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Abstract 
The main objective of this paper is to describe organisational commitment displayed among hotel 
employees with regard to the different ways its level can be boosted. This work specifies a critical 
secret weapon that organisations should be cognisant of to ensure their employees’ commitment 
towards their job is retained and loyalty to the entity is secured. In particular, the connection 
perceived between organisational commitment, leadership style, and the social exchange theory 
plays a vital and significant role. The methodology implemented includes identifying resources 
for locating pertinent articles, whereby literature reviews are sought as the secondary data. Here, 
the correct keywords are identified and thus incorporated during the search process, while the 
eligibility of information is ascertained accordingly. In this study, the supporting materials 
deemed necessary and of relevance are obtained by using electronic databases available at the 
library databases of Universiti Teknologi MARA, which include Scopus, SAGE, Academia, and 
ResearchGate. The concluding comments detail the authors’ aspiration and beneficial elements 
attainable due to this work to its readers.   
Keywords: Organisational Commitment, Leadership, Social Exchange Theory 
 
Introduction  
Over the past 20 years, various challenges have been identified in doing business to achieve a 
competitive advantage (Abd Halim & Ali Alsheikh, 2017). In the United States of America (USA), 
the hospitality industry is highly in demand and contributory to its economy and society. The 
accommodation-based industry and services encompass hotels (e.g. resort hotels, budget hotels, 
and apartment hotels), chalets and rest houses, guest houses, hostels, bed and breakfast, and 
camping grounds (Department of Survey and Mapping, 2018). Accordingly, the tourism and 
hospitality industries are some of the sectors that can also contribute to the Sustainable 
Development Goals (SDGs) towards improving financial and societal growth (Jones & Comfort, 
2019).  
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The above statement is supported by the World Tourism Organisation and United Nations Global 
Compact Network Spain (2016), whereby the tourism industry is underlined as the industry with 
the most potential towards enhancing the economy and contributing to SDG achievements. In 
2018, Malaysia received a total of 25,832,354 international tourists (TOURISM MALAYSIA, 2018). 
To the author's knowledge, however, previous studies have revealed that the hotel industry is 
associated with an increasingly higher turnover rate regardless of the incremental tourist receipt 
numbers. This is further reflected in the major foreign exchange earnings in 2018 listed based on 
Figure 1.0 below. 
 
For example, one of the studies has revealed that the level of organisational commitment among 
hoteliers is low (Davis, 2018). This supports another observation that the number of hotel 
employees quitting their job within two years of the maximum period of working has become an 
issue (El-Houshy, 2018). Similarly, works from other researchers have reached a consensus 
regarding the issue of hotel industry turnover in the sector over the past decades (Abo-murad, 
2019; Abo-Murad & AL-Khrabsheh, 2019; Tan et al., 2019) Figure 2.0 depicts information 
generated by the National Restaurant Association (2019), proving the incremental turnover rate 
in the restaurant and accommodation sector from the year 2010 until 2018.  
 
Such an issue is also prevalent in Malaysia, as deduced by a group of researchers in which the 
level of organisational commitment among hotel employees is steadily reducing (Zainuddin et 
al., 2019). To the best of the author’s knowledge, employees denote the backbone of the industry 
and thus call for highly committed individuals. To this end, the number of employees engaged in 
any organisation can be retained by introducing effectual leadership championed by effective 
leaders, either through managerial or supervisory positions. However, the lack of studies 
investigating this topic in the context of hotel industry employees in Malaysia has been identified 
accordingly (Saeed et al., 2018). 
 
As such, issues associated with employee commitment towards their organisation have driven 
the authors to reveal the secret weapons or applicable strategies in increasing the level of 
organisational commitment, particularly in the context of the hotel industry.  
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Figure 1: Major foreign exchange earnings in 2018 (Source: Tourism Malaysia,2018) 

 
Figure 2.0: Turnover rate (Adopted from Media & Press NRA, 2019) 

 
Organisational Commitment  
To date, an increasing volume of research regarding the effect of organisational commitment on 
employee and organisational outcomes has been observed. Accordingly, it is a notable area of 
interest for a considerable period, ranging from the early 1960s by Becker (1960) until current 
times (Yeh, 2019). However, a literature review has indicated that its introduction is not dated 
back to the 1960s; instead, the 1950s resulted in Whyte’s (1956) publication entitled 
“Organisation Man”, which already gained the attention of researchers (Pelenk, 2020). The fact 
that organisational commitment has been investigated since the 1950s is undoubtedly proof that 
retaining employees and ensuring their organisational commitment are important and pose a 
significant effect on organisations themselves. The most cited research related to such works has 
revealed that organisational commitment contains three aspects, namely affective commitment, 
continuance commitment, and normative commitment. These elements should be exhibited by 
leaders and organisations to sustain the organisational commitment among their employees 
(Meyer & Allen, 1984). 
Furthermore, the construct of organisational commitment is fundamentally comprised of the 
emotional state of mind, loyalty towards an organisation, and the respect of the leader and 
organisation itself. This statement is supported by prior empirical research, which has underlined 
the positive and significant relationship between organisational commitment, servant 
leadership, and organisational support in the foodservice industry (Piong, 2016). 
Henceforth, the importance of employees as the “Organisational Man” is loudly amplified due to 
the fact that minimising the turnover rate in the hotel industry and boosting job performance 
levels are possible as a result of an increasing sense of organisational commitment. This 
statement has been analysed extensively by authors worldwide in ascertaining the benefits of 
sustaining organisational commitment levels among employees, which is also applicable in other 
industries beyond the hotel industry. In particular, Becker's side-bet theory has been correlated 
to organisational commitment, whereby employee’s perception of the time and money invested 
into their organisation should be repaid or rewarded, and vice versa. This ensures their sense of 
responsibility and love towards the entity, which occurs if they are extended a treatment similar 
to what they offer (Zhao, 2019). 
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It is worth noting that the departure of committed employees from an organisation is financially 
costly in the context of their financial stature and image in the perspective of their rivals. For 
example, a study undertaken in Spain has critically reviewed the gravity of organisational 
functions and future direction, thus highlighting the ultimate mission of ensuring employee 
commitment(Keskes, 2014). Retaining a sustainable level of commitment for this population 
necessitates the abovementioned criteria of organisation commitment, which is especially true 
for the hospitality industry due to its demanding peak period or around-the-clock operational 
hours (Bhat, 2017). 
 
Moreover, the higher amount of tourists coming in should be correlated with the number of 
employees engaged in the hotel and tourism industry. Regardless of these elements, the industry 
must ensure that its employees’ commitment towards their organisations is in the right position, 
which is necessary to sustain its role as a major contributor to the national economic revenue. 
Literature reviews on the topic call for organisations to take care of their employees and retain 
their organisational commitment. This is further highlighted in how the three commitment 
criteria emphasise the significance of organisational commitment among employees in any 
organisation (Meyer et al., 1993).   
In general, organisations must heed the three components of organisational commitment, 
namely affective commitment, continuance commitment, and normative commitment. Affective 
commitment, for example, is known as desire while continuance commitment is the need for life, 
whereas normative commitment is classified as one’s obligation towards an organisation (Tan et 
al., 2019). By answering to all three commitment types, employee work-life balance is secured 
and the turnover rate can be reduced, especially in the hotel industry (Farrell, 2015). 
Organisational commitment is undeniably critical as per its significant outcomes should 
organisations realise the importance of each dimension accordingly (Domínguez-Falcón et al., 
2016). Besides, some studies have indicated that this element will produce more productive 
employees and increase the sense of organisational citizenship behaviour among these 
individuals (Edros et al., 2020; Grego-planer, 2019). 
 
Leadership Styles 
In general, various leadership styles are applied in the business and management field worldwide 
in which leadership is specifically positioned as a secret weapon or strategy to increase 
organisational commitment. This is supported by other correlated studies depicting leadership 
styles that can increase one’s commitment towards organisations, especially in the hotel 
industry, and result in employee retainment (Daskin, 2016). The importance of leadership to 
increase commitment spans various goals, including minimising the turnover rate, influencing 
team members to achieve organisational goals, and driving employee motivation as an 
operational component in the entity; this population needs the best leadership (Saeed et al., 
2018; Yahaya & Ebrahim, 2016).  
 
Hotel-based leadership studies in Malaysia have detailed different leadership types, such as 
transformational, transactional, laissez-faire, and servant leadership. A systematic literature 
review, in particular, has revealed that studying these styles necessitates researchers to prove 
that leadership is significant and requires serious managerial attention, undoubtedly enhancing 
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the level of organisational commitment among employees (Yahaya & Ebrahim, 2016). A good 
employee comes from a great leader; this has been proposed by Dr. (Al-Ababneh, 2013) following 
their study in the context of the Jordanian hotel industry. Here, leadership is the backbone of a 
great hotel operation and produces the best employees. 
 
Back in the 1980s, leadership is conceptually known using several themes, such as “do as the 
leader wishes”, influence, traits, and transformation. In the 21st century, however, scholars have 
agreed that it does not have one specific meaning; contrarily, it holds different meanings for 
different people (Northouse, 2012) as shown in Figure 1.0 below. Theoretically, leadership can 
denote any themes used previously for different people as per the type employed by their 
leaders. For example, leaders implementing a positive style will depict employees in a similar 
manner, while those with inconsideration for their employees are attributable to a negative 
leadership style. Prior discourses have indicated that minimal research is available on leadership 
and organisational commitment despite the prevalent and continuous issues seen of the topic, 
especially in the context of the Malaysian hotel industry (Lo et al., 2010). 
 

 
Figure 3.0: Leadership themes  (Northouse, 2012) 

 
Figure 3.0 above depicts the four themes of leadership, which can be delineated in line with the 
evolution of leadership. The progression commenced as early and the 1900s in which earlier 
definitions for the word were detailed in a conference in 1927. Leadership, for example, describes 
the capability of a leader to impress others, being a leader, and encouraging loyalty, respect, and 
teamwork for their followers. After a decade, four themes have been identified by scholars and 
detailed accordingly in Northouse’s book published in 2012 as follows:  

• Do as the leader wishes. 

Leadership

Theme

Do as the
leader wishes

Influence

Traits

Transformation
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This theme has its own pros and cons. In the 21st century, Generation-Z or alpha 
individuals are required to undertake two-way communication with their leader. If they 
have any issues with their supervisors or leader, youngsters of this generation will quit 
within six months (Richardson, 2010). 

• Influence.  
A leader must have a sense of influence on their followers from every angle possible, 
specifically a good side as opposed to the bad side of said individual.  

• Traits. 
This theme is crucial as leaders require certain traits to lead their followers and being role 
models or not. Discussions of the theme in prior servant leadership style-focused works 
have underlined the need for leaders to have good and quality traits as considered by 
both leaders and followers (Krog & Govender, 2015). 

• Transformation. 
As a leader, being inspired by their followers is a crucial process of being a great one 
(Kindy et al., 2016) and necessary in being a good leader.  

 
On top of this, prominent leadership scholars such as Heifetz, Burns, and Greenleaf have also 
made unique contributions to the current understanding of ethical leadership. The theme 
commonly highlighted by these authors is an ethos of caring, specifically paying attention to 
followers’ needs and being cognisant of leader-follower relationships and their importance 
(Northouse, 2012). 
 
Social Exchange Theory  
The social exchange theory is a global and driven approach for utilising social interaction in the 
social science field in delineating the level of exchange occurring between two parties. Otherwise 
termed as reciprocity between both parties, this theory has been extensively discussed by Homan 
and Blau in the 19580s (Cook, 2015). It reveals the relationship between individuals, namely 
employees and organisations, and suggests that the former may emerge as good or bad 
employees in the future as a result (Ma & Qu, 2011). When viewed as an indicator of contribution 
for both parties, studies have revealed that an excellent correlation will be seen following the 
occurrence of interdependence between them (Cropanzano & Mitchell, 2005). Thus, the theory 
is intimately linked with the cost and benefits of exchange in which one party assumes to receive 
a reward based on the level of contribution that they offer. 
 
Beyond its social implication, the social exchange theory further reflects the economic exchange 
that occurs, whereby the economic background of an individual or organisation will improve 
following the fulfilment of their social exchange (Cropanzano et al., 2017). According to 
researchers, this theory is critical in the 20th century and in the era of globalisation, requiring 
extensive attention from people of all backgrounds to ensure excellent organisations and 
economic status (Chernyak-Hai & Rabenu, 2018). To the best of the author's knowledge, it should 
be applied extensively in entities to ensure employee satisfaction and organisational strength, 
thereby becoming primed for leading their economic aspects in the future.  
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This theory is heavily highlighted in the current work due to its benefits to different parties. For 
example, a Surabaya-based work has indicated that attitude and behaviour are closely related to 
the level of exchange seen between leaders and employees (Anang Subardjo & Harjanti, 2019). 
Henceforth, the social exchange theory primarily underpins discussions on organisational 
behaviour, organisational commitment, justice, trust, perceived organisational support, 
employee engagement. It is also linked to certain topics on organisational behaviour related to 
two parties, namely employee and leader-related and employee and organisation-related 
behaviours (Aktar & Pangil, 2017; Almaaitah et al., 2017; Cropanzano et al., 2017). 
 
Besides, prior works detailing leadership and organisational commitment in the restaurant sector 
have proven the theory’s status as the underlying element promoting reduced employee 
turnover rate as they feel appreciated by their leader and organisation (Jang & Kandampully, 
2018a). This situation is born following the fulfilment of balance and repayment, rendering 
reciprocity a practiced strategy in such an organisation (Blau, 1989). Therefore, the social 
exchange theory remains relevant and is a dominating theory still in current times due to the 
proven benefits of exchange from time to time. 
 
The Relationship between Organisational Commitment and Leadership Style  
The above discussion on leadership and organisational commitment as the underpinning 
constructs of the social exchange theory suggests the presence of evidence proving the 
relationship between leadership styles and organisational commitment. The review performed 
has revealed several prior works depicting the significance of such a relationship. For example, a 
study analysing 20 hotels in India has highlighted the importance of leadership style towards 
boosting employee organisational commitment (Bhat, 2017). The work only focused on frontline 
employees, however, rendering other operational employees unrepresented in the current 
literature despite earlier scholars calling for them to be investigated. These operational 
employees include kitchen and housekeeping employees, among others.  
Alternatively, a study undertaken in Madda Walabu University, Bale Robe, Ethiopia has discussed 
the effectiveness of good leadership styles and their role to boost the organisational commitment 
among the employees. Furthermore, such elements will benefit organisations and employees in 
terms of reduced turnover rate, increased level of effectiveness, and increased job performance 
among the latter population (Ozdemir, 2017). Meanwhile, the effect of leadership styles and 
organisational commitment in the context of American restaurants has been investigated and 
proven the significant outcome of such correlation (Jang & Kandampully, 2018).  
A systematic literature review detailing the relationship between leadership style and 
organisational commitment has further indicated their role as excellent parameters in measuring 
their respective significance, specifically in the hotel industry field for future reference (Yahaya 
& Ebrahim, 2016). Supporting evidence has revealed that the intimate link between both 
elements will boost employee engagement and improve job satisfaction (Naiemaha et al., 2019). 
Thus, this paper discusses the not-so-secret weapon or key of organisational effectiveness, 
namely leadership styles, which is further bolstered by the social exchange theory in ensuring an 
improved organisational commitment.  
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Conceptual Framework Proposed  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

SOCIAL EXCHANGE THEORY 
 
Based on the discussion included in this paper, the above conceptual framework is proposed 
accordingly. The dependent variable suggested is denoted by organisational commitment, 
which encompasses three dimensions as the focal highlight for readers, while leadership style 
serves as the predictor for the framework. Accordingly, this framework underlines the 
significance of the social exchange theory as the theoretical underpinning of the current work. 
 
Conclusion  
The current paper aimed to investigate the relationship between leadership style and 
organisational commitment, specifically in the context of the hotel industry. The former 
element was deemed as the proposed predictor due to the staggering turnover rate recorded 
among hotel employees. Accordingly, the significance of the leadership themes, the history 
of leadership, and other secret weapons applicable to increase the organisational 
commitment among hotel employees was delineated via the implementation of the social 
exchange theory. 
 
Furthermore, a proposed conceptual framework was depicted in detail for future empirical 
research following the beneficial implications attached to the topic towards the relevant 
organisations and industry. The younger generations, in particular, have been linked with 
worsening perception of the hotel industry due to many reasons, including ineffective 
leadership, among others (Richardson, 2010). This calls for future works implementing the 
proposed framework to generate an empirical outcome or referencing the content included 
in this work for leaderships to improve their knowledge and skills for the purpose of 
enhancing their employees’ organisational commitment. Undoubtedly, the combination of 
quality leadership and social exchange theory implementation will aid organisations in 
minimising employee turnover rates and improving their employees’ loyalty. In the long run, 

LEADERSHIP 

STYLES 

ORGANISATIONAL COMMITMENT: 

1) Affective Commitment  

2) Continuance Commitment  

3) Normative Commitment  
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the ability to retain these employees will allow these entities to reduce the financial costs 
associated with training new staff.   
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