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Job definitions and service behaviour.
An investigation among technical service employees”™

Service organizations try to control the service behavior of employees using formal
guidelines, training and instructions. However, the specific actions that are performed
during the service encounters are predominantly under the discretion of the individual
frontline employee. Therefore, the employee’s idiosyncratic perception of the job, the
subjective job definition, may significantly influence the behavior shown in the service
encounter. Based on existing approaches on job definitions with regard to proactive,
citizenship, prosocial and safety behavior this paper proposes a method to assess the
subjective customer related job definition of service employees in the technical indus-
tries. The results of a survey in 49 small technical service organizations indicate good
psychometric properties of the measure. A second study including a survey in 20 ser-
vice organizations and a customer survey reveals that the customer related job defini-
tions of service employees are associated with the service behavior as perceived by the
customers. The findings underline the importance of subjective job definitions of ser-
vice employees for the achievement of effective service behavior. Assessing and
changing customer related job definitions may be a promising way to improve service

quality.

Key words: job definition, task redefinition, service interaction, service quality,
customer related job definition (JEL: .84, M31, O14, O15)

*  Prof. Dr. Jan Dettmers, University of Hamburg, Work-and Organizational Psychology,
Von-Melle-Park 11, 20146 Hamburg, Germany. E-mail: Jan.Dettmers@uni-hamburg.de.

** This research was supported by the German Federal Ministry of Education and Research
(FK 01HYO0410.
Article received: June 20, 2014
Revised version accepted after double blind review: November 11, 2014.

management revue, 25(4), 248-262 DOI 10.1688/mrev-2014-04-Dettmers
ISSN (print) 0935-9915, ISSN (internet) 1861-9908 © Rainer Hampp Verlag, www.Hampp-Verlag.de


https://doi.org/10.5771/0935-9915-2014-4-248

management revue, 25(4), 248-262 DOI 10.1688/mrev-2014-04-Dettmers

Introduction

The service employees’ behavior in the service encounter plays a crucial role for the
customer’s perception of service quality. Service organizations try to control the set-
vice behavior of employees using formal guidelines, training and instructions. Howev-
er, the specific actions that are performed towards the customer during the service en-
counter remain under the discretion of the individual service employee. Therefore, the
individual’s understanding of his or her own job should significantly influence the ac-
tual service performance. The aim of this paper is to propose a method to assess the
customer related job definition (CRJD) of technical service employees and to demon-
strate empirical evidence regarding the importance of CRJD for the customer percep-
tion of service quality.

Recent research has emphasized the importance of employees’ subjective percep-
tions of their job. Studies have provided evidence that the way employees subjectively
define their job — in terms of what is part of their job or not — has a significant impact
on their work behavior (e.g. Chiaburu & Byrne, 2009; Turnipseed & Wilson, 2008;
Parker, 2007; Grube & Piliavin, 2000; Motrison, 1994; Callero, Howard, & Piliavin,
1987). Particularly with respect to work activities that cannot be formally enforced or
controlled by supervisors, scholars expected to see significant effects of subjective job
definitions. Existing studies on proactive (Parker, Wall, & Jackson, 1997), citizenship
(Kamdar, McAllister, & Turban, 2006; Motrison, 1994), prosocial behavior (Callero et
al., 1987) evealed the importance of idiosyncratic job definitions for the execution of
these mostly discrete behaviors.

In the presented studies, we apply the existing research findings on subjective job
definitions to the domain of service work, specifically to the customer related behav-
iors of technical service employees. Though it has been widely acknowledged that the
interaction between a single service employee and the customer is a key factor for suc-
cessful service delivery, until now research has hardly addressed the question of how
employees understand their job in this interaction. In the domain of technical service
there is a rising claim that employees should expand their job definitions to adopt cus-
tomer related tasks in addition to their technical core tasks (Houben & Wuestner,
2014; Gordon, 2007). However, in many technical industries (e.g. trade work, IT ser-
vices) professional identities still base on technical task accomplishment rather than
on service behavior (Knutzen, 2002; Lahner, 2004). It cannot be taken for granted
that all employees understand tasks such as asking for feedback or integrating the cus-
tomer into the service delivery process as part of their job (Di Mascio, 2010). Rather,
it can be assumed that there may be a considerable variation between technical service
employees regarding the perceived responsibility for customer related tasks that may
be a key factor for the overall service quality of the service organization. Assessing
systematically the subjective job definitions of service employees with regard to cus-
tomer related tasks can be a promising way to improve overall service quality in this
sector in two ways: Firstly, assessing the subjective job definition of the existing staff
and reporting the results in team meetings can be powerful tool for organizational de-
velopment towards a more customer oriented climate. Secondly, assessing the cus-
tomer related job definition may be a useful method when selecting new employees.
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In this paper we propose a method to assess Customer Related Job Definitions in
the technical services. After outlining the existing literature regarding the importance
of subjective job definitions we illustrate the development process of an instrument
for assessing Customer Related Job Definitions. Two studies aim at testing the validity
of the developed measure. While the first study examines psychometric properties and
convergent validity using statistical links to external criteria, the second study analyzes
the criterion validity by examining the effects of the employees’ job definitions on ex-
pressed service behavior using company, employee and customer data.

The job definition of employees

Insights about how employees understand their jobs are crucial for the understanding
of work behavior. Objectively, a job can be described in terms of single tasks that the
jobholder is expected to perform (Ilgen & Hollenbeck, 1991) and by its relational ar-
chitecture that affect employees’ interpersonal interactions and connections (Grant,
2007). Jobs may be formally defined by job descriptions associated with a specific
formal position. These job descriptions may include a defined set of tasks that are
considered to be part of the job (Hackman, 1969). The subjective understanding of
the job, however, may differ significantly from the formal job description
(Wrzesniewski & Dutton, 2001). The assumption that workers redefine their job and
hold an individual and idiosyncratic understanding of their job is broadly acknowl-
edged in industrial psychology (Hackman, 1969; Ilgen & Hollenbeck, 1991; Salancik &
Pfeffer, 1978). The tasks that are assigned to a person are not adopted verbatim, but
are compared with personal beliefs, experiences, motives and needs. As a result, the
assigned tasks are adjusted and adopted as owned tasks (Thibaut & Kelley, 1959). This
process results in a redefined job (Hackman, 1969). By redefining the job require-
ments in terms of single activities or tasks that have to be executed, individuals create
different jobs for themselves within the context of defined jobs (Wrzesniewski &
Dutton, 2001). Role theory would consider job descriptions and formal guidelines as a
source of role expectations that are perceived by the jobholder. In the process of role
taking, however, multiple sources of role expectations — including the jobholder’s view
— are taken into account. The jobholder creates a subjective role that may differ signif-
icantly from the formal guidelines (Graen, 1976; Katz & Kahn, 1978; Neale & Griffin,
2000). It is this subjectively defined role that determines the actual behavior of em-
ployees (Katz & Kahn, 1978).

In the literature there are many different conceptualizations of and denomina-
tions for the subjective understanding of jobs (e.g. llgen & Hollenbeck, 1991; Parker
et al.,, 1997; Morrison, 1994). In most conceptualizations the terms job and ro/e are used
interchangeable. Both expressions refer to the question, what has to be done at work
by the single employee (Ilgen & Hollenbeck, 1991). Using the term role orientation, Par-
ker et al. (1997) describe the content of subjective job definitions in terms of prob-
lems, tasks, and competences an employee considers to be relevant to his or her job.
A similar concept is proposed by Morrison (1994). Her concept of perceived job breadth
focuses on citizenship behaviors that may or may not be considered to be part of a
job. Wrzesniewski and Dutton (2001) describe the concept of job craffing as an active
process of job redefinition. In this process, employees enlarge or restrict the physical
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boundaries of the job (Wrzesniewski & Dutton, 2001) by altering the number or type
of tasks they consider to be part of their job (Ilgen & Hollenbeck, 1991). Based on
these considerations, we define subjective job definition as a defined set of single tasks and
activities that an employee subjectively considers to be part of his or her job. Tasks
and activities not included in the subjective job definition would be considered to be
“not my job” (Parker et al., 1997; Zmud & McLaughlin, 1989).

Job definitions and work behavior

From a theoretical point of view it seems to be obvious, that the employee’s job defi-
nition should impact his or her work behavior. An employee’s work effort will be
transformed into effective work performance if the employee has a clear idea about
where to direct his or her effort (Porter & Lawler, 1968). However, empirical evidence
for the relationship between subjective job definition and work behavior is rare and
mostly recent: Kamdar et al. (2006) show that employees show more organizational
citizenship behavior when they define these activities as part of their work role.
Mortrison (1994) reveals that an employee’s work behavior as perceived by their su-
pervisor is directly related to the employee’s perception of which tasks are part of the
job. Similar results are found by Coyle-Shapiro et al. (2004), Hofmann, Morgeson, &
Gerras (2003), Howell & Boies (2004), Parker (2007) and Tepper and Taylor (2003).

Parker (2007) and Morrison (1994) differentiate job definitions in terms of
breadth. Employees with a very narrow job definition feel responsible only for their
traditionally prescribed core tasks. A broad job definition would be indicated if an
employee feels responsible for a wider range of activities, such as minimizing stocks,
the functioning of team work, long-term problem solving, accident prevention, and
business improvement. In a longitudinal study with 58 production workers, Parker
(2007) shows that the breadth of job definition may predict the work performance of
employees, as judged by their supervisor, 18 month later even when controlling for
other predictors such as job aspiration, job satisfaction, and generalized self-efficacy
(Parker, 2007).

Customer Related Job Definitions (CRJD)

According to Parker et al. (1997), job definitions require a referent. Job definitions
must be analyzed within a specific context or focus. Studies on subjective job defini-
tions so far have focused on proactive behavior (e.g. flexible role orientation; Parker et
al., 1997), citizenship behaviors (e.g. perceived job breadth; Morrison, 1994) and safety
behavior (Turner, Chmiel, & Walls, 2005). Parker (2007) proposes other foci such as
innovation behavior or managerial behavior. In this former case, one might assess the
extent to which a subjective job definition incorporates being creative or doing other
innovation related activities. In the latter case, one might be interested in the extent to
which managers define their job in transformational terms (for example, do they see it
as ‘their job’ to develop and inspire employees).

The focus for our study is customer related behavior. Depending on the specific
type of service, an effective service interaction with the customer is characterized by a
specific set of activities that are considered to be useful to provide service quality. The
interactive behavior may include activities such as seeking feedback, explaining the
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service delivery process to the customer, informing the customer, asking about further
needs or generally engaging in relational communication (Barnard, 2001; Bowen &
Schneider, 1985; Fischbach, 2003; Gittell, Weinberg, Ptefferle, & Bishop, 2008; Grant,
2007; Johnson, 1996; Mohr & Bitner, 1991; Rafaeli, Ziklik, & Doucet, 2008; Weitz,
1978). Research and business magazines increasingly claim that technical employees
should extend their work roles, adopting Customer Related tasks in addition to their
technical core tasks (Buchanan & McCalman, 1989; Duris, 2000; Gordon, 2007;
Newman, 2003; Houben & Wuestner, 2014). Managers emphasizes the importance of
relationships with clients and customers (Cascio, 1995). Presumably, there is consider-
able variance between employees about which customer related tasks are part of the
job or not (Di Mascio, 2010). Based on job theoretical (Hackman, 1969; Ilgen & Hol-
lenbeck, 1991) and socio constructivist approaches, such as job crafting (Wrzesniewski
& Dutton, 2001), we argue that service employees differ in the way they interact with
customers as a function of their individual redefinition processes (Hackman, 1969). By
redefining the requirements of their formal job, service employees develop an individ-
ual and idiosyncratic understanding of the actions to fulfill towards the customer
(Wrzesniewski & Dutton, 2001; Fischbach, 2003).

In this paper the subjective understanding of the requirements of a job with re-
gard to customer interaction will be referred to as Customer Related Job Definition
(CRJD). Accounting for similar approaches with regard to proactive behavior (Parker
et al., 1997) or citizenship behavior (Morrison, 1994) employees’ Customer Related
Job Definitions can be differentiated in terms of breadth. For example, an employee
who sees his or her job exclusively in terms of solving technical problems has a nar-
row job definition. By contrast, an employee with a broader job definition additionally
feels concern for customer related tasks, such as asking about further needs, explain-
ing the service delivery process to customers, or asking for feedback. We expect that
the breadth of the service employee’s Customer Related Job Definition results in an
interactive behavior during the service encounter that is perceived by the customer,
which in turn impacts the perceived service quality of service organizations (Brady &
Cronin, 2001). The first step to approach CRJD was to develop an adequate measure.
This was conducted in study 1.

Study 1: Assessing Customer Related Job Definitions
Item development

The method we used to assess the CRJD is based on previous studies on job defini-
tions (e.g. Parker et al., 1997; Morrison, 1994; Ilgen & Hollenbeck, 1991). llgen and
Hollenbeck (1991) propose measuring the content of a job in terms of “task ele-
ments” (p.200). In this approach, individually perceived jobs are described in terms of
single tasks that employees subjectively feel responsible for (Ilgen & Hollenbeck,
1991). Parker et al. (1997) build on this approach, defining job definitions (ot ro/e orien-
tations) in terms of problems, tasks and competencies an individual employee considers
to be relevant to his or her job. In a study on citizenship related job definitions, Mor-
rison (1994) submitted a list of activities to employees. Employees were then asked to
classify each activity as either a part of their job or somewhat above and beyond the
scope of their job. We followed these approaches by specifying a set of customer re-


https://doi.org/10.5771/0935-9915-2014-4-248

management revue, 25(4), 248-262 DOI 10.1688/mrev-2014-04-Dettmers

lated tasks and asking employees to what extent they consider these tasks to be part of
their job. The first step of the scale development was to define the tasks that are im-
portant during service interactions in the specific context of technical service. To gain
insight into the relevant customer related tasks of technical service employees, we
conducted 60 interviews with supervisors and employees of 20 technical service or-
ganizations. We asked participants to indicate which tasks employees have to com-
plete in the service interaction in order to optimally fulfill the customer needs. Based
on the answers and a review of the service research literature, we generated a large
number of tasks that were considered to be important for the delivery of effective ser-
vice. We then asked supervisors and experts of the specific technical service branch to
rate these tasks in terms of relevance for that specific context of technical service.
From the sufficiently relevant tasks, we selected 9 tasks that focused on two important
goals of effective service interaction: namely, creating transparency, integrating the
customer into the service delivery process and engaging in relational communication
(Bitner, Faranda, Hubbert, & Zeithaml, 1997; Gittell et al., 2008; Gross & Badura,
1977, Maas & Graf, 2004; Mohr & Bitner, 1991; Prahalad & Ramaswamy, 2004;
Houben & Wuestner, 2014).

The selected tasks were summed to form a scale (see table 1). For each of these
tasks or activities, employees were asked to indicate on a Likert scale from 0 (“not at
all”) to 3 (“completely”) the extent to which they considered a specific task to be part
of their job. To legitimate perceptions of non-concern, the instruction stated that
some of these tasks might be of concern only to supervisors or colleagues. Employees
were then also asked to indicate to what extent the task was of concern of the supervi-
sor or other staff members. Figure 1 illustrates an item example.

Figure 1: Item example

To explain to the customer the technical works that have to be done...
Not at all scarcely partly completely
...is part of my job u] i u] mi
...is part of my colleagues/
co-workers’ job o . C o
...is part of my supervisors’ job u] i o i

Scale validation procedure

To test the psychometric properties and validity we submitted the developed ques-
tionnaire to technical employees of different technical service companies. The study
was part of a broader research project that aimed at enhancing innovativeness and
customer orientation of technical service organizations in the metropolitan region of
Hamburg (Germany). The project consisted of assessing current efforts of technical
service organizations with respect to innovation and customer orientation and to de-
velop an owner-based intervention program. The participating organizations were re-
cruited via disseminators such as chamber of commerce, chamber of trade and direct
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mail and telephone acquisition. Following this strategy we recruited 49 technical ser-
vice organizations with 9 organizations participating in the intervention. In sum 374
technical employees completed the questionnaires which corresponded to a response
rate within each organization between 37.5% and 100% (mean=79.4%). The employ-
ees could be differentiated for their formal position (foremen, technicians, trainees,
office workers). As reported by supervisors in preliminary interviews foremen dispose
of a wide set of formal responsibilities (also with regard to customers), while techni-
cians and trainees had mainly executing functions. Examples of tasks that were as-
signed specifically to foremen by supervisors were coordinating the service job with
the customer regarding the objectives and procedures, preparing quotations for cus-
tomers or dealing with complaints. Office workers had no face-to-face customer con-
tact and differed considerably from the technical employees with respect to their for-
mal tasks and responsibilities.

Based on these considerations we assumed that differences in the formal position
would correspond with differences in the formal job content (objective job). As an-
other indicator of the objective job, we assessed the supervisor view to the employees’
job. We submitted a questionnaire to the supervisors with the same set of tasks that
had been used to assess the employees’ subjective job definition. Supervisor then had
to rate to what extent each task is part of each employee group in the organization
(foremen, technicians, trainees, office workers). We used the formal position and su-
pervisor expectations to estimate convergent validity of the subjective job definition
measure. As outlined above we assume that employees within the same job and posi-
tion may differ significantly in their understanding of the job. However, job theoreti-
cal approaches consider the objective job and the formal job description as the start-
ing point of the redefinition process (Hackman, 1969). Moreover, it can assumed su-
pervisor expectations regarding specific positions can be assumed to impact the indi-
vidual understanding of the job (Katz & Kahn, 1978) admitting the significant role of
idiosyncratic redefinition processes. Based on these considerations we expected, that
supervisor expectations and formal position would be related to the subjective job
definition. Due to idiosyncratic redefinition processes, however, we expected only
small effects.

Results

The mean values, standard deviations, and scale statistics of the developed measure of
CRJD are shown in Table 1. Standard deviations above .87 for the single items indi-
cate that the items provoke sufficiently different responses to differentiate between
employees who feel responsible for a task and employees who do not feel responsible
for the same task. The means for single items varied considerably, indicating that the
different tasks were not equally considered to be part of the job by all employees. As
an estimate of the internal reliability of the scale, the Crohnbach’s alpha was .87. This
result indicates that the scale captures a construct that reflects the overall breadth of
the CRJD.

ANOVA with the formal position as the independent factor and CRJD as de-
pendent variable indicated that the formal position is directly related to the assessed
breadth of the Customer Related Job Definition (F=41.58, p<.01; Eta=.27; see Table
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2). As expected, foremen dispose of a significantly broader CRJD than technicians.
Technicians on their turn have a broader CRJD than trainees and office workers.

Table 1: Item and scale statistics for the scale Customer Related Job Definition

(n=351)

#It's my job“ (0-3) M SD Fitia
1. To introduce customer into new products. 1.33 1.05 61
2. To explain an elaborated offer to the customer 74 .99 .56
3. To negotiate details of an offer. 45 87 .50
4. To explain to the customer the technical works that have to be done. 1.53 1.06 74
5. To discuss with the customer the results to be achieved by the works. 1.56 1.10 .70
6. To explain to the customer the work performed in detail. 1.64 1.15 61
7. To check with the customer, if all requirements have been fulfilled. 1.88 1.08 .58
8. To_ask the customer for improvements that could be achieved by the service 71 o4 46
organization.
9. To find an immediate solution in case of customer complaints. 1.69 1.01 65
Total (Scale) 1.28 .72 .87

Table 2: Mean differences in Customer Related Job Definitions between employees of
different positions (n=339)

Formal position Mean SD n
Foremen 2.16 62 29
Technician 1.39 .59 204
Trainee .99 63 53
Office worker 69 .70 53
Total 1.28 712 339
- F=41.58**
Pillai-Spur Eta= 27
**p<'01

To test the link between individual CRJD and supervisor expectations regarding the
employee group we conducted for the subsample of technicians multilevel analysis for
the individual CRJD as level 1 dependent variable and the supervisor expectation from
the organizations technicians as level 2 predictor. The analysis reveals a significant ef-
fect (Coeft.=.22; SE=.10; t=2.28) which, however, explains only a small amount of
variance in the individual job definitions.

Summarizing the results it can be concluded we developed a measure for the
CRJD in the specific context of technical service work. The results of the descriptive
analysis indicate that the scale has adequate psychometric properties. The direction
and size of statistical relationships between the individual CRJD assessed by self-
reports and external criteria (formal position and supervisor expectation) indicate ade-
quate convergent validity.
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Study 2: Customer Related Job Definitions and service behavior
Aims and hypotheses

The aim of the second study was to show that service employee’s CRJD is an im-
portant impact factor for the expressed behavior during the service interaction. Prior
studies (e.g. Chiaburu & Byrne, 2009; Morrison, 1994; Parker, 2007; Turnipseed &
Wilson, 2008) have shown that job definitions do result in manifest behavior. We ex-
pected that the subjective job definitions of service employees would result in mani-
fest service behavior that is perceived by the customer. The subjective job definition
should impact the customer’s perception single service employees but also the gener-
alized perception of all service employees of the service organization. Our hypothesis,
therefore, was:

H1: Service employees’ customer related job definitions result in specific service be-
haviors that are perceived by customers.

Procedure

To test the delineated hypothesis we conducted a second employee surveys in tech-
nical service companies. The second survey took place six months later within 20
companies who also participated in the first survey. 90 technical service employees
(Foremen and technicians) completed the questionnaires (Response rate 72.6%). As
mentioned above, 9 organizations participated in an interventions program. This took
place between the first and the second study and aimed at improving innovativeness.
The intervention did also included strategies to encourage employees to report partic-
ularities of the customer site in order to generate ideas for service innovation
(Marggraf-Micheel, Bamberg, Dettmers, Stremming, & Vahle-Hinz, 2010). ANON-
VAs for repeated measurements revealed that the intervention did not affect the em-
ployees CRJD.

About three weeks after the survey, a customer survey took place to assess the
service employee behavior as perceived by customers. Questionnaires were adminis-
tered to customers by service employees when finishing a complete service work or-
der, along with the bill. An incentive was given in the form of a charity donation for
each questionnaire submitted to the university institute. Customers could send the
questionnaire directly to the university using a prepaid and addressed envelope. Fol-
lowing this procedure, we received questionnaires from 352 customers that were
served by the 20 companies.

The customer perception of service employee behavior was assessed by a self-
developed customer survey questionnaire. For the 9 tasks that constituted the CRJD
scale, customers were asked to what extent service employees had shown a corre-
sponding performance (e.g. “The service employee explained to me which technical
work has to be done in detail”). Table 3 shows the list of the items. Furthermore we
asked customers with a single item to give a general judgment about the company’s
service quality.
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Table 3: Customer survey questionnaire scale of perceived service employee behavior

(n=352)
Items: Perceived service employee Behavior (1-5) Mean | SD fitia
1. The service employee discusses with me the results to be achieved by the technical 442 | 077 | 068
works.
2. The service employee explains to me an elaborated offer. 421 | 089 | 0.70

3. The service employee explains to me, which technical works have to be done in 447 | 075 | 067

detail.
4. | can negotiate with the service employee the details of an offer. 3.88 | 094 | 053
5. The service employee introduces me into new products. 4.31 0.83 | 0.63
6. \é\g::i? work is finished the service employee explains to me the work performed in 436 | 079 | 069
7. The service employee checks with me, if all requirements have been fulfilled. 425 | 095 | 0.69

8. The service employee asks me for improvements that could be achieved by the 3.08 109 | 041

service organization.
9. The service employee finds an immediate solution in case of customer complaints. 447 | 063 | 053
Total 416 | 0.60 | .87

The customer evaluations means were mostly in the upper half of the scale, with 4.16
(SD=.60) for the perceived behavior, 4.47 (SD=.62) for the evaluated service quality
and 4.56 (SD=.58) on a scale from 1-5. This is a common result in customer surveys
on service quality (Buttle, 1996). It’s noteworthy that customers did not evaluate the
behavior and service quality of single employees, but reported their perception of the
summarized behavior of all employees involved in a single service job. Though in
most cases the service work order only involved one employee, it was not feasible to
allocate a customer evaluation directly to a specific employee but to the aggregated
service employees’ job definitions of the serving company.

Analysis

To estimate the relationship between service employees’ CRJDs and the customer
perceptions of service employee behavior, we aggregated the service employees’
CRJDs at the organization level. We assumed that the aggregated subjective job defini-
tions of all service employees in each organization would be a good proxy for the ser-
vice employees” CRJDs that interacted with the customer during the service order. Be-
fore aggregating the service employee data at the organizational level we tested the
agreement within the organization as a prerequisites for aggregation (James, 1982;
Klein & Kozlowski, 2000; LeBreton & Senter, 2007). In the present study we found
average or high level of agreement between technicians or foremen within the same
companies (twey=.75 for the technicians, respectively ry,;=.99 for the foremen) but
lower agreement (ryg=.09) for all service employees (technicians and foremen). We
considered the agreement as sufficiently high to justify aggregation (Bliese, 2000). To
test the amount by which the organizations differed with respect to the CRJD of their
service employees, we calculated intra-class correlations (ICC), comparing the be-
tween-company to the within-company variance (ICC-1; Shrout & Fleiss, 1979). The
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ICC-1 was significant at .16. This value exceeds the ICC<.12 proposed by James
(1982) that is necessary to justify aggregation.

After aggregating the service employees’ subjective CRJD to the company level,
we tested its statistical relationships to the customer perception. We conducted multi-
level analysis with the customer perception of service employees’ service behavior as a
dependent variable. Before entering into the analysis company’s aggregated CRJD as
predictor of customer perceptions, we centered it around the grand mean.

Results

Table 4 shows the results of the multi-level analysis that was calculated to link the cus-
tomer evaluations to the aggregated CRJD of service employees. Before analyzing this
relationship in model 1, we tested in model 0 how much of the total variance in cus-
tomer evaluations was attributable to between-company variance. As indicated by the
1CC(1), 28% of the total variance in customer evaluations of perceived service em-
ployee behavior was attributable to between-company differences. The values of
model 1 — presented in table 4 — indicate that the aggregated CRJD may contribute
significantly (p<.05) to the variance of the perceived service employee behavior.

To analyze the importance of the perceived service employee behavior for the
judgment of service quality we calculated Pearson correlation between the customer
ratings. A correlation coefficient of 1=.53 (p<.00) between perceived service employee
behavior and perceived service quality indicates that the perceived service employee
behavior is highly related to the perceived service quality.

Table 4: Multilevel analysis results for perceived service behavior as dependent variable
(nlevel 1=352; Njevel 2=20)

DV: Perceived service behavior
Model 0 Model 1
Est. SE t Est. SE t
Intercept 4.14 0.08 52.74 414 0.07 57.62
service employee's Customer Related
Job Definition 0.42 0.16 2.58*
Level 1 intercept variance (SE) 0.27 0.26
Level 2 intercept variance (SE) 0.10 0.08
-2*log likelihood 567.19 563.10
Differences of -2*log 4.09*
*p<.05
Discussion

Theoretical assumptions and the results of prior studies about the impact of job defi-
nitions on work behavior suggest that CRJDs are an important factor for the service
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behavior of service employees. As shown in the case of flexible proactive behavior
(e.g. Parker, 2007) or citizenship behavior (e.g. Morrison, 1994), the subjective under-
standing of the job is important for actual work behavior. Particularly for discrete
work behavior, such as proactive behavior, citizenship behavior, as well as customer
related behavior during customer interaction, the subjective understanding of the job
is crucial.

This study confirms the importance of subjective job definitions and extends
previous research on job definitions to the domain of technical service work. The re-
sults of study 2 indicate that Customer Related Job Definitions of the technical service
employees are related to the service behavior as perceived by the customer. The re-
sults of both studies support the utility of the proposed method for the assessment of
CRJD. Scale and item statistics of the developed scale of CRJD indicate good psy-
chometric properties and the potential to differentiate employees with a broad CRJD
from those with a narrow CRJD. Differences between employees groups and relation-
ship to supervisor expectations of expectable size confirm the convergent validity of
the measure. The revealed statistical relationship between service employees’ CRJD
and customer perceptions of service employee behavior supports the criterion validity.
Based on the overall results, we conclude that the subjective CRJD of technical service
employees can be measured with the proposed instrument and the results of meas-
urement can predict the customer perception of service employee behavior a key fac-
tor for the success of the service encounter and the perceived service quality.

These results raise the question of what service organizations can do to enhance
the breadth of service employees’ subjective CRJD. The literature on job definitions
emphasizes the impact of idiosyncratic beliefs and needs on subjective job definitions.
One way to broaden the CRJD of employees might be to explicitly include important
customer related tasks into job descriptions. Improving the communication of super-
visor assignments could be another promising way. As Morrison (1994) states, an im-
portant management function should be to reduce the perception of “that’s not my
job” with respect to activities that are considered to be important. The findings pre-
sented in this paper are significant for service work and service organizations because
they suggest a promising avenue for performance enhancement. Especially in tech-
nical service, it seems to be important that service employees consider not only their
core technical tasks as part of their job, but also customer related tasks. Abstract atti-
tudes such as customer orientation or service models, as proposed in other studies (Di
Mascio, 2010; Rafaeli et al., 2008), may be difficult to address by interventions. Subjec-
tive CRJD may be casier to enhance. Job definitions can be broken down into single
concrete tasks that employees may consider to be part of their job or not. This opens
a focused way for reflection and change. Changing the way service employees see their
jobs may be a way of enhancing service quality. Assessing subjective job definitions by
the method presented in this paper and contrasting them with changing requirements
might be a way to broaden subjective job definitions to enhance performance, wheth-
er with regard to service behavior, proactive behavior or citizenship behavior. Apart
from organizational actions to increase the clarity of task assignments, in the long run,
professional images or role schemata have to be addressed (Neale & Griffin, 2000).
Training for technical services as well as professional education should place more

259


https://doi.org/10.5771/0935-9915-2014-4-248

260

Jan Dettmers: Job definitions and service behavior

emphasis on customer interaction if there is a desire to integrate customer related
tasks as a basic part of the job. Good examples for training improvements regarding
relational issues can be found in curricula of medical and nursing schools, who explic-
itly include interactive competencies into professional education objectives (e.g.
LCME, 2011; UMM, 2008).

Limitations

The study presented in this paper has strengths, such as the use of multiple methods
and different sources. However, it also has some limitations. The study was conducted
within a specific branch of technical service, mainly with private customers, which re-
duces the generalized application of the findings. For example, it may be possible, that
in other branches (e.g. business-to-business service) the relation between broad CRJD
and perceived service quality may be lower as clients put more emphasis on technical
problem solving. The small sample size — particulatly at the most important level of
analysis (organization level) — limited the study’s power to detect effects. Additionally,
the management of the different levels of analysis on the relationships between em-
ployees’ job definitions, customer perceptions, and employee behavior could be criti-
cized. Since job definitions were assessed at the level of individual service employees,
the individual data had to be aggregated before being related to customer perceptions.
A further step toward improvement would have been to match customer perception
to single employees. Unfortunately, this was not possible in this study. In our view,
however, this weakness further emphasizes the significance of the presented findings.
We expect that pair-wise matching would reveal even higher relationships between
subjective CRJD and perceived service employee behavior.

Additional criticism could be aimed at the list of customer related tasks generated
for the surveys. The tasks were selected for the specific context of the technical ser-
vice investigated in the study. For other contexts, items would need to be adapted. As
Parker (2007) pointed out, there is no “one-size-fits-all” method of assessing subjec-
tive job definitions. Questionnaires first have to be adapted to the focus of research.
Since this study focused on customer related behaviors, the scale of CRJD focused on
specific interactive service behaviors. For each focus, methods have to be adapted to
the context in which the research takes place (Parker, 2007) and they will be different
in other contexts (e.g. human services for nurses, doctors, etc.). However, the method
presented in this paper is easy adaptable when a specific set of tasks, important in a
specific context and affected by subjective job definitions, has been identified.
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