When following this approach, the four themes have independent focus areas. However, they are all 

fundamentally linked, as hiring and training employees to deliver service that matches the 

organizational identity and objectives, is necessary for operational purposes while also impacting 

employee commitment and hereby retention.  

 

6.1.2.1	HIRE	THE	RIGHT	PEOPLE	
 

Initially the focus needs to be on hiring the right employees for the frontline positions. Since skills 

and knowledge is equally important to their interest in doing service related work, applicants must 

possess both the relevant service competencies as well as service inclinations (Wilson et. al., 2012). 

In order to further organizational commitment, and hereby retain employees on a long-term basis, it 

is important that the organizational brand identity matches that of the applicant (Fuchs 2012).  

In order to attract applicants who have an identity matching that of the organization, as well as 

possesses both service competencies and inclinations, the organization needs to be the preferred 
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employer (Wilson et. al., 2012). This can be achieved through different methods, including their 

training protocol, career and advancement opportunities, as well as their external brand (ibid.). 

When considering whom the general frontline employee is, especially the significance of the 

external brand is an important notion. In order for employees to fully commit, the organizations 

need to be one that they are proud to be associated with (ibid.). Furthermore, as the internal identity 

is the foundation for the external reputation, applicants who are attracted to the brand, have a 

greater chance of organizational identification. 

6.1.2.2	DEVELOP	PEOPLE	TO	DELIVER	SERVICE	QUALITY	
 

In order to have frontline employees who are committed to the organization and who deliver quality 

service, continuous development is necessary. This includes facilitating the necessary training in 

both technical and interpersonal skills (Wilson et. al., 2012). Both these aspects of training are 

necessary, when incorporating the dimensions of how customers judge the quality of service they 

receive.  

In order for frontline employees to be assuring and reliable (Parasuraman et al. 1988), the technical 

knowledge is evident through operational procedures and product knowledge, which can be 

connected to their service competencies. The dimensions of empathy and responsiveness cannot 

necessarily be trained, as these are more a result of the frontline employees service inclinations. 

Nonetheless, they are an important aspect of training interpersonal skills.  

 

Employee development also includes empowerment, in order for the employees to better 

accommodate customer needs, matching the responsiveness and empathy dimensions of service 

judgment (Parasuraman et al. 1988; Wilson et. al., 2012). In order for employees to be empowered, 

they need the skills, tools, authority as well as the desire to serve the customer, in the manner they 

deem appropriate (Wilson et. al., 2012).  

Empowered employees can evidently affect the service judgment positively, but they can similarly 

cause organizational costs. Empowered employees can be expected to undertake more responsibility 

and therefore ask for a higher pay. It can furthermore affect the consistency of the service delivery, 

when the overall regard to customer satisfaction is up to the individual frontline employees’ 

perception, and the organizational procedures may therefore not necessarily be followed (Wilson et. 

al., 2012).  
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6.1.2.3	PROVIDE	NEEDED	SUPPORT	SYSTEMS		
 

In order for the frontline employees to be able to deliver the required service, customer-focused 

internal support and systems are a necessity (Wilson et. al., 2012).  

Operational processes throughout the organization need to be aligned, with the overall customer 

focus, in order to effectively support the frontline employees in their service delivery. It is here 

important to emphasize that it is not the needs of the employees that are in focus, but as they are the 

organizational brand in the eye of the customer, they must be provided with the best tools, in order 

to uphold the brand reputation.  

In order to perform well in the judgment dimension of responsiveness, technology and equipment 

can support the service process, in sense of whether or not the employee is able to deliver on service 

processes. In order for the frontline employees to perform efficiently, they need the right equipment 

(Wilson et. al., 2012).  

 

Measuring the internal service quality is moreover a way to encourage supportive internal service 

relationships (Wilson et. al., 2012), which collectively can function as an expressive emotional 

network, providing a place where the employees are able to express genuine emotions and concerns 

(Anaza et al. 2016).  

 

6.1.2.4	RETAIN	THE	BEST	PEOPLE	
 

Throughout HR practices, there is a tendency to principally focus on the aspects of hiring and 

training, which consequently can lead to long-term employees not feeling appreciated (Wilson et. 

al., 2012). This can consequently counteract the aim to minimize employee turnover as well as 

lower customer satisfaction due to the service delivery. A higher turnover rate can furthermore 

affect the organizational culture and hereby the overall employee morale (ibid.). 

 

Through following themes one to three, employee commitment is more likely, and employee 

retention should therefore be a result of these efforts. Combining the strategies explored above, how 

to retain employees is the concluding theme, as opposed to incorporating the approaches 

throughout.  
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6.2	COMMUNICATION	

 

“Communication is the key to success and its importance is recognized by some outstanding 

organizations.” (Johnston et. al., 2012, p.271).  

 

Communication as an overarching principle is complex and it is therefore difficult to objectively 

define it, as the understanding of it varies depending on the situation and purpose of communicating 

(Windahl, Signitzer & Olsen, 2009). Early definitions focused on a linear communication 

movement from a source to a receiver, whereas current conceptualizations are moving towards 

individuals participating in the communication process (ibid.).  

Two components are important to bear in mind when working with communication: The aspect of 

transmission and the element of mutuality and shared perceptions (Windahl et. al., 2009).  

 

6.2.1	COMMUNICATION	AND	IDENTITY	
 

Following the theoretical approach by Burmann & Zeplin (2005), the primary use of 

communication is in connection with brand awareness and brand identification amongst the 

frontline employees, mainly conducted through a top-down perspective. The main objective of 

internal communication from this focus is to ensure that all employees are consciously aware of the 

brand identity, as this is the core character of the brand (Burmann & Zeplin 2005; Black & 

Veloutsou 2017).  

 

Ensuring this brand awareness amongst frontline employees is especially important when 

remembering that they represent the organizational brand externally in the eye of the customer, and 

this representation needs to match what the organization wants to portray.  

In order to ensure a common understanding of the brand identity, a memorable verbalization of the 

brand identity needs to be formulated, so that it accurately represents all aspects – a brand value 

statement (Burmann & Zeplin 2005). This statement needs to function as a guideline for all 

employees in the daily operations, and it therefore needs to be easily memorable (ibid). In order to 

furthermore generate a practical understanding of the brand identity, employees who perfectly 

represent the brand identity can function as internal role models. These individuals can hereby 

influence brand commitment through everyday behavior amongst employees horizontally, as this 
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can help create an understanding of how the brand identity functions within the working routine for 

all employees (ibid.).  

 

How communication is used in connection with brand identity, is an important contributor to 

generating employee commitment, as it is hypothesized that commitment is highly influenced by 

organizational identification. Ensuring brand awareness continuously, can therefore aid this 

identification process long-term.  

 

6.2.2	CENTRAL,	CASCADE	AND	LATERAL	FORMS	OF	COMMUNICATION	
 

As stated in section 5.2.2, Burmann & Zeplin (2005) presents how internal communication is 

composed of three forms that need to be aligned: central, cascade and lateral communication.  

 

 
FIGURE	5:	THREE	FORMS	OF	COMMUNICATION:	CENTRAL,	CASCADE	AND	LATERAL	

(Burmann	&	Zeplin	2005,	p.286)	

 

 

A central department distributes central communication, with the push principle applied. This is 

generally written material, which will be distributed whether or not the target audience receives or 

reads it. Central communications goes straight from the communication department to the end 

receiver, without intermediaries (Burmann & Zeplin 2005).  

Cascade communication is in a general sense top-down communication, with the message starting 

out at the top of the hierarchy and then passed down the organizational ranks (Burmann & Zeplin 

2005). This form of communication is more time consuming, as well as having the risk of the 
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message changing due to subjective interpretation in the individual joints, in the chain of 

communication. However, it has the advantage that the sender can make sure that the message is 

actually received. Information will furthermore feel more relevant and credible for employees, if it 

comes from a direct supervisor as opposed to a distant communications department (Burmann & 

Zeplin 2005). 

 

Opposed to the two above, lateral communication is not an official form of communication. Instead, 

it describes the informal transmission of information between employees amongst all hierarchical 

levels of an organization (Burmann & Zeplin 2005).  

Lateral communication has proven to be the most efficient form of internal communication, 

although it being difficult to control and utilize for the organization and managerial purposes (ibid.). 

The power of this stems from the horizontal form, as information from peers is memorable and 

most likely to influence both decisions and actions of employees (ibid.). Internal role models can 

furthermore utilize the power of lateral communication both positively and negatively in terms of 

employee engagement and motivation.  

 

6.2.3	NON-VERBAL	COMMUNICATION	
 

As stated earlier, communication is dependent on the aspect of transmission and the element of 

mutuality and shared perceptions (Windahl et. al., 2009). When viewing communication in the 

aspects of transmission and how it is perceived, there is not necessarily only the verbal form of 

communication. Non-verbal communication also affects how a message is perceived.  

Most often logical processes act as rational justifications for emotional decisions that have already 

been made (Gorman, 2011).  

Emotional decisions are mostly subconscious and they are most often processed before any rational 

deliberations.  

 

This means that participants often perceive a message sent non-verbally, which activates certain 

emotional responses, before any verbal transmission. This hereby prompts a subconscious reaction 

before any verbal message (Gorman, 2011).  

This form of communication can be delved into even further, the basis for it though, is that body 

language forms the basis for the earliest forms of communication, making us able to instantly 
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distinguish between friend and foe (Gorman, 2011). The impact of nonverbal communication lies in 

what others believe the sender intends, and the perception of the message then guides a reaction 

(ibid.). 

It is imperative that the behavioral aspect of non-verbal communication is congruent with the actual 

verbal communication, as it can otherwise undermine employee motivation and furthermore be 

perceived as manipulative or insincere (Mayfield & Mayfield 2002). 

 

6.2.4	COMMUNICATION	AND	COMMITMENT	
 

“(…) communication is a powerful catalyst for establishing and sustaining trust, the emotional state 

that is shared by highly committed workers(…)” (Mayfield & Mayfield 2002, p.90). 

 

The theme of communication within an organizational parameter is often limited to leadership 

communication. As evident, there are different understandings of communication based on the 

influential factors of situation and purpose (Windahl et. al., 2009). However, in the aspect of 

generating employee commitment, leader communication is the needed aspect, as it “(…) is the 

bridge that transmits behavioral intent to employees, thus creating the foundation for trust.” 

(Mayfield & Mayfield 2002, p.90). Especially trust is the foundation for creating the necessary 

social exchange employer-employee relationship (Morrison 1996). It is possible to achieve 

employee loyalty through high levels of effective leader communication, which in turn is a 

leadership capability and can therefore be learned (Wilson et. al., 2012).  

 

 

Within this aspect of communication and commitment, it is important to emphasize that 

communication is concerned with transmission and the element of mutuality and shared perceptions 

(Windahl, Signitzer & Olsen, 2009). When moving away from the idea, that communication is a 

one-way process, then leader communication activities also include listening and understanding 

(Mayfield & Mayfield 2002). In order to fully obtain mutuality, the leaders must be receptive to 

honest and useful criticism from their employees (ibid.).  

Thus, communication is a key tool in generating employee commitment – if it is applied 

appropriately.  
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6.3	LEADERSHIP	

 

For the purpose of creating brand commitment, Burmann & Zeplin (2005) has incorporated brand 

leadership as opposed to leadership in general. However, in the process of understanding and 

mapping motivational factors, the overarching subject of leadership is more relevant, as this moves 

the focus away from branding and onto the employees. Since these individuals are continuously 

being presented as the brand for the customers, by focusing on the frontline employees the 

organization is indirectly investing in branding. This is due to the fact that the focus is on building 

brand commitment in respect to internal marketing and brand management. Though, the purpose 

here is to moreover develop an approach to the multileveled aspect of employee commitment and 

retention. The aspect of leadership will therefore go further than the sole focus of brand leadership.  

 

6.3.1	LEADERSHIP	VS.	MANAGEMENT	
 

For a while it has been debated whether or not leadership and management have been synonym for 

the same hierarchal position (Kotter 1997). Over time the relationship between the terms and their 

differences have become more apparent (Liphadzi et al. 2017), along with the understanding that 

well-performing organizations do not treat leadership and management as two extremes that 

contradict each other, but as two important dimensions that are interdependent (Kotter 1997). 

The main difference between the two can be reduced to the understanding that “Managers are 

people who do things right; leaders are people who do the right things.” (Gill, 2011, p.15). Here 

management is concerned with the processes for keeping the organization functioning well or 

controlling activities according to strategy (Kotter 1997). Contrarily leadership is concerned with 

creating vision, communicating that vision, getting people to believe in it and empowering them to 

act (Kotter 1997). 

In order for any organization to function as a whole, there is a distinct need for both aspects, 

however as this thesis is focused on the frontline employees and their organizational commitment, 

only leadership will be included. This is due to the focus leadership has on inspiring and 

empowering the employees.    
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6.3.2	LEADERSHIP		
 

Defining leadership is challenging, as the outcome is dependent on traits, processes, skills, 

competency, industry, organizational construct as well as methodological approach (Gill, 2011). A 

holistic definition though is that “Leadership is showing the way and helping or inducing others to 

pursue it. This entails envisioning a desirable future, promoting a clear purpose or mission, 

supportive values and intelligent strategies, and empowering and engaging all those concerned.” 

(Gill, 2011, p.9). When applying this aspect to the understanding of how important frontline 

employees are in the judgment of service, engaging and motivating employees is important in order 

to create commitment to the final goal.  

 

When following Burmann & Zeplin (2005), the most important usage of leadership, is that it is 

essential for the credibility and urgency of communications efforts. As earlier noted, they hereafter 

distinguish between the micro and macro levels of leadership and their different roles in supporting 

the credibility of internal communication as well as branding (Burmann & Zeplin 2005). When 

dealing with the macro level of leadership, hereunder most notable the CEO, it is important to 

ensure that this person does not become the brand, but that this is a separate entity (Burmann & 

Zeplin 2005). It is important that the brand develops and that the CEO then follows, so that the 

brand is not dependent on the CEO (ibid.).  

 

The focus subsequently moves onward to the theoretical effectiveness of transformational 

leadership when generating brand commitment (Burmann & Zeplin 2005). Transformational 

leaders’ behaviors influence the value systems and aspirations of individual employees as well as 

encourage them to prioritize the interests of the brand over their self-interests. Therefore, this is the 

sole leadership style included in regard to the brand (ibid.). Transformational leadership, as opposed 

to transactional leadership has shown significant impact on organizational commitment and 

citizenship behavior as well (ibid.).  

Lastly, the importance of employee empowerment is emphasized. It fits with the theoretical model 

that employees with brand commitment can and must be given more freedom. Employees will be 

given this influence based on their identification and internalization of the brand (Burmann & 

Zeplin 2005).  

 



	

	
41	

6.3.3	NON-VERBAL	LEADERSHIP	
 

As with communication, leadership can also occur in a non-verbal form. When judging a leader, 

employees most often look for two nonverbal signs: warmth and authority (Gorman, 2011).  

The non-verbal sign of warmth parallels whether or a leader is caring, where authority signalizes 

credibility, when the employees subconsciously judge their leaders. These two poles act as 

opposites, in the general understanding that a person cannot be both caring and authoritarian. Here 

personal bias often also plays a part in the judgment process (Gorman, 2011). This assessment of 

character happens simultaneously with a judgment of their verbal communication. Body language 

and nonverbal communication must therefore match, in order to be deemed trustworthy.  

 

6.3.4	LEADERSHIP	&	COMMITMENT	
 

For the purpose of generating employee commitment, the leadership on the micro level is most 

important to focus on, since these are the individuals whom the frontline employees see and engage 

with on a daily basis. These direct leaders are the ones directly showing the way towards an end 

goal and the ones who have the power to influence culture and communication as well as develop 

and empower their employees. As leadership is concerned with showing the way, an overarching 

definition should be fitting no matter the level. However, as this thesis is grounded in the aspect of 

the frontline employees, the way their leaders are showing may differ from that of senior 

administrative employees. The end goal is of course organizationally determined no matter the 

hierarchal level, although the path, strategies, and individual departmental and individual 

participation to this can have different milestones. The focus will therefore be on leadership on a 

micro level for the frontline employees.  

 

As the definition of leadership is dependent on a variety of different factors, so is the role of a 

leader and thus, many different models and tools have been developed to aid leaders with the 

optimal execution of an organization’s strategy, e.g. McKinsey’s 7S model (Kaplan 2005) and The 

Balanced Scorecard (Kaplan & Norton 1992). However, in the purpose of generating employee 

motivation and commitment, one approach seems better fitting: Six core themes and practices of 

effective leadership (Gill, 2011). This is an integrative model consisting of six different core themes 

regarding leadership, which has been constituted best practice on the basis of different research 
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results. This approach also follows the holistic definition of leadership, as it focuses on a vision, 

pursuing this and how to help others pursue it.  

These six themes are (Gill, 2011, p.101): 

1. Vision – Defining and communicating a valid and appealing vision of the future 

2. Purpose – Defining and communicating a valid and appealing mission or purpose 

3. Values – Identifying, displaying and reinforcing shared values that inform and support the 

vision, purpose and strategies 

4. Strategy – Defining, communicating and implementing rational strategies that are informed 

by shared values 

5. Empowerment – Empowering people to be able to do what needs to be done 

6. Engagement – Influencing, motivating and inspiring people to want to do what needs to be 

done. 

 

As opposed to other approaches to effective leadership, this model does not solely see the frontline 

employees as a means to an end. The employees are incorporated in the holistic idea of how to 

reach the organizational goals. This approach furthermore creates a sense of unity between the 

different themes of the overarching approach of this thesis, as it has the same basic elements as 

culture, communication and HR activities – Changing the focus from enabling employees to do 

their job, to creating engagement and shared perceptions and goals.  
	

6.4	ORGANIZATIONAL	CULTURE	

 

“Organizational loyalty is best nurtured when communication practices take place in an 

organizational culture that places high value on and engenders trust in employees.” (Mayfield & 

Mayfield 2002, p.90) 

 

In the anchor methodology, organizational culture was not introduced as a lever for generating 

employee commitment. It was however presented that organizational culture and brand identity 

need to fit (Burmann & Zeplin 2005). This view is fitting, when one focuses on the external effect 

of brand citizenship behavior. However, when shifting the focus to the employees, it becomes 

interesting to instead study the impact organizational culture can have on employee commitment.  
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Being a member of an occupation is not solely about one’s abilities and whether you are able to 

learn certain technical skills. It also includes adopting certain values and norms that defines that 

occupation. It includes adopting the organizational culture (Schein, 2010). The concept of 

organizational culture is abstract, and there is therefore no set objective definition of the concept. It 

points to invisible phenomena below the surface, which are still powerful in impact, though only in 

a subconscious manner (Schein, 2010).  

 

Even though organizational culture remains an abstract concept, several one-leveled models and 

theoretical approaches have been developed through time (Schein, 2010, p.14-16).  A dynamic 

definition of organizational culture is “(…) a pattern of shared basic assumptions learned by a 

group as it solves its problems of external adaption and internal integration, which has worked well 

enough to be considered valid and, therefore, to be taught to new members as the correct way to 

perceive, think, feel and behave in relations to those problems.” (Schein, 2010, p.18).  From this 

definition, organizational culture is furthermore defined as “as the totality of basic assumptions, 

values and norms that are shared by the organization’s members and transferred to new members, 

and that determine their perception, interpretation patterns, thinking, decision making and 

behavior.” (Burmann & Zeplin 2005, p.293) 

 

6.4.1	LEVELS	OF	ORGANIZATIONAL	CULTURE	
 

There exist two schools of thought on organizational culture; one proposing that culture is tangible 

and something that an organization possesses in the same way as a product. The other proposing 

that culture is intangible and acts as a ‘personality’ hidden beneath the surface of organizational life 

(Johnston et. al., 2012). Following along with Schein’s framework (Schein, 2004; Johnston et. al., 

2012), it is suggested that organizational culture has different levels to it, which generally gets 

divided into three: 

1. Artefacts: Visible organizational aspects of structures and processes. 

2. Espoused values: Strategies, goals, philosophies. 

3. Basic underlying assumptions: Subconscious, taken-for-granted beliefs, perceptions, 

thoughts and feeling.   

The different levels affect organizational members and customers in different ways.  
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As artefacts represent the physical evidence, this level of culture is included in the dimensions of 

which customers judge service quality: Tangibles. Customers will draw conclusions about an 

organization from the evidence of artefacts alone, without knowing the deeper cultural levels 

(Johnston et. al., 2012).  

 

The level of espoused values describes the strategies and beliefs of the organization. This level, 

referring to the conscious level of human interaction and thought, generally represents what an 

organization would like itself to be, rather than what it actually is (Johnston et. al., 2012). It is 

furthermore at this level that, a potential disconnect between brand value statements and the actual 

possible service delivery can become evident – the difference between aspirations and actuality. 

This cultural level moreover affects the reliability aspect of how customers judge service quality, as 

employees may or may not be able to deliver on the promises of an organization.  

Basic underlying assumptions refer to the ‘invisible’ aspects of culture; the beliefs and ways of 

working that have worked well in the past (Johnston et. al., 2012). Basic assumptions operate at a 

subconscious level and they are therefore difficult to identify as well as control. They become 

apparent when a change in the service concept may make sense at a rational level, but it moves 

employees out of their comfort zone and the change therefore meets resistance at a subconscious 

level (Schein, 2010). This subconscious part of an organization’s personality is often key to 

understanding its culture fully (Johnston et. al., 2012).  

 

As defined in the model by Burmann & Zeplin (2005), in order to create brand commitment, there 

needs to be a cultural fit. It could be believed that the fit in question is a cultural fit between 

employees and the organization. However the focus is on a brand identity-culture fit (Burmann & 

Zeplin 2005). This is due to the recognition of the influence organizational culture has on the 

individual employees and the need for these to accept the organizational identity (ibid.).  

As stated, an organization’s brand identity is the core character of the brand, as an internal 

perspective before the brand is presented to external audiences. A strong brand identity embodied 

by the employees, is furthermore based on values that are congruent with those of the corporate 

culture (Black & Veloutsou 2017). Coherence between brand identity and culture is therefore a 

necessity, especially when focusing on generating employee commitment.  
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Furthermore supporting the understanding that the organizational brand identity and the 

organizational culture are closely connected, is the philosophy that “Organizational culture is not 

just another piece of the puzzle. (…) a culture is not something an organization has; it is something 

an organization is.” (Senior & Swailes, 2010, p.134) 

 

The notion of the need for a cultural fit is therefore not as simple as that. Different interpretations of 

organizational culture mostly include the understanding that it includes shared mental assumptions 

that guide interpretations and actions for actors in an organizations (Ravasi & Schultz 2006; Choi et 

al. 2015; Burmann & Zeplin 2005). The important role of the frontline employees is thereby again 

stressed.  

Within the service industry, the frontline employees do not only embody the brand for customers, 

they are also vital in affecting the brand and developing the culture. It is therefore even more 

important to recognize the role played by them, since a strong brand identity, embodied by the 

employees, is based on values that are congruent with those of the corporate culture.  

 

6.4.2	SERVICE	CULTURE	
 

All organizations have a corporate culture – an understanding of ‘how we do things around here’ 

(Johnston et. al., 2012). For a customer- and service-oriented organization, this culture should 

furthermore be “(…) where an appreciation for good service exists, and where giving good service 

to internal as well as ultimate, external customers is considered a natural way of life and one of the 

most important norms by everyone.” (Wilson et. al., 2012, p.247). 

This distinctive type of organizational culture is special for organizations with a distinctive service-

output, which requires attention in addition to the physical product. The organizations need their 

organizational culture to be a service culture (Wilson et al. 2012). 

 

Frontline employees who can identify with understanding that “(…) good service is ‘a way of life’ 

and comes naturally” (Wilson et al. 2012, p.247) will be a good fit with organizations with a service 

culture, long term. Whether or not a person will identify with this understanding, is a result of 

personal service inclinations. 

Developing and maintaining a service culture is not an easy task, as it has the same necessities as 

any organizational culture – “(…) it takes years of consistent, concerted effort to build and sustain a 
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service culture and to shift the organisation from its old patterns to new ways of doing business.” 

(Wilson et al. 2012, p.248). Throughout the effort to build and sustain a service culture, there still 

needs to be coherence with the brand identity, and this further needs to be embodied by the 

employees, through their beliefs and actions (Johnston et. al., 2012). In order to ensure a fit between 

the brand and the individual identities brought in to match the service culture, it is important that the 

HR strategies for hiring and training are focused on new employees’ service inclinations. In return 

this should strengthen the emotional commitment of the frontline employees. 

 

6.4.3	CULTURE	AND	COMMITMENT	
 

The aspect of culture in relevance to generating employee commitment is more significant than the 

necessity of fit with brand identity. Both themes are essential parts of the informal organization, 

which respectively influence how things are done (Senior & Swailes, 2010).  

In order to generate employee commitment, a fit is needed between the individual identities of the 

employees and the organization culture. This is a result of the interdependent driving forces for 

employee commitment as stated in section 5.1. Through the fit stated above, employees will better 

be able to accept the social influences from wanting to belong to the organizational cultural group, 

hereby adhering to identification. This fit will also aid in the process of internalization, as core 

brand values are better integrated into the guiding principles for the employees self-concept and 

actions (Burmann & Zeplin 2005).  

 

As stated earlier, the field of subconscious and emotional decision-making is most often done 

before rational deliberations (Gorman, 2011). The deepest level of culture also operates within the 

subconscious and emotional field, and can therefore greatly impact employee commitment, before 

any rational deliberations are made.  

Furthermore, the nature of the social exchange relationship is based on trust, which is not 

necessarily rational and can therefore be affected by the underlying assumptions of the culture. This 

effect can have either a negative or a positive effect, but is nevertheless hard to control by the 

organization. The members of the cultural group can change it, as the culture is determined by the 

totality of their shared values and norms (Schein, 2010). It is therefore a time-consuming process, 

but new employees in the group might help change the culture, and hereby affect the emotional 

aspect of employee commitment.  
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6.5	ORGANIZATIONAL	STRUCTURE	

 

In the original model, organizational structure is outlined as a context factor including reward 

systems, infrastructure and span of control (Burmann & Zeplin 2005). The source for this definition 

though, is based on an article centered around the linkage with different corporate cultures and their 

reward systems (Kerr & Slocum 1987). Corporate structure hereby becomes a more subjective 

matter through the linkage with corporate culture, which is still not objectively defined. While there 

is a link between corporate structure and corporate culture, the two are different themes, which is 

evident through the division in Burmann & Zeplin’s model (2005) of cultural and structural fit.  

 

An alternate definition of structure stems from the 7S model, as presented by Robert Kaplan 

(Kaplan 2005): “The way in which tasks and people are specialized and divided, and authority is 

distributed; how activities and reporting relationships are grouped; the mechanisms by which 

activities in the organization are coordinated” (Kaplan 2005, p.41). Simply put, “(…) Structure is 

something managers design to enable efficient production and delivery of the organization’s 

output.” (Senior & Swailes, 2010, p.72).  

 

Nevertheless, any definition of organizational structure needs to include three key components 

(Daft, Murphy & Willmott, 2014): 

1. That organizational structure designates formal reporting relationships 

2. That organizational structure identifies the grouping together of individuals into departments 

and these departments further into the total organization 

3. That organization structure includes the design systems to ensure effective communication 

and integration across different departments 

 

The organizational structure can be done through different design options, e.g. functional, 

divisional, matrix & virtual. The size, purpose and industry of the organization determine which 

structure to approach (Daft et. al., 2014). Different organizational structures are used dependent of 

the competitive field of operations. The process of determining the organizational structure is 

evidently dependent on different factors, however the main influencer is the organizational strategy 

as, “(…) structure follows strategy.” (Senior & Swailes, 2010, p.106), a concept that has been 

developed and debated since its origin (Chandler, 1962). This idea is widely accepted still, but as 
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with communication, it is now understood as a mutual effecting relationship between strategy and 

structure, however with strategy still having a stronger influence on structure (Senior & Swailes, 

2010).  

There is therefore no best approach to organizational structure. However the three components 

above must be evident throughout the organization and be considered in order to optimize 

organizational resources and processes, as the results of these processes can ensure or hinder the 

frontline employees’ ability to deliver optimal service. 

 

Organizational structure supports internal reward systems, infrastructure and the span of control 

(Burmann & Zeplin, 2005; Senior & Swailes, 2010). This can onwards be linked to the HR 

resources available for creating quality service, also known as the brand centered HR activities 

(Wilson et. al., 2012; Burmann & Zeplin, 2005). The organization must thus provide the needed 

support systems for its employees. This includes measuring the internal service quality in order to 

encourage supportive internal service relationships, provide supportive technology and equipment – 

as well as developing service oriented internal processes. These initiatives are to assist the frontline 

employees in the best way possible, so that they are able to create quality service (Wilson et al., 

2012).  

 

6.5.1	STRUCTURE	AND	COMMITMENT	
 

The theme of organizational structure is not as direct an influencer of organizational commitment, 

as the other four themes are. However, as evident in section 6.1.2.3 regarding organizational 

support systems, the organizational structure provides the foundation for frontline employees to be 

able to deliver service quality. Organizational structure affects the productivity of the other four 

themes in different ways, but is however necessary for the foundational organizational processes to 

be effective, before the service delivery is even possible. It is therefore equally as important, 

however in an indirect manner.  
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6.6	INTERIM	OVERVIEW	

 

So far, the five themes that can aid in organizational commitment have been explored and expanded 

in comparison to the anchor methodology. During this exploration, the focus has been changed so 

that the frontline employees have become the methodological center, as they are the ones who need 

to commit.  

This exploration is based on the fundamental understanding of what service is, how it is 

comprehended and judged by customers, in addition to the emotional levels involved in the service 

delivery for the frontline employees.  

At the basis of all of this however, is the organizational brand identity’s impact on employee 

commitment, as well as how this and organizational identification greatly influences employees’ 

commitment to the organization and thus their job. 

 

Onwards, the objective is to present how these themes interlink and why they are not necessarily 

independent. The overarching focus of employee commitment has been shown to have multiple 

complex human layers and these emotional interconnections are an interesting aspect.  

As the academic exploration has been kept primarily theoretic, the intent onward is further to apply 

a practical aspect, based on occupational experience. Due to the inductive methodological approach, 

if the conclusions are to be developed further, this can hopefully be done based on the intended 

practical premise and ideas.   
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7.	MINIMIZING	TURNOVER	BY	UNDERSTANDING	THE	FRONTLINE	EMPLOYEES	

 

As the focal point is centered on the intangible and subjective themes of service and commitment, 

the complexity of reality can be perplexing. This may be the reason, why numerous alternative 

approaches to this theme are mainly portraying the topic single-layered. Though, as these are 

complex subjects, how they are represented, even simplified through models, needs to incorporate 

all different aspects. By including motivation and service in the different approaches, it is 

furthermore the objective to uncover connections between the different themes and hereby whether 

or not they are affecting one another.  

 

The underlying concept for a model with an increased focus on the frontline employees, and the 

factors influencing motivation and commitment is that, this in turn will enhance the customer 

experience and therefore indirectly increase profit as well as minimize the financial consequences 

of employee turnover.  

 

7.1	THEMES	FOR	EMPLOYEE	COMMITMENT	

 

The different theoretical focuses, as introduced by Burmann & Zeplin (2005), are in their 

overarching themes essential for generating employee commitment. However, the understanding 

that this commitment solely functions as a tool to strengthen the brand externally is a concern. 

Following the theory of emotional contagion (Hennig-Thurau et al. 2006), the authenticity of an 

employee’s emotional labor display affects the service judgment. If organizations are to focus on 

understanding their employees, a genuine service delivery will follow, which in turn will increase 

the likelihood of happy customers, and hereby increase service-based revenue.  

 
FIGURE	6:	THEMES	FOR	GENERATING	EMPLOYEE	COMMITMENT	

HR	Activities	
(Internal	
Marketing)	

Communication	 Leadership	

Culture	 Structure	
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Employee commitment does not emerge by itself and must be well looked after once obtained. 

Creating and maintaining employees’ psychological attachment to the organization and its brand 

may seem daunting, as a one-size fits all approach does not necessarily function when dealing with 

the subjective ontological perspectives of different individual employees.  

Burmann & Zeplin themselves describes their approach as a model for internal brand management, 

which is a neglected discipline in many companies (Burmann & Zeplin 2005). They furthermore 

mention that they see their approach as a sound basis for further research, which is exactly the idea 

here.  

 

Based on the anchor methodology, employee commitment is key in order to generate brand 

citizenship behavior, and hereby the financial and brand strength of an organization. However, the 

academic analysis in this thesis has indicated that primarily focusing on having committed 

employees, will result in lower turnover rates as well as improve the service culture and 

consequently the service delivery. As the theoretical perspective is evidently abstract and complex, 

the following section will interpret the understanding from the previous paragraph, from an 

operational aspect.  

 

7.2	CONNECTING	THE	THEMES	

 

The five themes for generating employee commitment, as presented in figure 6, numerous different 

aspects and approaches have been introduced. In order to be able to create an applicable model, an 

outline of the different themes and their interdependency will be outlined in the following 

subsections.  

The main focus throughout the previous examination of academic literature has been how to 

develop the idea of employee commitment further. Here, the foundation has been the model of 

creating brand citizenship behavior (Burmann & Zeplin 2005).  

As this thesis is focused on the internal process, this further exploration and development of the 

themes will stay within this field, and therefore not move further into the external branding process 

and the physical service delivery and judgment. The hypothesis is that, when focusing on employee 

commitment and motivation, the service delivery and judgment will be a result of this. 

 

 



	

	
52	

7.2.1	HR	ACTIVITIES	&	INTERNAL	BRANDING	
 

An important function when generating employee commitment is the HR department and its 

strategies. The function of HR is mainly two-fold: Hiring & training, and internal marketing 

(Burmann & Zeplin, 2005; Wilson et.al., 2012; Morrison, 1996). 

 

In terms of hiring, three aspects are necessary to consider in relation to new employees: 

1. What are their service competencies and inclinations? 

2. Is there a fit between the individual and brand identity? 

3. Will they fit into the culture? 

The first question affects the service culture, as employees need service inclinations in order to 

further a culture where an appreciation for good service exists (Wilson et al., 2012).  

The second question is where the aspect of organizational identification is in focus, as this is a 

predictor of employee turnover as a result of their organizational commitment (Wilson & Punjaisri 

2011).  

The question of whether or not they will fit into the culture, reflects whether or not it will be 

possible for the applicant to participate in the expressive emotional network amongst the other 

employees, and therefore have an outlet for the emotional labor aspect of the job (Anaza et al. 

2016). These three questions furthermore affect the quality of the service delivery, as judged by the 

customers.  

 

The organizational HR philosophy and practices regarding employee treatment, is an indicator of 

the organizational core values and beliefs (Morrison 1996). This is therefore not an independent 

area as hiring, training and continuous development has a significant impact on the service culture, 

thus affecting the service delivery. This is a result of both the culture and service delivery being 

dependent on the involved individuals adding value.  

In order for an organization’s HR strategies to support generating employee commitment, 

organizational identification needs to be a continuous focus. Furthermore, in order to join in a social 

exchange relationship with the employees, the employees need to be part of the organizational 

vision. Mutual trust is likewise a need; the employees will need to perform above and beyond their 

contractual demands and trust that they will ultimately be rewarded. Empowerment is a way for the 

organization to likewise show trust in their employees.  
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7.2.2	COMMUNICATION	
 

When examining communication it is important to recognize the contemporary understanding, that 

communication is concerned with the aspects of transmission and mutual shared perceptions 

(Windahl et al., 2009). The aim is therefore to move away from top-down communication, towards 

a communication process, where the frontline employees have a line of communication with their 

daily leaders, and while also having the possibility to give honest and useful criticism reversely 

(Mayfield & Mayfield 2002).  

 

As stated previously, three forms of communication exists for internal purposes: Central, cascade 

and lateral (Burmann & Zeplin 2005). The first two functions as formal lines of communication in 

different forms, whereas lateral communication works horizontally and can hereby be an indication 

of the internal brand understanding and culture amongst the frontline employees. Lateral 

communication is however also the most efficient form of organizational communication (Windahl 

et. al., 2009). To ensure that the informal internal branding towards new employees is satisfying and 

coherent with the organizational identity, daily leaders must be aware of what is being 

communicated this way. One way to utilize the power of lateral communication is appointing 

internal role models, as described in section 5.2.2. 

 

The understanding of communication in general can be hard to define, as the understanding often 

varies depending on the situation and purpose. It is therefore important to acknowledge the fact that, 

communication does not have to be verbal, in order to be transmitted. Non-verbal communication 

can be functional on its own and even impact how a message is perceived.  

Non-verbal communication triggers an emotional response, which most often precedes any logical 

rational deliberation of the message. Body language therefore also constitutes an important aspect 

of communication. 

 

For the purpose of generating employee commitment, communication cannot solely be considered 

in a managerial, top-down aspect. Communication is correspondingly a very important part of the 

horizontal interaction and hereby affects the cultural part of employee commitment. 

Communication is furthermore crucial in the HR processes of hiring, training and development, as 

well as for leadership, as the formal forms of communication are focused on leader communication.  
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7.2.3	LEADERSHIP	
 

Leadership is the theme concerned with showing the way and inducing others to pursue it (Gill, 

2011). In order for the leader to be able to do this, the employees that are being led, need to share 

the goals of the leader, and therefore by extension the organization, which entails a need for 

organizational identification. However, the understanding of leadership is dependent on e.g. skills, 

competency, industry and organizational structure (ibid.).  

 

An important aspect of any leader is to prioritize the brand over any other interests (Burmann & 

Zeplin 2005). Prioritizing the brand is hereby prioritizing the employees, as they are the brand in the 

eyes of the customer (Wilson et. al., 2012). It is therefore important that the employees are being 

led in the right direction, with goals and visions matching those of the organization.  

Leading with the purpose of delivering quality service while generating employee commitment, is 

the approach of six core themes and practices of effective leadership (Gill, 2011). This methodology 

focuses on the operational themes of strategy, while simultaneously including the employees.  

In line with the duality of employees’ service competencies and inclinations, they must be led in 

such a way that they are both able to perform, as well as motivated to want to perform.  

This approach to leadership is therefore ideal, as it combines the operational and emotional aspects 

of being a frontline employee. 

 

Communication is another theme connected with leadership, as it is internally often viewed as 

leader communication (Mayfield & Mayfield 2002). Within this theme, it is important that 

communication with the leader is dual, in the sense that also the leader must also be able to listen 

and receive constructive criticism. This process requires an amount of trust between the leader and 

the employee, and it can therefore indicate the important social exchange relationship.  
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7.2.4	ORGANIZATIONAL	CULTURE	
 

The concept of organizational culture is abstract and in itself multilayered, since it simultaneously 

can be viewed as both tangible and immaterial (Schein, 2010; Johnston et. al., 2012). Based on this 

assumption, organizational culture has been identified as having three levels to it (Johnston et. al., 

2012; Schein, 2010): 

- Artifacts, which are the visible and tangible aspects of structure and processes 

- Espoused values, which are what the organization wants to sell, who they aim to be. 

- Basic underlying assumption being what the organization actually is, all subconscious 

routines.  

When comparing solely the two deeper levels, this is where employee commitment as well as the 

external service judgment can fail, as organizational philosophies and strategies need to be in sync 

with the actual organizational identity and behavior.  

 

Organizational culture is furthermore an important influencer for brand identity and organizational 

identification, as the external brand is a result of marketing the internal brand. This is in turn based 

on the decisions and actions of the employees, and these follow the basic underlying assumption of 

the organizational culture (Burmann & Zeplin, 2005; Ravasi & Schultz, 2006; Schein, 2010). The 

service delivery therefore reflects the subconscious thoughts and feelings of the employees, and if 

these are negative, then both service quality and employee commitment will suffer.  

 

Organizational culture and its effects is a wide subject, which can be delved into much further. 

However, for the sake of employee commitment and subsequently the service delivery quality, it is 

important to recognize that culture is a dominant theme entwined with the others, and not something 

that solely requires a fit. Furthermore, it is important to acknowledge that manipulating the deeper 

levels can lead to resistance and resentment from employees (Morgan, 1997).  

Culture can be changed, as staff members determine the levels in different ways, but it requires 

more than solely a focus (Kotter 1997). Behavioral patterns must be changed in order to change the 

organizational culture, which can be helped trough aligning HR strategies and communicative 

efforts in all forms.  
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7.2.5	ORGANIZATIONAL	STRUCTURE	
 

Contrarily to the four other factors, organizational structure is not a direct determinant for the 

outcome of employee commitment and the final service delivery. This is in the sense that it has 

more of an indirect effect, since it serves as the foundation for operations to run smoothly.  

The organizational structure defines the hierarchy and distribution of authority, formal reporting 

relationships, identifies departments, systems to ensure effective communication as well as 

coordinating activities, hereunder deliveries (Kaplan, 2005; Daft et. al., 2014).  

 

The structure of an organization is the basis for daily operations, and it affects the other four themes 

helping generate employee commitment. Additional to defining the distribution of authority and 

mapping out the organization, organizational structure is an important support function. If the levels 

of hierarchy are not defined, reporting and decision-making will suffer. If a distinct HR department 

is not outlined with personnel and purposes, the theme of internal marketing will not be 

accomplished ideally. The different departments outlined in the organizational structure aid the 

daily operations, which essentially make it possible for the frontline employees to deliver optimal 

service.  

 

Organizational structure is less abstract than the other themes included here, but in order to ensure 

high performance, it must be included on both a macro and micro level (Daft et. al., 2014). In order 

for the frontline employees to be able to deliver quality service, the organizational structure must be 

consistent with the internal strategy as well as the environment of operations (ibid.).  

 

With the aspect of generating employee commitment, no best practice approach exists. As presented 

it is however essential that the organizational structure follows the organizational strategy. The 

organizational structure must furthermore designate the formal reporting relationship and identify 

how employees are grouped into departments and how these departments are arranged to form the 

organization as a whole. Lastly, the organizational structure must be designed to ensure effective 

communication and integration, both vertically and horizontally. 
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8.	RESULTS	

 

Following the prior theoretical exploration of the concept ‘employee commitment’ and the possible 

affect it can have on employee retention, different academic themes have been identified as 

stimulating factors on different conscious and subconscious levels. Interdependencies between these 

themes have furthermore been identified, meaning that it can be assumed that any approach and the 

coherent model representation need show this complexity. 

 

8.1	THE	PEOPLE	

 

The position of a frontline employee in the restaurant industry is first of all a low entry-level 

position, often occupied by students needing an income next to their studies (Truity.com, 2015). 

The people inhabiting the job have different personal qualities and a high sense of empathy, which 

is often overlooked by outsiders evaluating their position (topresume.com, 2018). Frontline 

employees need these qualities, as the services they provide in their simplicity are categorized as 

deeds, processes and performances (Wilson et. al., 2012).  

A key reason why these are important traits for frontline employees are, because the service they 

deliver is not judged by the customer in the same manner as physical goods, evident in four 

different ways as services are inseparable, intangible and perishable, additional to being 

heterogeneous meaning that in the eye of the customer, the frontline employee represents the 

organization and embodies the service (Wilson et. al., 2012). 

 

In order to retain employees who are able to uphold service standards for the organization and most 

importantly the customers, they need to be motivated to perform high-level service, and they need 

to be committed to the organization. Especially organizational identification has been linked with 

the theme of organizational commitment (Hogg & Terry, 2001).  
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8.2	THE	FOUNDATION	OF	IDENTITY	

 

The foundation for organizational identification, and therefore a key component for fostering 

employee commitment, is the necessary connection between the individual frontline employee’s 

personal identity and the organizational brand identity – where an organization’s brand identity is 

its core character as well as definition, contrarily to external representation, being the brand 

reputation (Black & Veloutsou 2017).  

As evident in the analysis, organizational brand identity is not included as a direct lever for 

generating employee commitment. This is due to it being the essence of the organization, and it 

should therefore not be affected by operational challenges. The organizational brand identity should 

continuously reflect the overarching organizational vision. It is hereby consequently extremely 

influential on the five different themes included in the approach taken in the previous exploration. 

This aspect will be developed further in the next section.  

 

8.3	THE	ACADEMIC	THEMES	

 

Five themes have been included as influencers of employee commitment, thus resulting in retention; 

Leadership, Communication, HR activities & Internal Branding, Culture and Organizational 

Structure. The first four are rather complex themes, as their definitions are subject to individual 

interpretations and prerequisites, whereas organizational structure is more of an operational factor. 

All themes are to be considered as interlinked and hereby affecting one another.  

 

8.3.1	HR	ACTIVITIES	&	INTERNAL	MARKETING	
 

The HR activity of hiring is the first touch point with employees that can affect future employee 

retention, as it here can be evaluated if the personality and identity of new hires match with the 

organizational brand identity. 

The academic approach, which has been presented throughout the theoretical discussion, focuses on 

utilizing and developing the employee’s abilities for delivering service quality (Wilson et. al., 

2012). Here, the frontline employees significant role as organizational representatives is recognized. 

The employees are in focus, in order to ensure that they are motivated to perform in customer-
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oriented, service-minded ways and hereby live up to the organizational service promises given to 

customers (ibid.). The final focus for this approach is furthermore employee retention, which 

matches the objective of this thesis. As the focus is on motivating and enabling people, the 

strategies are often referred to as internal marketing (ibid.).  

The organizational structural understanding of HR, the departmental role may have distinct tasks 

and goals. However, as the main focus of HR, is people in the sense of hiring, developing and 

retaining, with an underlying task of continuously matching the identities of the brand and the 

individual employees, the complexity of the theme becomes evident. The process of hiring and 

developing employees furthermore affects the tone of the employer-employee relationship, which 

consequently can affect employee commitment, as a social-exchange relationship is needed in order 

to generate employee commitment.  

 

	

FIGURE	7:	MAIN	OPERATIONAL	HR	FOCUS	AREAS	

 

8.3.2	COMMUNICATION	
 

The theme of communication is fixed in the contemporary understanding, that it is no longer linear, 

but is instead focused on the transmission and shared perceptions, which are still dependent on the 

situation and purpose of communicating (Windahl et. al., 2009).  

As concluded earlier, the connection between an employee’s identity and that of the organization 

results in the employee commitment being fairly dependent on an emotional connection with the 

brand. In order to maintain this connection, continuous brand awareness through central and 

cascade communication are functional approaches. Other implementations include a verbalization 

of the brand identity in order to ensure a common understanding, as well as the utilization of lateral 

communication through internal role models. Of the three types of communication presented in 

section 6.2.2 and above, the lateral form of communication has proven to be the most effective form 

of internal communication (Burmann & Zeplin 2005). Due to its horizontal form, it is categorized 

as being informal as well as being hard to control for organizations. By empowering selected 
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employees, who are organizationally determined as best representatives of brand identity; these 

individuals can influence others through lateral communication.  

 

Within the transmission aspect of communication, it is important to recognize the role of non-verbal 

communication as well. This perspective takes into account that body language forms the basis of 

the earliest form of communication and that communication is founded in the perception of body 

language. Participants often perceive a non-verbal message first, which triggers certain emotional 

responses, which in turns prompts a reaction before any form of verbal message (Gorman, 2011). 

As employee commitment is reliant on an emotional connection between employee and brand 

identity – non-verbal communication triggers emotional responses in the recipient, which can 

influence employee retention positively.  

 

Communication affects leadership as well as the theme of culture, as they are both concerned with 

the aspect of shared perceptions amongst participants. There is furthermore a connection between 

the deepest level of culture and non-verbal communication, as they are both anchored in the 

subconscious and emotional parts of human behavior. 

 

	

FIGURE	8:	MAIN	OPERATIONAL	COMMUNICATION	FOCUS	AREAS	

	

8.3.3	LEADERSHIP	
 

The main focus for any leader is to show the way and help others pursue it (Gill, 2011). This 

classification of leadership is fairly holistic, as defining the role is dependent on personal 

competencies, operational industry as well as methodological approach (ibid.). Yet, within the 

scope of generating employee commitment, which is dependent on the emotional connection, 

employees must be able to relate to the vision and values set forth. This hereby taps into the six core 

themes of leadership – Vision, purpose, values, strategy, empowerment & engagement (ibid.).  
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This approach is appropriate for application within the service industry, as it recognizes the 

importance of the frontline employees’ position and incorporates the understanding of shared 

perceptions, which is continuously evident in the themes of communication and culture as well.  

 

Similar to non-verbal communication, a non-verbal form of leadership exists, affecting the 

employees’ perception of the leader. As this aspect prompts subconscious emotional responses in 

people, it can consequently affect the employees through emotional contagion.  

Non-verbal leadership is evident through personal power, as opposed to position power. This can 

furthermore be viewed as a more horizontal form of communication, as the leader shows the way 

and hereby walks the talk along with the employees.  

 

	

FIGURE	9:	MAIN	OPERATIONAL	LEADERSHIP	FOCUS	AREAS	

 

8.3.4	CULTURE	
 

“A corporation's culture (…) determines and reflects the values, beliefs, and attitudes of its 

members. These values and beliefs foster norms that influence employees' behavior.” (Kerr & 

Slocum 1987, p.99). 

 

Even though organizational culture is an intangible and complex phenomenon, it has proven to have 

great effect on organizational identification and it has therefore become an influencer of 

organizational commitment (Ravasi & Schultz 2006). The three levels of culture affect the process 

of organizational identification in different ways, yet are still mainly connected to the perception of 

identity.  

The personal identity refers to the idea of who and what an individual believe they are themselves 

and the social identity signifies how that identity then fits into a given group and social relationships 

(Black & Veloutsou 2017). The brand identity hereof is the core characters of the brand, while 

simultaneously being defined by the employees who identify as members in the group that is the 
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organization. Their assumptions regarding values and beliefs therefore affect the general 

organizational culture and hereby affects the organizational behavior and furthermore the new 

employees (Burmann & Zeplin 2005). 

It is therefore important to note that, in order for employees to be able to identify with the group 

determining the brand identity, the brand identity needs to be perceived as a coherent social group 

identity (Hogg & Terry, 2001).  

 

The concept of culture has two driving forces: firstly the organizational strategies, goals, structures 

and processes. Secondly the perceptions, thoughts and feelings determined by members of the 

identity group (Burmann & Zeplin, 2005; Johnston et. al., 2012). It is therefore important to 

emphasize that, to ensure alignment between the cultural levels, the organizational identity is to be 

considered when hiring. As the organizational brand identity is significantly connected with the 

organizational culture, which in turns is highly influenced by the identity of its members, the 

strategies and procedures of HR indirectly effects the entire process through how training and 

developing employees are executed.  

	

FIGURE	10:	MAIN	OPERATIONAL	CULTURE	FOCUS	AREAS	

8.3.5	STRUCTURE	
 

Organizational structure as the final theme has through the academic exploration proven to have the 

least direct influence on employee commitment. 

It is however an important driving force for all operational processes leading up to and enabling the 

service delivery, as well as impacting the other themes that greatly influence employee 

commitment. It therefore has significant impact on the process of generating employee commitment 

indirectly.  

 

The chosen organizational structure impacts the internal form of communication, the hierarchal 

reporting relationships, the placement and function of HR and cultural development (Daft et. al., 

2014). As stated, there is no universal determination of which culture is best fitting, as it is 
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dependent of different context factors, where the most important notion, is that the organizational 

structure is dependent on the organizational strategy (Chandler, 1962).  

 

8.4	THE	INTERCONNECTIONS	OF	THE	THEMES	

 

As previously stated, the exploration of the themes throughout this thesis, has described how they 

all affect employee commitment differently. The theoretical expansion has been centered in 

furthering the understanding of these themes, by analyzing the noneconomic and psychological 

aspects of themes influencing employee commitment.  

This has led to the result that not only does the five themes affect employee commitment; they also 

affect the other themes. They can therefore not be considered exclusively as independent factors for 

employee commitment.  

 

The concept of organizational brand identity (Black & Veloutsou 2017) and organizational 

identification (Fuchs 2012) lays the organizational foundation, enabling the generation of employee 

commitment. It affects the HR strategies, as hiring, training & continuous development must 

identify whether or not the identity of new hires matches the brand identity. 

Leadership is affected, as the path leaders are motivating employees to follow must have a vision 

and a goal matching the brand identity. This consequently also affects the formal forms of internal 

communication. Lateral communication is similarly affected, though through the employees in the 

organizational group, as opposed to hierarchical ranks.  

 

The organizational culture is fundamentally affected in the same way as lateral communication. The 

employees are essentially affecting the subconscious themes influencing employee commitment. 

Organizational brand identity lastly also affects the theme of organizational structure. This is a 

result of the organizational identity forming the goals and hereby strategy, and the organizational 

structure follows strategy (Chandler, 1962).   

The notion of identity, whether it’s classified as personal, social or organizational, consequently has 

a greater influence on organizational commitment than previously recognized.  
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Not only are the five themes directly affected by the concept of identity, they all affect one another 

and are hereby interlinked, e.g.: 

• The theme of HR strategies affects the organizational culture through the new employees 

that are hired. HR additionally affects communication through attempting to establish social 

exchange relationships with the employees, moreover leadership through the strategy of 

empowering employees and appointing role models. 

• Culture and communication mutually affect one another, as they are both founded in the 

understandings of shared perceptions and mutual understandings. Communication and 

leadership is moreover mutually affecting one another, as they ensure credibility for each 

other.  

• The organizational structure affects the theme of communication, as well as the theme of 

leadership, through the framework of the organization, the organizational hierarchy and 

hereby the chain of reporting.  

 

Upon the methodological exploration and expansion, it has become evident that actions taken 

within one field, can affect one or more of the other. Thus, when working towards generating 

employee commitment, this interdependency and its effects, is important to bear in mind. It is 

operationally not feasible, to focus on the themes independently. 

 

 
FIGURE	11:	THE	RELATIONSHIP	BETWEEN	THE	THEMES		

DIRECTLY	INFLEUNCING	EMPLOYEE	COMMITMENT	
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8.5	GENERATING	EMPLOYEE	COMMITMENT	

 

Lowering employee turnover is evidently a multi-layered operation when approaching the subject 

within social studies.  

Five themes have been identified through academic literature as levers for generating employee 

commitment – HR activities, Leadership, Communication, Culture & Structure (Burmann & Zeplin 

2005).  

Throughout the theoretical expansion of this thesis, four of these levers have further been identified 

as direct influencers of employee commitment by, how the noneconomic and psychological aspects 

affect the frontline employees	– HR strategies, Leadership, Communication & Culture. 	

Guiding these four themes is the concept of identity. Identity in itself is a broad concept, where it in 

the connection of generating employee commitment can have three forms – Individual, Social & 

Organizational. A further development of Figure 11 is depicted in Figure 12, where ‘Identity’ is 

outlined as the center, which is simultaneously interlinked of all four themes influencing employee 

commitment.  

 
FIGURE	12:	IDENTITY	AS	GUIDING	FOR	THE	THEMES		

DIRECTLY	INFLUENCING	EMPLOYEE	COMMITMENT	
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Additional to the four themes above, is organizational structure. This theme has the least direct 

impact on generating employee commitment and cannot trigger emotional responses in the frontline 

employees. Organizational structure is an important aspect of the operational process leading up to 

and enabling the service delivery, and hereby affects the other four themes, but is however not 

mutually affected reversely. 

In order to generate organizational employee commitment, all five themes must be included when 

depicting their connections, eventually resulting in employee commitment. This is illustrated in 

Figure 13.  

 

 

 
FIGURE	13:	GENERATING	EMPLOYEE	COMMITMENT	

 

 

 

 

 

 

 

 



	

	
67	

9.	DISCUSSION	

 

Deciding to explore and expand the current academic understanding of frontline employees, their 

job, as well as what can make them stay in their job longer has provided a wide range of possible 

approaches. Following the research approach stated in section 2.3, the results are consequently 

subjective. This is a result of choosing which academic theories to include, and thus which to 

exclude. These choices will therefore be considered, due to their implications for the results.  

So, in order to comprehend the value of the results in the former paragraph, the implication of the 

findings throughout this thesis, and how they can possibly affect the future organizational practices 

and development of theory will be reflected upon.  

 

Following the theoretical review, and the subsequent combination of the themes in the revised 

model, the understanding throughout this thesis has still been that the employee is the brand in the 

eye of the customer. Managing this acknowledgement and the path towards optimal service 

delivery, while retaining the employees who embody the brand and are committed to it throughout, 

can be dealt with in different ways.  

As the entire exploration has been conducted theoretically, an actual empirical investigation leading 

to results that can be generalized is not possible. This consequently means that forecasting trends 

and comparing similar objective results is not possible (Saunders et. al., 2016). This type of results 

is customary within the applied research philosophy of interpretivism, as the approach accordingly 

will result in subjective conclusions.  

 

The analytical results being subjective, due to methodological choices, will however affect the 

reliability of these results (Yin, 2009). Due to their subjective origin and the ontological viewpoint, 

the results may not be consistent if repeated by another researcher. The results can conversely be 

repeated on another occasion with the author unchanged. Due to the nature of this thesis being 

inspired by practical experience, the focus and included academic theory is also a reflection of this 

subjective knowledge of working as a frontline employee.  

Nevertheless, the focus on the frontline employees and generating employee commitment has been 

in an organizational context of minimizing turnover-expenses and implicitly increasing revenue. It 

has therefore been the aim to minimize researcher bias (Saunders et. al., 2016).  
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The central observation throughout the academic exploration has been the vast interconnection 

between the five themes for generating employee commitment. All themes affect the others to a 

greater or lesser degree, and they are all in some way founded in the brand identity and highly 

influenced by subconscious beliefs, perceptions and feelings. In order to minimize employee 

turnover in the service industry, organizations must acknowledge that employee commitment is 

dependent on complex emotional bonds between the organization and the individual employees. As 

with the different levels of culture, employee motivation and commitment are also subject to levels 

ranging from conscious to subconscious.  

 

In the introductory section it is initially stated that frontline employees are recognized as 

organizationally important for generating revenue. Since customer demand for servitization is 

increasing, operational outputs consequently have to include a service aspect to some degree. In the 

academic field an increase in service demands, should therefore consequently increase the focus on 

the frontline employees, due to the heterogeneity of services.  

 

The scope of the investigation can have great value for the service industry, since an internal focus 

indirectly can lead to organizations increasing their external performance, through their employees. 

Nevertheless, for practical organizational implementation, an exclusively internal view is not 

profitable. The frontline employees embody the customers’ perception of any difference that can be, 

between the service they expect and the service provided by the organization as a whole – the 

customer gap (Zeithaml, Parasuraman & Berry, 1990; Wilson et. al., 2012).  

Within the service industry, living up to customers’ expectations is essential in order to generate 

revenue. This is why this thesis has focused on the frontline employees because of their role in how 

customers judge the quality of the received experience. What is however beyond this exploratory 

scope, is the understanding of the operational processes involved prior to this ‘moment of truth’ 

(Johnston et. al., 2012). The customer gap can only be closed internally by focusing on the 

operational processes executed prior to the service delivery (Wilson et. al., 2012).  

 

The analytical viewpoint in this thesis has been a social aspect, based on the behavioral economic 

understanding, that personal decision-making is based on noneconomic psychological factors. If 

approaching the theme of this thesis from the viewpoint of managing operational processes, the 

interaction between frontline employees and customers is still regarded as what defines the entire 
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customer experience (Slack et. al., 2015). Thus, even though the results of the academic exploration 

in this thesis can also be considered as a third of the entirety of operational processes, it is still one 

of the most important aspects of generating revenue. 

 

Throughout the academic exploration there is agreement about the importance of the role the 

frontline employees embody. They are in a mercantile aspect of operational process viewed as a 

resource used to create the output of the service delivery (Slack et. al., 2015), and in the aspect of 

social studies viewed as the brand in the eye of the customer (Wilson et. al., 2012; Johnston et. al., 

2012). From both angles they are furthermore considered as the creators of any customer’s 

experience, no matter the inclusion of a physical product. As most organizations currently produce a 

mixture of tangible products and intangible services (Slack et. al., 2015), understanding the 

emotional factors that are part of the service delivery is the next step of creating a better service 

quality. It should therefore not affect the operational relevance of the results that the social and 

psychological context has been guiding the economic aspects throughout this thesis, making the 

external outcomes implicit.  

 

The overarching operational aspect throughout this thesis has been organizations with a specific 

service-oriented output. Though, since most current organizations produce a mix of physical 

product and intangible services (Slack et. al., 2015), delivering quality service is essential regardless 

of the competitive industry. The service aspect can be more or less dominating in regards to the 

organizational strategy, but how service is delivered through the customers’ contact points with the 

organization is important, in order to stay competitive.  

Thus, the understanding of the frontline employees generated throughout this thesis is applicable to 

a certain degree in most operational fields. The understanding of, and the customer expectations for 

the service output, can help adapt the internal processes accordingly.  

 

As stated in the foreword, the inspiration for this thesis was the managerial challenge of lowering 

the turnover rate for frontline employees in the service industry. Through the viewpoint of social 

science the subconscious psychological aspect of employee identification was evident in the five 

themes throughout this thesis. Subsequently, the social processes involved in the service delivery 

and influencing factors of this contact point, are evidently shaping the economic activity of the 

organization as a whole (Ertemel et al. 2016).  
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Through this perspective, understanding the noneconomic & psychological influencers of frontline 

employee behavior, and hereby the delivery of quality service is not excluded to a social science – it 

is a competitive business imperative and influencing the entirety of the organizational revenue. 

 

10.	RECOMMENDATIONS	

 

Theoretically sound conclusions have been drawn based on the aim of furthering the existing 

understanding of how employee turnover can be minimized. This has been conducted by 

academically exploring the influencing factors of employee motivation and commitment. The 

original theoretical starting point of creating brand ambassadorship through employee commitment 

has been further developed, resulting in an establishment of the different human levels.  

 

Due to the absent connections in academic literature between motivation, commitment and turnover 

rates amongst frontline employees in the service industry, this has consequently led to this thesis 

having been developed on a theoretical level. 

Consequently, as this entire exploration has been conducted through an interpretivistic, inductive 

approach, no empirical data has been analyzed in order to conduct hypothesis testing, nor has it lead 

to the possibility of generalizing the results (Saunders et. al., 2016; Yin 2009).  

 

Via investigating the hypothesis focusing on noneconomic factors for employee commitment, it has 

been theoretically confirmed, that focusing on the deeper subconscious levels of both the 

organization and individual employees, it should be possible to minimize employee turnover rates. 

Testing this hypothesis, based on the academic foundation of this thesis will therefore be interesting 

for further analysis.  

 

In order to generate results, which can be generalized, the further development of this theme can be 

executed with a deductive approach. As the object of interest is still the individual perceptions of 

the involved employees, this should be completed with a subjective ontological perspective 

(Saunders et. al., 2016). In order to generate valid empirical data, a qualitative case study would be 

appropriate. The research philosophy should furthermore continue with the approach of 

interpretivism, as the aim is to understand how frontline employees make sense of the world around 

them, in terms of an organizational setting (ibid.).  Furthermore, as it is concluded in the results, 
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implementing a focus on organizational identification as early as during hiring processes, requires 

the time horizon to be longitudinal in order to verify the affect of this difference (ibid.). It would be 

necessary to see whether or not this would affect employment turnover long-term.  

 

As this theoretical exploration has been inspired by practical experience in the service industry, this 

would furthermore be a desired investigatory setting moving forward. The restaurant industry is a 

preferred setting for further academic expansion, as the operational outputs are an equal 

combination of a tangible product and the intangible service (Slack et. al., 2015).  

 

 

11.	CONCLUSION	

 

Based on the analysis of academic literature, the strongest statement that can be made is that the 

levels of human identity and psychology greatly influences employee commitment. Understanding 

ones employees can furthermore aid in creating a better organizational service culture, which in turn 

will affect the service delivery.  

How important the frontline employees are, has evidently not been overlooked in literature 

regarding service organizations, but understanding the employees and the conscious and 

subconscious levels of challenges of their job has not been emphasized properly. As evident, the 

academic foundation for this exists, but linking the different approaches is a subject still to be 

properly explored.  

Employee commitment is vastly important for all types of organizations, but especially in the 

service industry, as they are here viewed not as a representative of the brand, but instead the 

organizational brand as a whole. The frontline employees have the power to organizationally 

succeed or fail in terms of living up to service promises.  

From an organizational point of view, it is therefore necessary to focus on generating employee 

commitment continuously throughout the employment, starting as early as the hiring process, by 

focusing on ensuring organizational identification. This is opposed to having employee retention as 

part of a later HR strategy.  

 

 

 



	

	
72	

 

Ensuring employee commitment is key to lowering turnover rates, and hereby also indirectly affects 

the internal working environment as well as the external service delivery. Additionally the themes 

of leadership and communication both have the opportunity to complicate or aid in maintaining the 

employee commitment. In relation to this, the emotional responses become apparent once more, as 

they often prompts a reaction or decisions, before any form of rational deliberation. Superiors 

therefore need to bear in mind not only how they communicate verbally, but also their non-verbal 

actions towards the employees.  

With an increasing customization demand, organizations must be aware of their brand identity and 

its affect on both their reputation externally as well as on their employees and their commitment 

internally. Closely linked with organizational, social and personal identity is the organizational 

culture, as all classifications define the core understandings, values, perceptions and actions of the 

identity proprietor.  

 

From the inspiration of the anchor methodology, six themes have been identified as having great 

impact on generating employee commitment and hereby lowering turnover rates: Identity, culture, 

communication, leadership, HR strategies and structure. The themes have different roles and degree 

of impact the generation of employee commitment, but it is important to understand that they are 

not independent factors and in order to focus on one aspect, it is necessary to focus on several. They 

all affect each other to some degree.  

 

Focusing on the emotional and psychological levels of an organization’s frontline employees is of 

course not a non-profit organizational focus. As stated multiple times throughout this thesis – the 

frontline employees hold a crucial part in upholding the organizational brand reputation, whether or 

not the organization lives up to service promises made and essentially if customers are to return. 

Focusing on the frontline employees and generating employee commitment as the final goal will 

theoretically lower costs of training and hiring. This is an effect of the employees continuing in 

their position for a longer extent of time, and hiring new employees will therefore not be a necessity 

as often. 

Committed employees who identify with the core values of the brand can furthermore deliver a 

more genuine service delivery with a better quality, as perceived by the customers. This will 

therefore theoretically result in higher revenues.  
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With the developing competitive field, where customer expectations go beyond high quality 

physical goods, there is a continuously developing demand for high levels of customer service. This 

can only be delivered by committed frontline employees, who on a personal level identify with the 

organization they work for. As the customer demand for service increases, how to motivate 

employees to deliver genuine quality service and have them committed to continue in this position 

long-term is the next focus for organizations, in order to stay competitive.  

 

Lowering turnover amongst frontline employees through noneconomic is evidently a challenging 

organizational discipline. It requires a long-term managerial focus, anchored in the understanding of 

organizational identification. Moreover, the frontline employees’ subconscious understanding of the 

brand identity and organizational culture has significant influence on employee morale and the 

service delivery.   

Conclusively, the traditional approaches to employee management must be revised, in order to 

incorporate the understanding that the influential themes are interlinked and cannot be considered as 

independent areas of focus. In order to develop genuine commitment amongst frontline employees, 

both the conscious and subconscious aspects of their organizational role must be influenced. 

This will in turn aid in minimizing the turnover rate, as well as result in a positive influence on the 

customer judgment regarding service quality.  
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