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The existing literature has called for more studies to be conducted on how human resource
activities affect service recovery performance. This study therefore ascertains the effects of Job
Satisfaction, employee Commitment, Workplace Friendship and Team Culture on Service
Recovery Performance. The survey research design was used in this study. The participants
were frontline employees from the various service sectors in Ghana. The convenience sampling
was used as the sampling technique. A total of 372 responses were used in the final analysis.
The scale items were adapted from the existing literature. Confirmatory factor analysis was used
to assess the fit of the model. Multiple linear regression was used to test the hypotheses. The
findings indicate that Job Satisfaction, Employee Commitment, Workplace Friendship and
Team Culture significantly exerts positive influence on Service Recovery Performance of
frontline employees. The findings from the study imply that there are several antecedents to
Service Recovery Performance. Team Culture, Workplace Commitment, and Employee
Commitment can influence Job Satisfaction which in turn will affect Service Recovery
Performance resulting in customer satisfaction and retention.

© 2016 Growing Science Ltd. All rights reserved.

1. Introduction

The contribution of the services sector to the Gross Domestic Product (GPD) of economies of the world
cannot be underestimated. The service sector offers employment to a greater number of people globally.
In spite of this, the service sector continues to face difficulties in satisfying customers or meeting the
expectations of customers. There are always delays in delivery, informational failure, rudeness on the
part of staff, response failure etc. (Singhal et al., 2013). Most of the time these failures are caused by
frontline staff who are arguably least paid by service organizations. Furthermore, when service failure
occurs, the same frontline staff are expected to resolve the problem. The successful resolution of service
failures can create a competitive advantage for service firms and lead to customer loyalty (Hinson,
2012). Darby (1999) noted that front line staff influences formation of customers’ expectations and
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experiences to the extent that they are inseparable from the actual service. This suggests that the
performance of frontline employees in service delivery and recovering service failure is very essential
for service firms. Consequently, the need to investigate the workplace practices that have the potential
of motivating service firms’ employees to successfully recover service failure is relevant (Karatepe &
Vatankhah, 2015). Human resource management outcomes that are performance driven are key to
ensure service recovery performance (Davidson et al., 2011). The existing literature has shown that
human resource management outcomes such as selective staffing, teamwork, empowerment and
training drive employees to meet job requirements and performance (Solnet et al., 2010). Similarly, Ng
etal. (2011) noted that job satisfaction drives job performance. Again, Karatepe and Vatankhah (2015)
found career opportunities, rewards, selective staffing, empowerment, teamwork, job security and
training as the key performance-driven factors affecting service recovery performance in the airline
industry. In this view, it can be argued that human resource activities and workplace activities can
improve service recovery performance.

From the extant literature, it appears studies on the effects of job satisfaction, employee commitment,
workplace place friendship and team culture on service recovery performance are very minimal.
However, these are key components of human resource activities that influence employee performance
(Hinson & Kuada, 2014). Again, it appears that service recovery performance has received limited
attention from scholars in developing countries like Ghana (Boateng & Agyemang, 2015). Meanwhile,
human resource activities such as team culture and job satisfaction can be context dependent (Katzell
et al., 1992). In view of this gap in literature, this current study investigates the effect of employee
commitment, job satisfaction, workplace friendship and team culture on service recovery performance
of frontline employees in service organizations in Ghana. The rest of the paper is divided into five
sections. Section one presents literature review and hypotheses while section two captures the
methodology employed. Section three focuses on findings of the study while section four presents
discussions and conclusions. The last section focuses on the implications of the study.

2. Literature review and development of hypotheses
2.1 Service Recovery Performance

According to Zemke and Schaaf (1990) the word “recovery” within a service context was derived from
British Airway’s “putting the customer first” campaign. Service recovery is defined as a firm’s attempt
to overcome the negative effect of a failure or breakdown. In recent times, Zeithaml et al. (2010 p. 213)
have defined service recovery as “actions taken by an organization in response to a service failure”.
The importance of service recovery is well documented in the marketing literature. Zeithaml and Bitner
(2000) believe that while it is not possible for organizations to prevent all problems, they can, at least,
try to recover from them. As far back as 1992, Berry and Parasuraman posited that firms should
consider failure as an opportunity to satisfy customers better rather than a problem that creates
dissatisfied customers. Heskett et al. (1990) referred to service organizations that provide effective
response to service failures as “breakthrough” organizations. Such firms, according to Hinson and
Kuada (2014) will reap success in the long-term. It is therefore critical that organizations pay attention
to service recovery performance of employees. Liao (2007) defined employee service recovery
performance (SRP) as “the behaviors in which customer service employees who directly handle
customer complaints engage to recover customer satisfaction and loyalty after service failures.” He
identified three key features of SRP. First, SRP should focus on frontline employees who should be
seen as boundary spanners for the service firm. Although boundary spanners may not necessarily be
responsible for the service failures, most of the recovery activities fall within the prerogative of
frontline employees. Second, SRP refers to specific types of employee behaviors and should be
distinguished from its results. SRP refers to the words and actions of the employees in handling
customer complaints. On the other hand, results of SRP focuses on how SRP influences customer
perceptual, affective and behavioral intentions such as customer satisfaction and repurchase intentions.
Third, SRP is a multidimensional construct. Previous studies have investigated various types of service
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recovery efforts after service failures including apology, empathy, explanation, compensation, repair,
replacement, and refund (Sparks & McColl-Kennedy, 2001; Zeithaml et al., 2009; Hinson, 2012;
Hinson & Kuada, 2014). This study conceptualizes service recovery performance as the words and
behaviors of frontline service employees aimed at resolving customer complaints as a result of service
failures with the ultimate aim of recovering the service and thereby ensuring customer satisfaction and
retention.

2.2. Employee Commitment and Service Recovery Performance

Boshoff and Allen (2000) investigated the potential impact of organizational variables on frontline
service recovery performance. They hypothesized that job perceptions and employee attitudes have a
major impact on frontline staff service recovery performance. Three factors were identified as being
directly affected by employee attitudes and which consequently influence a firm’s SRP and these
include employee commitment to service excellence, an organization’s customer service orientation
and employee rewards for service excellence. Jenkins et al. (1982) postulated that the lack of employee
commitment accounts for poor quality improvement efforts. Employee commitment is believed to be a
function of top management commitment. In other words, lack of commitment on the part of
management to the objective of service excellence, is directly proportionate to employee commitment
to service recovery performance. Branson (1991) identified managerial actions as the most important
variable in influencing employee behavior. By implication therefore managers are expected to lead
from the front and demonstrate the behavior they require of employees. While it is acknowledged that
top management usually places a distance between them and frontline staff, it is still prudent for
management to demonstrate strong commitment to service excellence, if employees are to emulate their
example. Zeithaml et al. (2009) supported this view and indicated that unless management are fully
committed to SRP, the desired objective would not be achieved. However, studies on the relationship
between employee commitment and performance indicate mixed results. Boshoff and Allen (2000)
believed that the inconsistencies could be attributed to the measurement of different types of
commitment. In spite of these disagreements, recent studies have shown that, in a service environment,
employee commitment positively influence service quality, as they tend to dedicate more time, more
energy and more of their skills and talents to the firm for which they are employed compared to their
uncommitted counterparts (Liao, 2007). The study therefore hypothesizes that;

Hi: A high level of employee commitment towards the service organization will pose a favorable
influence on SRP.

2.3 Job Satisfaction and Service Recovery Performance

For several decades, the link between job satisfaction and performance has received a lot of scholarly
attentions. As far back as the 1920s, the Hawthorne Studies were among the pacesetters in the empirical
investigation of this relationship (Katzell et al. 1992). In spite of the plethora of literature on the subject,
the debate is still alive with regards to the nature and causal direction of the relationship (Boshoff &
Allen, 2000).The popular proposition (especially among practitioners) held is that satisfied employees
outperform the dissatisfied ones. Several empirical studies, however have demonstrated a weak
relationship between the two variables (Hess Jr. et al., 2003; McCollough et al., 2000). Evidence also
exists pointing to the fact that, rather, employees who do well enjoy their jobs. In service oriented firms,
according to Hinson (2012), job satisfaction drives customer-oriented behavior. This finding is
supported by the view that providers derive both extrinsically (in the form of financial benefits) and
intrinsically (job satisfaction) as a result of satisfaction of the customer. Also, service providers who
are in a happy mood are more likely to engage in prosocial behavior. Further, Zeithaml et al. (2009)
suggested that people in a happy mood are more likely to offer help and be considerate. The findings
are subsequently linked to job satisfaction indicating that satisfied employees are more prone to be in
a happy mood and therefore more disposed to behaving in a considerate manner towards others. Roger
et al. (1994) earlier pointed out that it is highly unlikely for boundary spanning employees to deliver
superlative service when they are unhappy in their work. Their conclusion that there exists a positive
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relationship between job satisfaction and good customer care has however been proved to be weak,
empirically. Bagozzi (1980) argued it is rather easier for service performance to cause job satisfaction
as employees compare expected intrinsic and extrinsic rewards with the actual rewards received and
forms favorable or unfavorable emotions. On the contrary, he believed that it is more difficult to justify
the link between job satisfaction and performance. Despite this assertion, this study takes the
conventional view and models SRP as an outcome of job satisfaction. Therefore, this study
hypothesizes that;

H»: Employee job satisfaction will pose a favorable influence on service recovery performance.
2.3 Workplace Friendship and Service Recovery Performance

The concept of workplace friendship still faces definitional problems. Lin (2010) defines workplace
friendship as “the close human relationship that employees who work in an organization build up”.
Earlier, Song (2006) took inspiration from Hays (1988) and Jehn and Shah (1997) and defined
workplace friendship as “a voluntary interdependent relationship in the workplace between two persons
to facilitate social-emotional goals of the participants with different types or degrees of intimacy,
companionship, mutual assistance and amiable relationship.” While acknowledging the plethora of
definitions, it is clear that workplace friendship can either hinder or help the formal organizational goals
(Nielsen et al., 2000) including service recovery performance.

Majority of adult people spend a large part of their lives at work and therefore friendship between
coworkers usually foster. Such friendship may be linked to critical work-related performances
including organizational commitment, job involvement and job satisfaction (Riordan & Griffeth, 1995).
Workplace friendship is found to benefit both the individual worker and the organization (Rawlins,
1992). From the individual standpoint, workplace friendship provides emotional advantages (Kram &
Isabella, 1985), improved job performance (Zetlin, 1991), enhanced career development and working
environment (Yager, 1997). From the firm’s viewpoint, favorable outcome can result from favorable
workplace friendship (Morrison, 2004; Jehn & Shah, 1997) including encouraging employee retention
(Riordan & Grifeth, 1995), organizational productivity and institutional capacity (Crabtree, 2004;
Ellingwood, 2001)

In spite of these favorable impact of workplace friendship, Song (2006) identified several reasons why
these positive effects have been overlooked. These were listed as the negative effects of workplace
including gossip, sexual harassment, fleeting loyalty to the organization, favoritism and organizational
politics. Sias et al. (2004) argued that despite the negative impact of workplace friendship, the subject
is still important, not just because of its benefits to both the individual and the firm, but more
importantly because of its association with job performance. By implication, workplace friendship is
expected to correlate with service recovery performance.

Many reasons have been adduced for the study of work place friendship (Nielsen et al., 2000). The key
reason is the relationship between workplace performance and work-related performance. According
to Riordan and Griffeth (1995), there is a positive correlation between friendship, job satisfaction and
performance resulting in less employee job turnover. Neilson et al. (2000) also found a close
relationship between workplace friendship and organizational performance. Indeed, workplace
friendship is considered a significant factor in the study of employee relationship in the workplace (Lin,
2010). It is still debatable whether workplace friendship influences job performance or the other way
round as mixed results have been produced (Nielsen et al., 2000; Lin, 2010). This study hypothesizes
that:

Hs: Workplace friendship positively influences service recovery performance.
2.4 Team Culture and Service Recovery Performance

According to Boshoff and Allen (2000), the everyday working environment in which employees
function heavily influences their behavior and performance. One of the variables that moderate job



A. F. Okoe et al. / Management Science Letters 6 (2016) 717

performance is the role of knowledge sharing within a team. Team work has been found to impact job
performance in a positive way within several environments (Andrews, 1995). While it cannot be denied
that superlative service will result periodically from the initiative of one person, it is usually as the
result of the activities of several people working together (Berry, 1995) Ultimately, the boundary
spanners (frontline staff) are responsible for interfacing with customers, but the full support of the
backroom staff is required to ensure a smooth service encounter situation.

Zeithaml et al. (2009) explained that customers were only exposed to a limited part of the service
delivery process (banking services, for example). While not every employee of the organization deals
directly with end users, each task is vitally important in ensuring service excellence (Lovelock & Wrtiz
2004). Each employee serves a particular customer, whether internal customer (a fellow employee) or
an external one (end users). Once employees understand that each of them serves a customer and
accountable to them, the task they perform becomes more meaningful.

An effective team culture glues employees together and motivates team members to contribute for the
common good. As Berry (1995) pointed out, the team culture should help support and motivate
members to share knowledge and appreciate the contributions of each individual in the achievement of
primary objectives. The management and services marketing literature provide evidence that
knowledge sharing in teamwork promotes performance (Kuada & Hinson, 2012). The study
hypothesized that:

Hs: Teamwork culture will influence employee SRP through the moderating role of knowledge sharing
3. Methodology
3.1. Overview of the Service Sector and Service Failure in Ghana

Ghana’s services sector is reported to be the leading contributor to Gross Domestic Product (GDP).
According to Ghana Statistical Service Report (2014), the services sector contributed more than 50%
of GDP, with manufacturing and agriculture recording a distant 28.57% and 22.0% respectively. Thus,
the services sector’s contribution to the economy of Ghana totals the contributions of all the other
sectors combined. The report indicated that the service sector exceeded its 2012 target of 7.7% by 1.1%
points to register an impressive growth rate of 8.8%. The major areas of growth included the
Information and Communication sub sector (24.7%), Finance and Insurance subsectors (23. 2%),
Hotels and Restaurants (13.6%), Business Services (13. 5%) and Transport and Storage (11.4%). As
Kotler and Keller (2006) indicated, the growth of the services sector serves as a good barometer for the
development of a country.

Developed economies therefore tend to be more service-oriented compared to their developing country
counterparts. On the employment front, Otoo et al. (2009) reported that the services sector in Ghana
employs about 20% of the total workforce representing one-fifth of the working population. Thus, the
relevance of the services sector cannot be underestimated and therefore serves as focal point for this
research. In spite of the importance of services, the extant literature on service failure and recovery
suggests that a majority of the studies were conducted in developed countries (Amankwah-Amoah &
Debrah, 2010). Nevertheless, the scanty literature on the subject of service failure in Ghana indicates
service failure remains critical in the demise of most organizations in Ghana.

3.1 Research Design and Sampling Design

This study used the survey research design. This was to enable the collection of large data and
generalize the findings to the entire population. They were selected from the service sectors in Ghana.
In all 372 respondents were used in this study. The respondents of the study consisted of the frontline
employees from the service sector who consistently interact with customers. The respondents were
made of 58.9 females and 41.1% males. Most (49.6%) of the respondents have worked for 1-3 years
while 34.2% have worked for 4-6 years. Additionally, 8.8 % have worked for 7-9 years while 7.4 %
have worked for 10 years and above. The sample was selected using the convenience sampling
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technique. This decision was taken because of lack of sample frame. The sampling technique also
made it easy for data collection as the participants were easily available.

3.2 Measures

The scale items for this study were all adapted from the extant literature. The scale items measuring
Employee Commitment were derived from Chang and Chang (2009) while that of Job Satisfaction (JB)
were adapted from Scarpello and Campbell (1983). Also, scale items measuring Workplace Friendship
(WF) were borrowed from Neilsen et al. (2000); items measuring Team Culture were adapted from
Stashevsky and Koslowsky (2006). SRP was measured using scale items from Boshoff and Allen
(2000). Table 1 contains all the items that were used to measure the constructs. All the items were
measured on a five-point likert scale; 1=strongly disagree, 2=disagree, 3= neutral, 4= agree and 5=
strongly agree. This was to avoid ambiguity in the scale.

Table 1

Cronbach’s alphas (o), composite reliability (CR), Average Variance Extracted (AVE) and factor

loadings
Constructs/Items Loadings
Employee Commitment CR =.83; AVE =.52
I care about the future development of this company 0.70
I feel I have a promising future if I stay with this company 0.74
I will pass on my working experience to new staff 0.69
I am emotionally attached to this company 0.69
Job Satisfaction CR =.87; AVE =.52
I am satisfied with the freedom to use my own judgment 0.63
I am satisfied to try my own methods of doing the job 0.60
I am satisfied with the way my co-workers get along with each other 0.69
Iam satisfied with the way my job provides for steady employment 0.76
I am satisfied with the way the company policies are put into practice. 0.74
I am satisfied with the working conditions of my company 0.71
Workplace Friendship CR=.79; AVE =.50
I have the opportunity to get to know my co-workers 0.67
I am able to work with my co-workers to collectively solve problems 0.76
Communication among employees is encouraged by my organization 0.76
I have formed strong friendships at work 0.60
Team Culture CR =.90; AVE = .60
In my organization, there is always someone to address work problems 0.69
My team supports knowledge and technical information sharing 0.79
This company coordinates teamwork through team leaders 0.74
This company’s employees are flexible about meeting to discuss problems and coordinate teamwork 0.76
This company teams possess a fine spirit 0.73
Members of this team have a sense of participation 0.73
Service Recovery Performance CR =.85; AVE =.53
Considering all the things I do, I handle dissatisfied customers quite well 0.70
I don’t mind dealing with complaining customers 0.73
No customer I deal with leaves with problems unresolved 0.75
Satisfying complaining customers is a great thrill to me 0.74
Complaining customers I have dealt with in the past are among today’s most loyal customers 0.70

3.3 Reliability and Validity of Constructs

The reliability and validity of the constructs were measured using the factor loadings, average variance
extracted (AVE), discriminant validity and composite reliability. As shown in Table 1 the factor
loadings were all high and there were no cross loadings. Furthermore, the composite validity values for
all the constructs were above the recommended threshold of 0.6 (Hair et al., 2006). Additionally, the
squared correlations of the constructs were less than the AVEs (see Table 2). This indicates that
convergent validity and discriminant validity have been achieved (Bagozzi & Yi, 2012).
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Table 2
Squared correlations and AVEs
Constructs EC JS WF TC SRP
Employee Commitment (EC) S2
Job Satisfaction (JS) 0.42 S2
Workplace Friendship(WF) 0.32 0.31 .50
Team Culture (TC) 0.32 0.42 0.32 .60
Service Recovery Performance (SRP) 0.39 0.24 0.49 0.38 53
Note: Diagonal variables are the AVE values
4. Results

The study used multiple linear regression analysis to predict employees’ service recovery performance
from job performance, employee commitment, workplace friendship and team culture. This method
has been found to be a robust method for predicting an outcome from two or more predictor variables
(Hair et al., 2006). All the predictor variables were significant (see Table 3). Employee commitment
made the highest (f=.168) contribution to the model followed by team culture (=.152). Furthermore,
workplace friendship made the third highest contribution (f=.145) while job satisfaction made the least
(B=.144) (see table 4).

Table 3
Model fit
Model R R Square Adjusted R Square Std. Error of the Estimate Sig.
1 .693° 480 472 .000
Predictors: Employee commitment, Job Satisfaction, Workplace Friendship, Team Culture
Table 4
ANOVA®
Model Sum of Squares df F Sig.
1 Regression 112.227 6 56.359 .000P
Residual 121.469 366
Total 233.696 372

Predictors: Employee commitment, Job Satisfaction, Workplace Friendship, Team Culture
Dependent Variable: Service Recovery Performance

The results suggest that employee commitment explains 17% of the variance in employee service
recovery performance while team culture explains 15%. Similarly, workplace friendship explains 15%
of the variance in employee service recovery performance while job satisfaction explains 14% of the
variance in employee service recovery performance. The four predictor model accounted for 47% of
the variance in service recovery performance, F(6, 366) = 56.359, p< .001, R’ = .47( see Table 5).

Table 5
Coefficients®
Model Unstandardized Coefficients Standardized Coefficients t Sig.
B Std. Error Beta

Employee commitment .170 .052 .168  3.260 .001
Job Satisfaction .144 .056 .144  2.388 .011
Workplace Friendship 175 .067 145 2.606 .010
Team Culture .155 062 1522490 .013

a. Dependent Variable: Service Recovery Performance
5. Discussions and conclusions

The objective of this study was to assess the antecedents of Service Recovery Performance (SRP). The
study found employee commitment, job satisfaction, team culture and workplace friendship as essential
factors for service recovery performance. Satisfying dissatisfied customers will require commitment
from employees; it will require employees who care about the future development of the company and
are willing to serve the company. Additionally, employees who are emotionally attached to companies
are able to satisfy complaining customers by putting in much effort to ensure that they resolve their
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problems. Furthermore, the study noted that in order for employees to recover service failure and satisfy
dissatisfied customers, the employees themselves must first be satisfied. They tend to do better in
service recovery when they are given the freedom to use their own discretion to resolve customers’
complaints. Additionally, resolving customers’ complaints and turning them to loyal customers will
require employees who are satisfied with the working conditions of their companies. This finding is
consistent with Boshoff and Allen (2000) who noted that employee commitment has a significant effect
on service recovery performance. Employees who found themselves in an enabling working
environment tend to perform; they give their best because they are assured of steady employment
(Karatepe & Vatankhah, 2015). Furthermore, the findings of this study corroborates that of Andrews’
(1995) observation that team culture is a key determinant of service recovery performance. This is
probably because when employees work in teams, there are always people around to discuss and resolve
customers’ problems. Again team culture has effect on service recovery performance probably because
members of the team have a sense of participation and possess a fine spirit which encourages members
to help each other to resolve problems.

In addition, the study found workplace friendship as determinant of service recovery performance.
Employees having the opportunity to get to know each other, encourages free flow of information. This
enables employees to acquire knowledge from colleagues which help them to deal with customer
complaints (Yager, 1997). However, workplace friendship might not necessarily lead to service
recovery performance; it should be backed by the willingness of the “friends” to share their professional
and personal experiences. Again, they should be willing to share new methodology for performing task
and valuable knowledge with others. This can be achieved by promoting socialization among
employees (Neilsen et al., 2000). Employees’ socialization can influence them to express their opinions
and ideas towards during company’s meetings. Finally, this study found that job satisfaction has a
significant and positive effect on service recovery performance. This is not surprising as Hinson (2012)
noted that job satisfaction drives customer-oriented behavior. This suggests that for employees to
recover service failure successfully, the right working conditions must be created and communicated
to them. This will involve creating a cordial relationship among employees and developing policies
that offer steady employment to employees. An important finding from this study is establishment of
causality between the other factors and Service Recovery Performance which was not clearly
established in other studies (Nielson et al., 2000; Boshoff & Allen, 2000)

6. Implications of the study

The implications of these findings are that, first, employees must be made to feel that they have a
promising future in the organization; they can attain a position they are aspiring for. Employees must
be satisfied before they can also satisfy the customers. The cliché that satisfied customers are more
likely to be retained applies to employees as well. In other words, satisfied employees are more likely
to be retained which positively correlates with customer retention. This will mean that organizations
need to practice internal marketing. Organization need to identify the needs and wants of employees
and satisfy them.

Second, organizations must encourage teamwork or team culture by giving tasks that demand efforts
from different employees within the organization. Team culture can be promoted by rewarding teams
instead of individuals. The general notion is that employees who get along well tend to work well
together. Firms must therefore purposely select team members on the basis of their compatibility and
possessing the necessary traits required in team relations.

Third, workplace friendship should be encouraged in organizations. Employees should be made to see
each other as a true friend. However, workplace friendship for its own sake will not necessarily promote
service recovery performance. Organizations should gear workplace friendship towards meeting
organizational goals. Organizing social events and creating an environment where families of
employees regularly meet can promote friendship among them. Practical examples include the
establishment of schools and other social amenities for employees and their families. Indeed, workplace
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friendship can help create effective teams and promote job satisfaction resulting in positive service
recovery performance.

One of the limitations of the study is that it employed a convenience sampling technique which makes
it difficult for the findings to be generalized. Generalization of the findings must therefore be done
cautiously. Future studies may employ a probability sampling technique to address this limitation.
Again, future studies should explore other human resource activities that improves service recovery
performance. Furthermore, future studies may assess service recovery performance from customers’
perspectives since in reality the employee are likely to be bias in assess their performance.
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