The current issue and full text archive of this journal is available on Emerald Insight at:
https://www.emerald.com/insight/2516-8142.htm

Employee perceptions of diversity
management in the
hospitality industry

Trishna G. Mistry
School of Hospitality and Tourvism Management, Muma College of Business,
University of South Florida, Tampa, Florida, USA

Fevzi Okumus

Rosen College of Hospitality Management, University of Central Florida,
Orlando, Florida, USA, and

Marissa Orlowski
School of Hospitality, Metropolitan State University of Denver, Denver,
Colorado, USA

Abstract

Purpose — Diversity management is of great importance in the hospitality industry, resulting in a host of
constructive consequences if managed effectively. However, there is a deficiency of investigation surrounding
the outcomes of diversity management on the employees’ attitudes and behavior in the hospitality industry.
This research sought to investigate the influence of diversity management on workers’ performance and
conduct in the hospitality industry.

Design/methodology/approach — This quantitative study used survey data from 565 hospitality industry
employees. Structural equation modeling was used to test the relationships from the research model.
Findings — This study identified a relationship between diversity management and positive workforce-related
outcomes, including job performance, service innovation behavior and employee engagement in the hospitality
industry.

Research limitations/implications — The findings of this study will push the confines of diversity
management scholarship and initiate new paths of academic inquiry. Hospitality industry managers can also
identify the benefits of effective diversity management as a consequence of this study.

Originality/value — This research contributes to the growing literature on diversity management as an
essential aspect of human resources management in promoting positive employee attitudes and behaviors.

Keywords Diversity management, Employee engagement, Job performance, Service innovation behavior,
Diversity and inclusion
Paper type Research paper

1. Introduction

Diversity is in the core of the hospitality industry based on its global nature and worldwide
employment. Workforce diversity in the hospitality industry is related to a competitive
advantage (Madera, 2018) and must be explored intricately to reap its full potential. Diversity
management has received increased support from the corporate sector in the hospitality
industry through investment in several diversity initiatives by major hospitality companies
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Table 1.
Demographic details of
the hospitality and
tourism industry
workforce

(Gagjar and Okumus, 2018; Manoharan et al, 2021). Diversity management has received
attention in recent years in becoming a consulting industry, with organizations partnering
with both academics and practitioners to evaluate their diversity management initiatives
(Pitts, 2009).

The foundation of diversity management literature lies in the discussion of workforce
diversity. Diversity management research was initiated over two decades ago with the
exploration of workforce diversity and its characteristics. It is crucial to understand how the
hospitality sector manages workforce diversity due to the significant representation of
minorities in the workforce (Kalargyrou and Costen, 2017). Table 1 highlights the
demographic makeup of the hospitality and tourism industry in the United States.

Although diversity management research has garnered momentum in the past few
years, the research stream focused on diversity management in the hospitality literature is
far from mature. Furthermore, there is a stark theoretical and methodological gap in the
diversity management stream of research between general management literature and
hospitality management literature (Manoharan and Singal, 2017). Previous studies have
proposed several benefits of effective diversity management in the hospitality industry
(Kalargyrou and Volis, 2014; Kim, 2006; Manoharan ef al., 2019). However, there is a lack of
empirical evidence surrounding the consequences of diversity management in the
hospitality industry. This gap could contribute to the scarcity of advanced and nuanced
analysis regarding diversity management in the hospitality context. Additionally, there is
limited research in assessing the impact of diversity management practices on
organizational, work-related and operational outcomes (Pitts, 2009). The present
research aims to contribute to the body of literature by analyzing the impact of
effective diversity management practices and policies on hospitality employees’ attitudes
and behavior.

Hence, the purpose of this research is to analyze the impact of effective diversity
management on employees’ attitudes and behavior in the hospitality industry. This study
seeks to investigate a relationship between diversity management and positive workforce-
related outcomes, including job performance, service innovation behavior and employee
engagement in the hospitality industry. This investigation is crucial in the hospitality
industry literature to establish the importance of diversity management as a concrete
antecedent of positive employeerelated and organizational outcomes (Ashikali and
Groeneveld, 2015).

Total employed in Total Employed in the Employed in the
the USA employed in hospitality and tourism hospitality and
Employees (Thousands) the USA (%) industry (Thousands) tourism industry (%)
Total, 16 years 153,337 100 14,291 100
and over
White 120,216 784 10,675 74.7
Black or 18,554 12.1 1,872 131
African
American
Hispanic or 25,914 169 3,215 22.5
Latino
Asian 9,507 6.2 972 6.8
en 81,422 531 7,002 49
Women 71915 46.9 7,288 51

Source(s): U.S. Bureau of Labor Statistics (2020)




2. Literature review

2.1 Workforce diversity and diversity management

Diversity can be broadly defined as “a characteristic of social grouping that reflects the
degree to which objective or subjective differences exist between group members” (Van
Knippenberg and Schippers, 2007, p. 516). Furthermore, in alignment with the social identity
theory, “a group is diverse if it is composed of individuals who differ on a characteristic on
which they base their own social identity” (O'Reilly et al., 1998, p. 186). Traditionally, diversity
has included merely race and gender diversity. The Diversity Task Force (Best Practices in
Achieving Workforce Diversity, 2001) research suggests that a common misapprehension
about diversity is that only some persons or groups are included under its umbrella, when in
fact, precisely the opposite is true. Furthermore, Kapoor (2011) has insisted on a broader
definition of diversity, including a variety of other characteristics. Diversity can be viewed as
a multi-dimensional concept (Griggs and Louw, 1995) that consists of primary characteristics
(nationality, age, ethnicity and gender) and secondary characteristics (educational level, work
experience, tenure, personality, and social and economic backgrounds) (Hsiao et al., 2015).

Effective diversity management includes voluntary programs and practices initiated by
organizations to ensure an inclusive work environment (Mor Barak ef al, 2016). It includes
fair policies related to human resources management and programs created and implemented
to manage the diverse workforce that is a reality today (Manoharan ef al, 2021). Diversity
management is vital for the hospitality industry due to the demographic shifts in the
workplace that have made a diverse labor force a crucial fact for the hospitality industry.
While numerous advantages of a diverse labor force have been emphasized, merely including
a diverse labor force with the sole purpose of maintaining a representative image is counter-
productive and organizational leaders must strategically reduce inclusion barriers
(Sabharwal, 2014). Effective diversity management that generates positive outcomes
depends on the creation and implementation of diversity management practices and
employees’ perceptions of such practices (Garcia-Rodriguez et al., 2020).

Aytemiz Seymen (2006) assessed the different cross-cultural diversity management
approaches and concluded no optimal method to manage cultural diversity successfully.
Cultural diversity management practices need to be customized to the needs of the
organization (Aytemiz Seymen, 2006). Pieterse et al (2013) concluded that cultural diversity
has a positive relationship with team performance consisting of learning approach-oriented
members. McKay et al (2008) found a climate of diversity could have a positive relationship
with employee job performance through their study, including African American and Latino
employees. Richard et al. (2007) suggested that when organizations pass beyond certain levels
of organizational diversity, there is a positive impact on organizational performance.

Diversity management literature in the hospitality field has typically investigated either
role evaluation or best practices (Kalargyrou and Costen, 2017). Strategic training, as part of
the diversity management initiatives, has yielded positive results, including an increase in the
perception of the importance of diversity (Wilborn and Weaver, 2002). Iverson (2000)
recommended diversity management practices for hospitality leaders, including effective
communication, respect and inclusion of employees’ capabilities, beliefs and language
preferences.

Madera (2013) recognized categories of primary diversity management practices, including
diversity councils, training programs related to diversity and supplier diversity. He further
emphasized the importance of support for minority groups, including women, and the LGBTQ
(leshian, gay, bisexual, transgender, queer) community, mentoring and networking for the
employees, and overall cultural awareness. These were further updated by Gajjar and Okumus
(2018) to include intergenerational programs, disability benefits and veteran benefits.

Like research on workforce diversity, research interest regarding diversity management
has gathered attention in the last few years. The evolvement of research objectives in
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hospitality literature has recently progressed to the inquiry of diversity management
outcomes. Madera et al. (2018) concluded that there is an increase in organizational attraction
for hospitality industry employees based on the status of the organizations’ diversity
management programs. Hence, capitalizing on diversity management leads to enhanced
organizational attraction and is mediated by person-organization fit.

Mistry (2019) developed a holistic diversity management measurement scale for the
hospitality industry. Two factors of diversity management (diversity management initiatives
and inclusive human resources management practices) were identified through the scale
development process. Diversity management initiatives focused on the efforts of hospitality
industry organizations to manage workforce diversity proactively, while inclusive HRM policies
described fair and inclusive policies established by the hospitality industry organization as part
of their diversity management efforts (Mistry, 2019). This study will utilize the two factors of
diversity management to assess its impact on employees’ attitudes and behavior.

2.2 Job performance

Job performance is the effectiveness of an employee in fulfilling the requirements of the job
and accomplishing work-related goals efficiently (Babin and Boles, 1998; Roth et al, 2003).
Extant research regarding job performance within general management and hospitality
management scholarship has revealed several organizational factors that positively impact
employee job performance. Li ef al (2012) indicated that leader—-member exchange was
positively linked to employee job performance. Additionally, human resources management
consistently strengthened the relationship between leader—-member exchange and work
engagement. Increased work engagement and a sense of repaying the supervisors, as
explained by the social exchange theory, may provide enhanced energy and a willingness to
invest increased efforts, thus enhancing job performance (Bakker et al, 2007; Bakker and
Leiter, 2010). Several studies from multiple industries have confirmed a positive connection
between work engagement and job performance (Gottschalg and Zollo, 2007; Bakker and
Leiter, 2010), including hotels (Salanova et al., 2005).

Sun et al (2007) concluded a positive association between high-performance human resources
practices (HPHRPs) and job productivity, which is an indicator of performance. Nadda et al.
(2014) found that effective human resources management practices focusing on compensation,
training, development, workplace freedom, information sharing, etc., have a positive impact on
employees’ performance. Additionally, high-performance work practices, including training,
empowerment and reward, have a positive impact on job performance among hotel employees
(Karatepe, 2013). Effective diversity management can be identified as an HPHRP (Shen et al,
2010) and can be positively associated with job performance in the workforce.

When managed effectively, diversity can improve growth and learning (Choi and Rainey,
2010). Hence, effective diversity management has been found to have a positive relationship
with job performance (Choi and Rainey, 2010). Pitts (2009) also concluded a positive
relationship between diversity management and work performance at the federal level in the
United States. Similarly, Cho and Mor Barak (2008) found diversity management and
inclusion significantly impacted job performance and commitment toward the organization.
However, this investigation is vital, albeit lacking in hospitality industry research. This
research proposes a direct positive connection between diversity management and job
performance of hospitality industry employees.

Hla. Diversity management initiatives will have a direct positive relationship with job
performance.

HI1b. Inclusive HRM practices will have a direct positive relationship with job
performance.



2.3 Service innovation behavior

This research uses Chen’s (2011) definition of service innovation as the development of novel
and valuable concepts for improving service efficiency. Recent trends indicate that service
industries, including the hospitality industry, rely on their workers to create innovative ideas
regarding services being offered to guests (Hon, 2011). Service innovation behavior has been
marked in the hospitality industry as an avenue for gaining a competitive edge and attaining
sustainable growth (Dhar, 2016).

Chang et al (2011) found a link between human resources management practices of
hospitality firms and innovation. The degree to which HPHRPs demonstrate to the employees
that their organization cares about them has a high impact on refining the connections
between the employees and their organization and hence plays a significant role in generating
desirable work-related behaviors (Dhar, 2015). Recent studies have linked the effectiveness of
human resources management practices of organizations with producing creative work
outcomes from their employees (Cooke and Saini, 2010). Furthermore, Dhar (2015) found a
positive relationship between HPHRPs and the service innovation behavior of workers. Since
diversity management is categorized as an HPHRP, it is also expected to have a positive
linkage with service innovation behavior.

Furthermore, Jung and Yoon (2018) concluded that conflict management climate, as
perceived by frontline employees in the hospitality industry, impacts employees’ service
innovation behavior. Baqutayan (2014) further argued innovation behavior could be
promoted within an organization by managing constructive conflict. Based on the social
identity theory, diversity management efforts are rooted in the concept of conflict
management among a diverse group of employees (Choi and Rainey, 2014). Thus,
diversity management, as a way of conflict management, should also have an impact on
workers’ service innovation behavior in the hospitality industry.

HZ2a. Diversity management initiatives will have a direct positive relationship with
service innovation behavior.

H2b. Inclusive HRM policies will have a direct positive relationship with service
innovation behavior.

2.4 Employee engagement

Schaufeli ef al (2002) identified employee engagement as “a positive, fulfilling, work-related
state of mind that is characterized by vigor, dedication, and absorption” (p. 74). This
definition will be used for this research as it highlights the employee being in a motivational
state (Saks and Gruman, 2014). Employee engagement has been investigated in the
hospitality industry context, albeit as an emerging concept (Lee and Ok, 2015). They found
that several components of the psychological climate of the organization can be positively
linked with employee engagement in the hospitality industry.

Lee and Ok (2016) further tied employee engagement with the leader—member exchange
as an antecedent and organizational commitment as its consequence. Additionally,
transformational leadership has also been found to have a positive influence on employee
engagement in the hospitality industry (Buil ef al,, 2016). Employee engagement has not been
directly linked with diversity management in the existing literature due to the developing
nature of the research stream. Still, these findings highlight the importance of positive
organizational factors in enhancing employee engagement. Diversity management has been
identified as a positive organizational factor and linked with several desirable outcomes. This
study aims to extend the literature to its impact on employee engagement as well.

Additionally, Presbitero (2017) concluded a positive association between human resources
management practices and employee engagement among hotel workers. Hence, effective
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human resources management practices, including diversity management, can have a
positive impact on employee engagement in the hospitality industry. There is still a gap in the
literature in investigating the relationship between diversity management and employee
engagement. Accordingly, this research proposes a direct positive relationship between
diversity management and employee engagement among hospitality industry employees.

H3a. Diversity management initiatives will have a direct positive relationship with
employee engagement.

H3b. Inclusive HRM policies will have a direct positive relationship with employee
engagement.

2.5 Mediating relationships

Previous studies have suggested that employee engagement is one of the attitudinal factors
that boost positive employee behavior (Jung and Yoon, 2018). Engaged workers are more
creative and more productive (Bhatnagar, 2012). Chang et al (2013) concluded a positive
relationship between engagement and innovative behavior. Furthermore, engagement has
also been related to positive outcomes, including better job performance (Halbesleben and
Wheeler, 2008; Bakker and Bal, 2010).

Employee engagement has also been analyzed as a mediating variable between
organizational characteristics and organizational outcomes numerous times in general
management literature (Schaufeli and Bakker, 2004; Saks, 2006; Salanova and Schaufeli,
2008; Aggarwal et al, 2010; Chughtai and Buckley, 2011; Bhatnagar, 2012). Employee
engagement mediated the connection between job resources and turnover intention
(Schaufeli and Bakker, 2004). Furthermore, engagement mediated the association between
job resources and proactive behavior (Salanova and Schaufeli, 2008).

Chugtai and Buckley (2011) concluded a mediating relationship between organizational
characteristics such as trust and job performance via employee engagement. Garg and Dhar
(2017) found that the relationship between leader—-member exchange and service innovation
behavior was mediated by work engagement. Furthermore, Jung and Yoon (2018) concluded
a mediating link between an organizational climate of conflict management and service
innovation behavior via employee engagement. These findings suggest that employee
engagement is an appropriate mediator between organizational characteristics and positive
employee behavior (Salanova and Schaufeli, 2008) (see Figure 1).

The literature on employee engagement, job performance and service innovation behavior
suggests that engaged employees will tend to respond by performing better at their job and
by showcasing more acts of service innovation behavior. Consequently, this study proposes
that employee engagement will mediate the relationships between diversity management and
job performance and diversity management and service innovation behavior. Based on the
existing literature on diversity management, employee engagement, job performance and
service innovation behavior, the following hypotheses have been proposed.

H4a. Employee engagement will mediate the relationship between diversity
management initiatives and job performance.

H4b. Employee engagement will mediate the relationship between inclusive HRM
policies and job performance.

H5a. Employee engagement will mediate the relationship between diversity
management initiatives and service innovation behavior.

H5b. Employee engagement will mediate the relationship between inclusive HRM
policies and service innovation behavior.



Employee
Engagement

Diversity
Management
Initiatives

Job
Performance

Service
Innovation
Behavior

Inclusive HRM
Policies

3. Methodology

3.1 Measures and sample

A quantitative study was conducted to assess the research model. Data was collected through
a survey of hospitality industry employees to investigate the direct and indirect impacts of
diversity management on job performance, service innovation behavior and employee
engagement within the hospitality industry.

Diversity management was measured using its two factors, diversity management
initiatives (24 items) and inclusive human resources management policies (six items)
developed by Mistry (2019). A sample item for diversity management initiatives included,
“My organization invests its resources in diversity management-based training and
development for all employees.” Furthermore, “Employees from different backgrounds are
treated fairly in my organization” was an example of inclusive human resources management
practices. Cronbach’s alpha was 0.971 for the 24 items of diversity management initiatives
and 0.853 for the six items of inclusive HRM policies.

Job performance was measured using six items adopted by Chiang and Hsieh (2012) with a
Cronbach’s alpha value of 0.907, suggesting adequate internal consistency (Field, 2013).
Sample item included “I meet performance standards and expectations of my job.” Similar to
previous efforts to measure employee service innovation behavior, a five-measure item
developed by Hu et al. (2009) with appropriate internal consistency (Cronbach’s
alpha = 0.928) was used. “At work, I seek new service techniques and methods” was a
sample item. Employee engagement was measured using the nine-item Utrecht Work
Engagement Scale (UWES-9) developed by Schaufeli ef al (2006) and with a Cronbach’s alpha
value of 0.897. A sample item was “I am enthusiastic about my job.”

All items in the survey were measured on a scale of 1-7, where 1 was “strongly disagree”
and 7 was “strongly agree.” The final part of the survey included demographic information
about the respondents, including their gender, age, education, income and race. Additionally,
two attention check questions were included in the survey to maintain the quality of the data.
The attention check questions were “I will select neither agree nor disagree for this statement”
and were placed twice throughout the survey.

The sampling frame included hospitality industry employees at least 18 years old and
who had been employed with their current company for at least 12 months (Hight ef al., 2019).
The survey was created and hosted using Qualtrics, and MTurk was used to distribute the
survey and collect responses. Surveys that did not pass the attention check questions were
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Research model
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not included in the final data set. Duplicate respondents were deleted by comparing the
computer IP addresses of the respondents. A total of 1,363 completed responses were
collected, out of which 587 passed the attention check questions and were used for additional
data screening. The final data set included 565 responses.

3.2 Data analysis

The data collected from the Qualtrics survey was coded and entered into SPSS v.24 and Amos
v.24 software. The data were screened to assess any missing data, outliers, and deviations
from normality or linearity, as recommended by Hair et al (2010). The internal consistency of
each scale was assessed using Cronbach’s alpha. Descriptive statistics were analyzed to
evaluate the profile of the sample. Exploratory factor analysis (EFA) was conducted to
validate the newly developed diversity management scale and its factors. The measurement
and structural models were then assessed using confirmatory factor analysis (CFA) and
structural equation modeling (SEM). CFA allowed the confirmation of the theorized model by
assessing the overall fit before the SEM analysis was conducted (Hair ef al, 2010). SEM can
examine a series of dependence relationships simultaneously (Hair ef /., 2010) and was hence
deemed appropriate for this study. Convergent and discriminant validities of the
measurement model were also assessed. Additionally, mediation analyses using
bootstrapping were used to test the relative size of the mediated paths vs the direct paths
(Tacobucci et al., 2007; Hayes, 2009).

4. Results

The first step of the analysis was to screen the data for univariate and multivariate outliers.
Descriptive statistics for the items used in CFA and SEM analyses were analyzed to ensure
there were no violations of the necessary assumptions of normality, homoscedasticity and
linearity. A total of 1,363 responses were collected, and 68 were deleted based on responses to
one or both of the screening questions. An additional 567 were deleted for failure to pass both
the attention check questions, and 154 were deleted for incomplete data or based on
descriptive statistics. Responses that passed only one of the two attention check questions
were also discarded. The final dataset contained 565 cases. All the constructs included in the
study had Cronbach’s alpha values greater than 0.7 as desirable for adequate internal
consistency (Hair ef al,, 2010).

4.1 Demographic information

The personal demographic information of the respondents was analyzed and is displayed in
Table 2. The sample was split fairly evenly in terms of gender, and a little over half (52.6%) of
the respondents were male. About 80% of the respondents were under 40 years of age, a
reasonably accurate representation of the hospitality industry (U.S. Bureau of Labor
Statistics, 2020). Nearly half (46.9%) of the respondents had a 4-year college degree and
15.8% had a master’s degree. The respondents were distributed relatively evenly in all the
income brackets provided as options. About 60% of the respondents were White/Caucasian,
while about 20% were Asian, making up the largest two races in the sample.

4.2 Explovatory factor analysis

EFA was conducted with maximum likelihood extraction and Promax rotation to refine the
diversity management measurement scale and explore its dimensions (KMO = 0.965;
Bartlett’s test of sphericity % = 5368.708 [df = 435, p < 0.001]). The rotated factor solution
replicated the individual item loadings from the original scale, further confirming a two-factor
solution (variance explained = 59.9%). The factor loadings ranged from 0.609-0.902. The



Variable Category Frequency Percentage
Gender Male 297 52.6
Female 265 469
Other 1 0.2
Prefer not to answer 2 04
Age 20-29 234 414
30-39 213 37.7
40-49 70 124
50-59 30 53
6069 17 3
70-79 1 0.2
Education Less than high school 1 0.2
High School/GED 38 6.7
Some college 103 182
2-year college degree 52 9.2
4-year college degree 265 469
Master’s degree 89 15.8
Doctoral degree 6 11
Professional degree (JD, MD) 11 19
Income Below $20,000 59 104
$20,000-$29,999 82 145
$30,000-$39,999 106 18.8
$40,000-$49,999 80 142
$50,000-$59,999 81 14.3
$60,000-$69,999 51 9
$70,000-$79,999 49 8.7
$80,000-$89,999 24 42
$90,000 or more 33 58
Race/Ethnicity Black/African American 42 74
Asian 107 189
Hispanic or Latino 36 6.4
Native American 25 44
Pacific Islander 1 0.2
White/Caucasian 336 59.5
Two or more races 14 25
Other 4 0.7
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Table 2.
Demographic details of
respondents

first factor included 24 items focusing on diversity management initiatives, and the second
factor contained six items related to inclusive HRM policies, consistent with the scale. The
pattern matrix of the diversity management scale is highlighted in Table 3.

4.3 Confirmatory factor analysis

CF A was conducted using the maximum likelihood (MLM) estimator. The results suggested a
good fit to the model (y* = 2831.773, df = 1,165, p < 0.01, CFT = 0.910, TLI = 0.905, RVSEA,
0.050, SRMR = 0.059). As highlighted in Table 4, the square root of each AVE was higher
than the correlations with other constructs confirming appropriate discriminant validity
(Fornell and Larcker, 1981). The diagonal numbers in bold represent the square root of the
average variance extracted (AVE). The remaining numbers show correlations.

The standardized factor loadings, AVE estimates and construct reliabilities are shown in
Table 5. The standardized factor loadings were all larger than 0.50 as desired, ranging from
0.517 to 0.883 and significant at p < 0.001. The CR values for each of the constructs were
greater than 0.7 as desired (DMI = 0.982, IHRMP = 0.878, JP = 0.887, SIB, 0.878, EE = 0.925).
Furthermore, the AVE estimates for each of the constructs were greater than the required
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Table 3.
Pattern matrix of
diversity management

Factor
DMI IHRMP
DMI1 0.696
DMI2 0.609
DMI3 0.699
DMI4 0.768
DMI5 0.710
DMI6 0.718
DMI7 0.765
DMI8 0.756
DMI9 0.847
DMI10 0.722
DMI11 0.686
DMI12 0.808
DMI13 0.902
DMI14 0.815
DMI15 0.742
DMI16 0.706
DMI17 0.898
DMI18 0.853
IHRMP1 0.799
THRMP2 0.601
THRMP3 0.663
THRMP4 0.646
DMI19 0.632
DMI20 0.675
DMI21 0.677
DMI22 0.691
THRMP5 0.862
THRMP6 0.617
DMI23 0.656
DMI24 0.806

Note(s): Extraction Method: Maximum Likelihood; Rotation Method: Promax with Kaiser Normalization?;
“Rotation converged in 3 iterations

Table 4.
Convergent and
discriminant validities

CR AVE MSV MaxR(H) DMI EE JP IHRMP SIB
DMI 0.982 0.699 0.434 0.983 0.836
EE 0.925 0.578 0.556 0.929 0.659 0.761
JP 0.887 0.573 0.260 0.902 0.116 0.367 0.757
IHRMP 0.878 0.547 0.393 0.881 0.616 0.627 0.510 0.739
SIB 0.878 0.591 0.556 0.883 0.634 0.745 0.338 0470 0.769

threshold of 0.5 (DMI = 0.699, [HRMP = 0574, JP = 0573, SIB, 0591, EE = 0.578).
Standardized loadings for all items, along with CR and AVE for all constructs, adequately
satisfied the desired criteria. Thus, convergent validity and reliability were confirmed.

4.4 Structural equation modeling

The direct and indirect relationships were then assessed using SEM. The results for the
various fit indices used to assess the structural model indicate that the proposed model
provides a good fit to the data model (y* = 2831.773, df = 1,165, p < 0.01, CFI = 0.910,
TLI = 0.905, RMSEA, 0.050, SRMR = 0.059). The standardized path coefficients, f-values and
results of the direct relationships (Hypotheses 1a — 3b) are discussed in Table 6.



Construct Item Standardized loadings CR AVE
Diversity management initiatives DMI1 0.754 0.982 0.699
DMI2 0.762
DMI3 0.810
DMI4 0.816
DMI5 0.844
DMI6 0.848
DMI7 0.798
DMI8 0.856
DMI9 0.877
DMI10 0.883
DMI11 0.862
DMI12 0.854
DMI13 0.849
DMI14 0.819
DMI15 0.794
DMI16 0.755
DMI17 0.829
DMI18 0.878
DMI19 0.876
DMI20 0.837
DMI21 0.879
DMI22 0.867
DMI23 0.837
DMI24 0.860
Inclusive HRM policies THRMP1 0.768 0.878 0.547
[HRMP2 0.767
[HRMP3 0.734
[HRMP4 0.669
[HRMP5 0.773
[HRMP6 0.721
Job performance JP1 0.784 0.887 0.573
JP2 0.796
JP3 0.772
JP4 0.839
JP5 0.517
JP6 0.788
Service innovation behavior SIB1 0.721 0.878 0.591
SIB2 0.744
SIB3 0.762
SIB4 0.837
SIB5 0.777
Employee engagement EE1 0.761 0.925 0.578
EE2 0.800
EE3 0.818
EE4 0.788
EE5 0.793
EE6 0.769
EE7 0.711
EE8 0.766
EE9 0.620

Employee
perceptions of
diversity
management

275

Table 5.
Item loadings,
reliability and validity




IHR
37,2

276

Table 6.
Results of direct
relationships

Hypothesis 1a was partially supported as there is a significant relationship between
diversity management initiatives and job performance. Still, contrary to the proposed positive
relationship, the results revealed a negative relationship (8 = —0.318, p < 0.05). This indicates
that diversity management initiatives were negatively associated with job performance
among hospitality industry employees. The results confirm that inclusive HRM policies have a
direct positive relationship with job performance, supporting hypothesis 1b (8 = 0.706,
p < 0.05). Furthermore, diversity management initiatives have a direct positive relationship
with service innovation behavior, thus confirming hypothesis 2a (6 = 0.556, p < 0.05). The
relationship between inclusive HRM policies and service innovation behavior was also
statistically significant, and hypothesis 2b was supported (8 = 0.127, p < 0.05). Both diversity
management initiatives (8 = 0.439, p < 0.05) and inclusive HRM policies (8 = 0.357, p < 0.05)
had direct positive relationships with employee engagement, supporting hypotheses 3a and
3b. Hence, other than the relationship between diversity management initiatives and job
performance, both diversity management initiatives and inclusive HRM policies are positively
associated with job performance, service innovation behavior and employee engagement.

4.5 Mediation analysis

Mediation analysis using 5000 bootstrapped samples and with a 95% confidence interval (CI)
was conducted. The results of the mediation analysis and indirect effects (Hypotheses 4a —5b)
are displayed in Table 7. Diversity management initiatives had a significant indirect
relationship with job performance via employee engagement (95% CI = 0.056, 0.204). Since
the 95% CI did not include zero, statistical significance is established (Hayes, 2013), and
hypothesis 4a was supported.

Furthermore, inclusive HRM policies also had a significant indirect relationship with job
performance via employee engagement (95% CI = 0.053, 0.162), and hypothesis 4b was
supported. Additionally, employee engagement mediated the relationship between diversity
management initiatives and service innovation behavior (95% CI = 0.191, 0.365) and between
inclusive HRM policies and service innovation behavior (95% CI = 0.134, 0.323). Thus,
hypotheses 5a and 5b were also supported. This indicates that employee engagement
mediated the relationships between diversity management initiatives and inclusive HRM
policies and job performance and service innovation behavior as outcomes.

Hypothesis Standard estimate Standard error t-value Result

Hla: DMI - JP —0.318"™ 0.045 —7.100 Partially supported

sl

Hilb: IHRMP - JP 0.706 0.043 16.496 Supported

H2a: DMI - SIB 0556 0.044 12529 Supported
H2b: IHRMP - SIB 0127 0.048 2659 Supported

sl

H3a: DMI - EE 0.439**‘ 0.042 10.520 Supported
H3b: IHRMP - EE 0.357"" 0.046 7.795 Supported

Table 7.
Mediation analysis

95% CI
Hypothesis Standard estimate Low High Result

H4a: DMI - EE - JP 0.121 0.056 0.204 Supported
H4b: IHRMP - EE - JP 0.098 0.053 0.162 Supported
Hb5a: DMI - EE - SIB 0.270 0.191 0.365 Supported
H5b: IHRMP - EE - SIB 0.219 0.134 0.323 Supported




5. Conclusions and discussion

5.1 Conclusions

The purpose of this study was to analyze the relationship between diversity management and
job performance, service innovation behavior and employee engagement of hospitality
industry employees. Diversity management initiatives were found to have a significant
negative relationship with job performance, partially supporting the hypothesis. Previous
research has established that improving employees’ job performance requires leadership and
dedication from the organization (Sabharwal, 2014). Hence, merely introducing programs and
insisting on employees to participate in the initiatives, without an appropriate contingency
plan to make up for the productivity, can only negatively impact job performance. This idea
can clarify the discrepancy between the initially hypothesized relationship and the actual
conclusion that emerged during this study. Although programs that stimulate an inclusive
environment and are instrumental in reducing interpersonal conflicts are beneficial (Choi and
Rainey, 2014), appropriate measures must be taken to compensate for the time and resources
spent participating in such initiatives.

Inclusive HRM policies were positively and significantly linked with job performance,
supporting the hypothesis. Since HPHRPs have been positively linked with job performance
(Sun et al, 2007), it is understandable for inclusive HRM policies related to diversity
management to be positively associated with job performance. Nadda et @l (2014) also found
fair policies related to compensation, hiring and promotions as contributing factors in
enhancing employees’ job performance. Hence, the inclusive HRM dimension of diversity
management is duly linked with job performance in the hospitality and tourism industry, as
supported by previous literature (Choi and Rainey, 2010).

Diversity management initiatives were concluded to have a direct positive relationship
with service innovation behavior, as previously hypothesized. A supportive work
environment and leadership commitment included in the diversity management initiatives
dimension of diversity management have been found to positively impact service innovation
behavior (Martins and Terblanche, 2003). A conflict management climate has been identified
as a critical contributor to enhancing employees’ service innovation behavior in the
hospitality industry (Jung and Yoon, 2018). Since diversity management initiatives are
ingrained within conflict management, diversity management initiatives have a positive
impact on service innovation behavior.

Service innovation behavior was also significantly linked with the inclusive HRM policies
dimension of diversity management. This relationship was the weakest among the
hypothesized relationships, although it was statistically significant. The research on
enhancing service innovation behavior is rooted in the concept of a supportive work
environment and the ability and freedom for the employees to innovate (Reade and Lee, 2016).
However, fair and inclusive human resources management policies regarding the
fundamental human resources functions of compensation and hiring have not been linked
with service innovation behavior in the literature. Organizations that practice inclusive HRM
policies may have an impact on the performance of the employees’ core job duties but do not
necessarily have a superior impact on service innovation behavior, which is not included in
their essential job functions.

Diversity management initiatives were established to have a significant positive relationship
with employee engagement. Hence, the proposed hypothesis was supported in this instance.
Karatepe and Olugbade (2009) found that employee engagement is positively affected by job
resources, organizational environment and psychological climate in the hotel sector (Lee and Ok,
2015). The items included in the diversity management initiatives dimension are rooted in
organizational characteristics and commitment to diversity management from the organization.
Hence, the positive relationship between diversity management initiatives and employee
engagement can be explained based on previous research.
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Employee engagement was also found to have a significant positive relationship with
inclusive HRM policies dimension of diversity management, in alignment with the
hypothesis. In addition to organizational factors, human resources practices have been
known to increase employee engagement in the hotel industry (Presbitero, 2017). Since the
items in inclusive HRM policies are focused on human resources management within the
organization, there is ample justification to support the relationship between inclusive HRM
policies and employee engagement.

Regarding the indirect mediating relationships, all four proposed hypotheses were
supported since employee engagement has been identified as an attitudinal factor in
generating positive employee behavior (Jung and Yoon, 2018). The relationship between
diversity management initiatives and job performance was mediated by employee
engagement. It is vital to note that the direction of the direct relationship between
diversity management initiatives and job performance was negative, and introducing
employee engagement as a mediator altered the direction of the indirect relationship. Hence, it
can be concluded that employee engagement was a missing attitudinal factor in the
relationship between diversity management initiatives and job performance.

The relationship between inclusive HRM policies and job performance was also mediated
by employee engagement. Research has also suggested that employee engagement is an
effective mediator between organizational characteristics and positive employee behaviors
(Salanova and Schaufeli, 2008). This can explain that employee engagement further mediated
the relationship between diversity management initiatives and service innovation behavior.
Lastly, there was a significant indirect relationship between inclusive HRM policies and
service innovation behavior through employee engagement.

5.2 Theoretical implications

This research provides numerous theoretical implications. This study advances the
scholarship of diversity management beyond an assumptive approach (Pitts, 2009). The
findings provide empirical evidence for the concepts described by researchers who have
suggested that diversity management is beneficial to organizations and can be a source of
competitive advantage (Yang and Konrad, 2011). This research advances the literature on
diversity management further by moving beyond the assumptive idea that diversity
management could be beneficial for the hospitality industry. This study provides empirical
proof that diversity management is indeed vital for positive outcomes in the hospitality
industry.

Additionally, this research concludes that diversity management mainly has a positive
effect on desirable employee-related outcomes. The findings from the hypotheses testing
further extend the body of knowledge on diversity management in the hospitality context by
establishing a positive link between diversity management dimensions, job performance,
service innovation behavior and employee engagement. The mediating effects of employee
engagement further contribute to the literature by confirming that organizational factors can
lead to attitudinal impacts, which eventually have an impact on the employees’ behaviors
(Salanova and Schaufeli, 2008) based on the social exchange theory.

5.3 Practical implications

This research provides many practical implications for the hospitality industry. It has been
concluded that effective diversity management generates enhanced organization attraction
(Madera et al., 2018), innovative ideas and a positive image for the organization (Ineson et al,
2013). Additionally, effective diversity management can also have a positive influence on an
organization’s financial performance (Singal, 2014). This research confirms the findings of
previous research and establishes diversity management as an antecedent to positive



attitudes and behaviors of hospitality and tourism industry employees. Diversity
management is directly related to positive employee attitudes and behavior in the
hospitality industry, and managers can utilize these findings to create favorable outcomes
for their organizations.

Hospitality industry organizations must note that diversity management positively
influences its employees’ job performance, service innovation behavior and engagement. The
findings not only encourage hospitality industry organizations to evaluate and enhance their
diversity management efforts because of their impact on job performance and employee
engagement, but they also provide practical evidence regarding the positive influence of
diversity management on service innovation behavior. Managers do not need to “rely on gut
feeling, speculation, and their own limited experience about the keys to innovation success”
(Ottenbacher and Gnoth, 2005, p. 206) anymore.

Hospitality industry organizations can learn that basic compliance with the laws is not
enough anymore. A more novel approach regarding their diversity management efforts is
required to generate positive outcomes. A passive approach to diversity and diversity
management may not be beneficial to hospitality companies anymore. An overall culture
change is required within organizations where individual differences are respected and
valued to move forward with the diversity management movement (Martin-Alcazar et al,
2012). Organizations should include diversity management into their strategic plans to reap
the full benefits of a diverse workforce.

Companies can initiate programs and policies such as mentoring, diversity training,
formal and informal networking groups for their employees to promote a culture of diversity
management. Hospitality industry organizations should communicate the importance of
diversity management to all employees, encouraging and furthermore rewarding employees
for participating in such initiatives. Hospitality organizations should also be committed to
providing fair compensation and benefits to all employees, further communicating a “zero
tolerance” policy of discrimination. Companies should create a culture where employees’
differences are respected and utilized as a strength. As stated previously, Madera (2013) and
Gajjar and Okumus (2018) have highlighted a total of ten categories that companies can use
as a benchmark for their diversity management practices. By utilizing workforce diversity
effectively and as an asset, organizations can generate positive attitudinal and behavioral
outcomes among their employees.

5.4 Limitations and future vesearch

Despite theoretical and managerial implications, findings from this study must be assessed
against a backdrop of potential limitations requiring further research. Additionally, since the
research measured employees’ perceptions instead of actual performance data, the reality
within the workplace may not be entirely reflected through the data. Furthermore, even
though the findings were based on a representative sample of hospitality industry employees
employed in a range of jobs within several sectors of the industry, generalizing the results
must be done with caution because of the country-specific sample. The research should also
be replicated to consider the attitudinal and behavioral differences between different groups
based on gender, race, ethnicity, etc., by introducing these demographic factors as
moderators in future studies.

There is still room for scholars to improve the existing body of knowledge on diversity
management. The relationship of diversity management with several desirable
organizational outcomes such as organizational citizenship behavior, job satisfaction,
organizational commitment and turnover intention should be analyzed. Hsiao et al (2015)
established a positive link between organizational diversity and organizational citizenship
behavior. Organizational citizenship behavior is linked with high-involvement human
resources management practices at its core (Yang, 2012).
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Best practices related to the perceived corporate image, organizational support,
organizational justice, internal marketing, organizational culture, training and
communication have all been included in diversity management scholarship (Gajjar and
Okumus, 2018; Madera, 2013; Madera et al., 2016, 2017) and are crucial in increasing the job
satisfaction of hospitality industry employees as highlighted by Kong et al. (2018). Hence,
effective diversity management of hospitality industry employees should have a positive
impact on employees’ job satisfaction.

Although the consequences of employee organizational commitment have been
extensively explored in the hospitality industry context, the antecedents have been only
broadly researched as organizational characteristics (Luo ef al, 2017). A nuanced
understanding of precursors of employee organizational commitment, such as diversity
management, is lacking in the hospitality scholarship and can be assessed in future studies.
Turnover intention or the likelihood of an employee leaving the organization soon (Kang et al.,
2015) has also been investigated in the hospitality industry with regards to its several
antecedents, a majority of which are organizational characteristics (Ozturk et al.,, 2014).
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