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their organisation” and help them
to understand and carry out their
given tasks.
Although the researchers also
expected the career development
and role modelling functions to
reduce role ambiguity, this did
not seem to be the case. They
suggest that role ambiguity is
most effectively reduced when the
mentee provides social support
involving counselling or friendship
“without invoking seniority in rank
or position”.

Positive Job Attitudes
Facilitated
The researchers also found that
all three mentoring functions
increased mentees’ job satisfaction
and organisational commitment. As
they explain, job satisfaction means
that an employee has a “favourable
attitude toward the job” and a
“positive mental state” about his or
her job performance. The support
that mentoring provides can
enhance such positive attitudes,
thus motivating employees to do
well and feel a stronger sense of
commitment to the organisation.
Nevertheless, the researchers note
that even with the positive effects of
mentoring, some of the employees
who experienced particularly high
levels of role-related stress were
also less satisfied with their jobs
and showed less commitment.
They suggest that working in a
hotel where “customers require
high quality service” is likely to
create role stress, and even if
mentoring can reduce this, a
highly stressful environment will
inevitably affect job satisfaction and
commitment to the organisation.
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Turnover Intention
Reduced
The loss of capable employees is
harmful to an organisation and
can “ruin the quality of service”,
note the researchers, so hotels
should try to minimise employees’
dissatisfaction and maintain a
stable workforce. Mentoring may
be one way of doing so. The
researchers found that the career
development and psychosocial
support functions of mentoring
were helpful in directly reducing
turnover intention, whereas the role
modelling function did not appear
to be as important in this respect.
It is quite likely that although
having a good role model at work
is positive in many respects, there
are other, perhaps more important,
considerations when it comes to
deciding whether to leave a job.
Unsurprisingly, those employees
who were more satisfied and
committed to the organisation
were less likely to want to change
their jobs. However, it seems that
even the benefits of mentoring
cannot entirely overcome the
negative effects of high levels
of role conflict. The researchers
note that those who “continued
to experience role conflict in a
stressful service-providing work
environment” were more likely to
indicate that they were thinking of
leaving the organisation than those
who experienced role ambiguity.

Practical Benefits
of Mentoring
Overall, the study provides useful
information about what the
researchers label the “practical
benefits of mentoring” that hotels

can make use of in designing more
effective mentoring programmes.
Although mentoring cannot
overcome all of the potentially
negative effects of a stressful work
environment, it seems that it can
go a long way toward alleviating
such stress, improving employees’
attitudes about the organisation
and reducing the likelihood of them
leaving to find other jobs.

POINTS TO NOTE
• Mentoring has three functions: career
development, psychosocial support
and role modelling.
• The three functions each improve
mentees’ work lives in various
respects.
• Hotels that implement mentoring
programmes may see reduced levels
of staff turnover.
• Even high-quality mentoring cannot
overcome high levels of work-related
stress.
Kim, Samuel Seongsop, Im,
Jaemoon and Hwang, Jinsoo.
(2015) “The Effects of Mentoring
on Role Stress, Job Attitude, and
Turnover Intention in the Hotel
Industry”. International Journal
of Hospitality Management , Vol.
48, pp. 68-82.

Hotel Loyalty Programmes:
What May and May Not Work
Hotels should consider developing
customer loyalty programmes
that balance economic and social
rewards to establish “sustainable
relationships” with their customers,
suggest the SHTM’s Associate
Professor Jin-Soo Lee, Assistant
Professor Nelson Tsang and Assistant
Professor Steve Pan. In a recently
published study, the researchers
explore how customers perceive
different types of rewards and how
those perceptions influence customer
loyalty. Their particular concern lies
in how that loyalty is expressed in
terms of customer behaviour that
supports the company.

Customer Loyalty
through Relationship
Marketing
According to the researchers,
relationship marketing is used by
marketing firms to “develop and
sustain long-term relationships with
valued customers”, and is “prevalent
in the hospitality industry”. The
popularity of relationship marketing,
for both companies and their
customers, has led to a proliferation
of loyalty and reward programmes
designed to reward customers and
make them feel “special, important
and appreciated”.
The rewards offered by companies
might be in the form of economic or
social benefits. Hotels, for instance,
might offer economic rewards in
which, as the researchers put it,
“members accumulate points to
redeem for a free room, free food
and beverage, and discounts”, or
social rewards that offer personalised
services, preferential treatment and
attention.

The researchers explain that economic
rewards help to build customer
loyalty, especially among new
members, by enhancing trust and
commitment. Social rewards, in
contrast, help firms to build
relationships with their customers,
because the customers perceive the
benefits as rare and exclusive and
thus “increase a sense of belonging
and emotional attachment”. In retail
industries, economic rewards are
generally considered to be more
effective in boosting customer loyalty
because members fear losing the
economic benefits.
Nevertheless, the researchers note
that the mechanisms by which
economic and social rewards affect
customer loyalty in the hospitality
and service industry are relatively
underexplored, and suggest that
social benefits may be just as
important as economic benefits.
This position they base on the
concept of “relational worth”.
Relational worth, write the researchers,
can be described as the “nonfinancial, social benefits” that
companies accrue from building
relationships with their customers,
and includes five dimensions –
advocacy, immunity, openness,
acquiescence and honesty – that
indicate, for instance, a customer’s
willingness to share positive
information about the firm and
defend it from criticism, and the
extent to which they will remain
loyal “despite an appealing offer
from competitors or negative
publicity about the firm”. Hence,
relational value is highly regarded
by firms.

Effectiveness of
Loyalty Programmes
Considered
The researchers conducted an online
survey with 334 participants, almost
evenly split between men and
women. To take part, the participants
had to be members of hotel reward
programmes and to have stayed
at the related hotels at least once in
the past year. They subscribed to
various loyalty programmes, such
those of the Hilton and Marriott hotel
groups, and their monthly incomes
ranged from less than US$2,000 to
more than US$8,000.
The participants were presented with
one of two scenarios describing a
hotel reward programme. The “social
reward” scenario offered what the
researchers describe as “preferential
benefits” including “personal
recognition and extra attention” and a
member-exclusive personal lounge,
health club, concierge services
and invitations to special events.
The programme did not include
financial or economic incentives.
In contrast, the “economic reward”
scenario offered financial incentives
such as reward points that could be
redeemed for a free night, spa and
massage services or a room upgrade,
but offered no social rewards.
After reading the scenario, the
participants indicated their
hypothetical loyalty to the
programme, their perceptions of
its social and economic rewards,
the hotel’s “relationship marketing
investment” (how much effort they
thought the hotel put into building a
relationship with them) and the five
dimensions of relational worth.
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Continuance and
Affective Commitment
Promoted
Those participants who read the
social rewards scenario perceived
the hotel’s marketing investment
to be more associated with the
provision of social rather than
economic rewards, whereas
the opposite was true for those
who read the economic rewards
scenario. The researchers found
that offering economic incentives
promoted greater “continuance
commitment”, whereby customers
want to maintain their relationship
with the programme so that they
can continue receiving rewards.
Social rewards, in contrast,
promoted “affective commitment”,
whereby customers want to
maintain their relationship with
the company because they are
anxious about losing the “relational
investment”.
An important difference between
the two types of commitment is
that continuance commitment is
directed towards the programme
rather than the company, whereas
affective commitment is directed
towards the company itself. Hence,
when the researchers looked at
whether the two groups differed
in terms of their relational worth
– that is, how likely they were to
behave in ways that would benefit
the hotel – they found that those
in the social rewards group were
more likely to indicate, for instance,
that they would “actively defend
and recommend” the hotel (the
advocacy dimension of relational
worth), that they would be strongly
resistant to “switching to hotels that
offer better deals” (immunity) and
willing to “make suggestions for
improvement” (openness).
The researchers suggest that these
findings demonstrate that providing
social rewards increases customers’
emotional attachment and affective
commitment to a company, and
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hence they are more likely to behave
in ways that are beneficial to it.

Economic and Social
Benefits Should be
Balanced
What the researchers call the
“distinct natures” of social and
economic rewards offer some
insights into how hotels can attract
customers and maintain their
long-term loyalty. They explain
that although economic reward
programmes are attractive to
customers and promote loyalty,
they tend to offer “similar economic
benefits in competing with one
another” and these benefits
are easily replicated by other
companies. Hence, loyalty to a
reward programme “does not
always translate into company
loyalty” and economic benefits
alone are not sufficient to prevent
customers from switching to other
programmes.
Social benefits, in contrast, generate
more loyalty from customers, who
tend to be “intrinsically motivated
to stay with a hotel” because the
personal service they receive helps
them to become emotionally
attached and committed to it, and
thus provide greater relational
worth.
The best compromise, then, is
to offer a loyalty programme that
balances economic and social
benefits. As offering economic
benefits is costly, the researchers
suggest that hotels should consider
only offering sufficient financial
incentives to “merely meet and
not greatly exceed” members’
expectations. However, they should
also offer social rewards with more
customised offerings that instil a
sense of “belonging and emotional
attachment” in customers.
The researchers provide an example
of how the JW Marriot Phuket,

in collaboration with the Phuket
Marine Biology Centre, offers Marriot
Reward members the opportunity
to participate in releasing baby
turtles into the sea. This is such
a “rewarding and memorable
experience”, especially for children,
that members are reluctant to
switch to another hotel offering
“equal or better financial incentives”.

Looking to the Future
Overall, the researchers show
that money is not necessarily
everything when it comes to
keeping customers. However,
they also acknowledge that there
is still much work to be done in
understanding how customers
respond to the loyalty programmes
offered by hotels. For instance, it is
still not clear how “different tiered
memberships” affect customer
loyalty and relational worth, and
whether loyalty programmes also
prompt customers “to forgive
service providers” when they
experience service failures. These,
they suggest, would be fruitful
topics for future research.

POINTS TO NOTE
• Hotel loyalty programmes are
effective in promoting customer
loyalty.
• Financial incentives promote loyalty to
the programme but not the company.
• Social incentives promote loyalty to
the company and can provide greater
relational worth for hotels.
• Loyalty programmes that balance the
two types of incentives are likely to
be most effective.
Lee, Jin-Soo, Tsang, Nelson and
Pan, Steve. (2015) “Examining
the differential effects of social
and economic rewards in
a hotel loyalty program”.
International Journal of Hospitality
Management , Vol. 49, pp. 17-27.

Internet Travel Planning at
Saturation Point in US
Use of the Internet for travel
planning in the US market has
reached saturation point but there
are still opportunities for growth,
according to the SHTM’s Dr Dan
Wang and her co-researchers. In a
recent study the researchers reveal
the changing trends in the use of
the Internet for travel planning, with
a growing “bifurcation” between
traditional users who use it for
“standard planning” and those who
are increasingly using it to search
for products that offer “deeper and
more authentic experiences”. They
also identify a number of ways
that businesses can improve their
services to accommodate travellers’
changing needs and expectations.

Evolution of Tourism
on the Internet
The Internet has brought about
huge changes to our economic
and social lives in the twenty years
since it was first commercialised,
the researchers argue. Along
with many other industries, the
travel and tourism industry was
quick to adopt the Internet as
a “new distribution channel”
and “advertising medium”.
Consumers have benefitted from
the emergence of numerous
online travel agencies, which offer
direct access to travel products
and the ability to compare prices,
interact directly with businesses
and exchange opinions with other
customers online.
The Internet has also continued
to evolve and alter the way we
interact with it, the researchers
suggest. While it was once a
platform for publishing and
searching for information, it is
now a space for user interaction

and participation. Apart from
the vast amounts of information
that are now available, the
growth of social media websites
has “changed the dynamics of
online communications”, and
smartphones allow travellers to
search and exchange information
“on the go”.
Nevertheless, the researchers claim
that we still know surprisingly
little about “how travel planning
has evolved” alongside these
technological developments.
They point out that development
is a dynamic process, whereby
improvements in services are
“driven by the needs and wants” of
travellers themselves. Understanding
how users adapt is important,
because such knowledge is critical
in helping travel and tourism
businesses to “identify and develop
effective communication strategies”.

Travellers’ Internet
Use Studied Over Time
To understand how travellers’ use
of the Internet has evolved, the
researchers collected data through
a multi-year Internet survey. The
respondents were all from the US,
and were representative of the
American population in terms of
age, ethnicity and gender.
Each year, the respondents were
asked a variety of questions about
various aspects of their travel. They
were initially asked how many trips
they had taken during the previous
year and whether those trips were
for business or leisure. They were
then asked whether they had
used the Internet to plan their trips
and, if so, what type of websites
they used, what information they

searched for and whether they had
made payments and reservations
online. Next, they were asked to
evaluate their experiences in terms
of their satisfaction and how useful
they found the Internet for travel
planning.

Adaptation to
the Internet
In each year of the survey, the
travellers indicated that the Internet
was their number one source
for travel planning. Even more
notably, there was little change in
the percentage of travellers using
it for this purpose over that time.
This, the researchers note, suggests
that Internet adoption has reached
saturation amongst the American
population, although the number
of people using it for all rather than
some of their travel planning has
increased by almost 50%. With the
use of traditional sources such as
guidebooks in decline, travellers
appear to be “very technology
dependent in seeking and
preparing for” their trips.
The researchers also found that
travellers have become increasingly
satisfied with their experience
of using the Internet for travel
planning. Travellers not only found
the Internet more useful than ever,
but also reported improvements
in aspects such as “security,
trust and personalised services”.
They attribute these findings to
information providers’ “improved
knowledge of website design,
strengthened security measures,
and increasingly sophisticated
strategies to offer personalised
products and services”.
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