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Abstract 

 

What is hospitability? The answer would be satisfying for a guest’s needs. In the 

hospitability industry, people are one of important factors at the input of the service 

system. People are employees who play a key role to deliver one or more services to 

satisfy customers’ needs in the service-profit chain. However, how to deliver a satis-

fied service is one of the critical competences and skills in hospitability industry. 

Therefore, a leader must to prepare a skill that is how to train their employee can de-
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liver the service with quality and successfully. In this paper is not to focus what is 

leadership, since the issues have been broadly discussed and some studies of leader-

ship also have investigated how to apply in different industries. Therefore, the study 

aims to explore the mind of leader how to shape and why they act with leadership. 

Through the qualitative research method for a vegetarian & vegan restaurant, data 

collected by several interviews and observations with the key manager, who is Bud-

dhism but not a Buddhist, and then we find the story of restaurant the mind of leader 

shaping by mindful and acting by sensemaking leadership 

 

Keywords: Case study, Hospitability industry, Leadership, Mindful, Sensemaking 

 

 

Introduction 

 

What is hospitability? The answer 

would be the satisfaction for a customer’s 

needs (Chon and Marier, 2010). The hos-

pitability industry includes lodging, event 

planning, theme parks, transportations, 

cruise lines, and restaurants. Most of them 

belong to one kind of labor-intensive in-

dustries, their tasks are controlled by em-

ployee how to provide variety services for 

customers. And the customer’s needs are 

difficult to forecast in hospitability industry 

especially that is a challenge for managers 

they do not know customers where they 

come and which religion they are belief, 

and then preparing foods or beverages be-

fore they arrive. 

 

Slattery (2002) found the hospitality 

industry is diverse and complex in every 

country. If we look the hospitality is a de-

mand-supply system at industrial and eco-

nomic level, we can understand why hos-

pitality industry with characterizations of 

diverse and complex. At the industrial sup-

ply side, the services have to consider from 

different service providers. Each of them 

belongs to different business units, and dif-

ficult grouping together, especially em-

ployee their professional skills should be 

provided by different services. On the other 

hand, the demand side is the reason of 

complexity, because demand side is related 

to the customer’s needs. Customer’s needs 

are difficult to control and sometime are 

cannot be caught before the customers 

come. Moreover, the needs are meaning a 

service has to provide by someone or firms 

from an organizations of hospitality indus-

try. However, the services are almost in-

tangible and also cannot be storage; espe-

cially the service is an important bridge 

which connects the customers and organi-

zations of hospitality industry. 

 

If the service is an important bridge 

connects with customers and organizations, 
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and that has a question is: Who to deliver 

and how to maintain the quality of the ser-

vice? Chi and Gursoy (2009) pointed out 

the employee’s satisfaction, customer sat-

isfaction, and financial performance have 

interconnected relationship been linked to-

gether. When service was building as 

bridge by organization, the employee plays 

a role of delivery between the customers 

and organization, and the financial per-

formance will be thus reflected at customer 

satisfaction. Good service thus shown a 

higher customer’s satisfaction. Contrary to 

lower customer’s satisfaction that means 

service quality not well or fail, then cus-

tomer’s complaints come. So, the cus-

tomer’s satisfaction impacts the financial 

performance directly, and the customer’s 

satisfaction therefore affected by employee 

how to maintain the quality of the service. 

That means employee plays another role 

between the customers and organization. 

Employee is not only to deliver different 

services, but also walking on the bridge to 

maintain and test the quality of service, 

through both two sides between customers 

and organization becoming the whole ser-

vice-profit chain (Heskett et al., 1994).  

Heskett et al. (1994) pointed out the 

service-profit chain establishes relation-

ships between profitability, customer loy-

alty, and employee satisfaction, loyalty, 

and productively. The employee links a 

good relationship between customers and 

organization, and also makes the manage-

rial tasks can “action” then work together. 

For long-term management can work 

smoothly, a leader has to play a role of 

maintain and test the quality of service, 

then keep act of the managerial tasks effi-

ciently, but also keep financial perform-

ances effectively and customer’s satisfac-

tion successfully. 

 

Becoming a leader in the hospitality 

industry has five steps (Hinkin, 2011) can 

consideration. Those are including under-

stand yourself, understand your organiza-

tion, establish objectives and provide the 

direction, acknowledge good performance 

and correct poor performance, and be 

flexible and willing to adapt. This five-step 

concept explains leaders have to beginning 

a true heart from them (or called 

self-knowledge), and to lead others (em-

ployees) by organizational goal, then ap-

proach organizational profitability (finan-

cial and non-financial performances) and 

customer’s satisfaction.  

 

A leader is not only “push” others, but 

also “pull” others. In fact, although leader 

belongs to one kind of managerial tasks, 

but also has a bit different in some parts. 

As a manager has to control and make sure 

everything is going on, he or she can do it 

(task) best by individual, or sometime 

working with few others. 

 

Walsh et al., (2011) thought leader-

ship is a human capital capability that has 

to be learned and practiced, and managing 

is different from leading. If managers 

would like be a successful leader in hospi-
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tality industry must do three crucial things 

in their jobs: sense making (or sensemak-

ing), visioning, and being inventive. For 

example, tour manager is another kind of 

types in the hospitability and tourism in-

dustry, the manager no any product has to 

sale but only one thing she or he has to be 

done well it provides services well during 

the travel beginning and then to end. Espe-

cially, the manager has to bring tour mem-

bers from their country fry (travel) to an-

other country (or countries). It is a chal-

lenged task for manage if manager does not 

complete any learning and practical ex-

perience, he or she how can be doing well 

to manage and lead all stranger customers.  

 

Another situation is happened at the 

kitchen. The executive chef has to lead a 

lot of members working together, and his / 

her work is making seamless by all of dif-

ferent culinary workers they cook each 

different order from customers. These 

works cover two-level task that is one be-

longs to technical skills in the cooking, and 

second one belongs to commanded skills in 

the management and including leadership. 

In the managerial for each culinary worker 

is to command they can do everything well 

by following all of orders, and then satis-

fying customer’s favor correct. This part 

has a managed term called SOP (standard 

of process). 

 

That means culinary workers can do it 

no problem if following cooking steps by 

SOP, but the foods cannot be said culinary 

delights. Because the workers are only fol-

lowing the SOP, those foods are safety on 

the table for hungry customers, they do not 

put the true heart for cooking a culinary 

delight. So that is the reason why we would 

like to study this topic, to manage and to 

lead others is quite different skills, or 

called different terms, especially, sense-

making that has been considered as a spe-

cific skill in hospitability industry (Walsh 

et al., 2011). However, the leader how to 

work (shaped and act) in mind within sen-

semaking is still rarely discussed  

 

Therefore, in this paper aims to ex-

plore that sensemaking within leader’s 

mind, that includes why and how to shape 

and act with a leadership capability. And 

this study through a qualitatively method-

ology which is case studied by a story of 

vegetarian & vegan restaurant. The brief of 

managers and members are all Buddhism, 

but they are not Buddhist (Nun). So, before 

the study we do not know why they open a 

vegetarian & vegan restaurant. Are they or 

manager shaped by Buddha? And other 

another question is how they can make the 

foods of vegetarian & vegan -- culinary 

delights. Because, most of vegetarian & 

vegan are not good impression in general 

customers whose brief are not Buddhism. 

Literature Review - Sensemaking in Lead-

ership  

 

Becoming a Leader 
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In the hospitability industry, the man-

ager needs a skill of creative thinking, 

knowing how to learning and seeing the 

mind’s eye (Chon and Marier, 2010). This 

point has fitted above mentions and per-

spectives by Walsh et al., (2011), the role 

of leader and manager has a few different 

characteristics such as leadership has been 

looked as a human capital capability. The 

capability that expressed on the nature of 

how to pull followers (or called subordi-

nates) but not shown as a push.  

 

Based on this point “why and how to 

shape and act” with a leadership capability 

within sensemaking, therefore, this paper is 

not to argue what is leadership, because 

this issue has been broadly investigations 

(Northouse, 2012; Pye, 2005). However, 

we have to know what the natures within 

leadership first. Northouse (2012) men-

tioned about the natures of leadership in-

clude leadership is a trait, is an ability, is a 

skill, is a behavior, is a relationship, is an 

influence process.  

 

In Northouse’s (2012) studied, five of 

natures are quoted here such as ability, skill, 

behavior, relationship, and influence proc-

ess. That all are necessary features and re-

lated to a leader whose personality. Espe-

cially, behaviors of leader will be seen as a 

meaning what a leader “action.” And the 

influence process is an important skill 

when employee been assigned to work with 

others. Especially, we see this ability 

represents what the thinking is leader wants 

to do before leader working with others 

through communication. That means leader 

think is of “how I can lead you do by fol-

lowing my words.” 

 

Those of words, becoming a leader, 

are explained the management learning by 

situated curriculum within a manager’s le-

gitimate participation influencing the de-

velopment of situated leadership practice 

(Kempster and Stewart, 2010). That means 

becoming a leader has to through a process 

of practical learning, and then can influ-

ence others at the workplace where is situ-

ated participation. And especially, this 

situated learning is “shaping” by the lead-

ership practice. That thus makes leader’s 

behaviors more meaningful to influence 

others.  

 

To discuss the reason why and how to 

shape and act within a leadership capability 

to be more important. Therefore, the fol-

lowing session will discuss this part of 

shaping and acting in a leader’s mind as 

sensemaking. 

 

Sensemaking in Leadership 

 

A leader’s behaviors most of seen as 

an extrinsic action. Results of action can be 

looked as managerial performances. Action 

is tangible at which situation they are for 

follower or employee; the reason is they 

can feel or see what’s happen now. More-

over, when leadership seen as a capability 
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from leader’s behaviors. And leader’s be-

haviors will be directly affected to the ca-

pability of leadership, and then is to be 

shown as a sensemaking to enable insight 

into thinking process (Bartunek et al., 

1999). 

 

 According to above literatures’ men-

tions that we though, the sensemaking may 

be considered within two-phase process in 

the leader’s mind which are shaping and 

acting. Weick et al., (2005) provided they 

perspective thought sensemaking is about 

the interplay of action and interpretation 

rather than the influence of evaluation on 

choice. Which pointed out that direction of 

this study is correct, that is within 

two-phase process in the leader’s mind 

which are shaping and acting. 

 

However, the most of investigations in 

recent years have focused on second phase 

that is how acting then to influence the oth-

ers. For example, Huemer (2012) thought 

that sensemaking plays an important role in 

what may become another’s successful in-

fluence. That means sensemaking has 

shaped then becoming a form of thinking 

or idea, through a continuous process to 

influence the others. So, this is reason why 

leadership can be explained as a capability 

by some studies discussed (Chon and Mar-

ier, 2010; Walsh et al., 2011, Northouse, 

2012). 

 

When most of researches argue what 

is leadership and how to be shaping by a 

leader, Parry and Kempster (2014) thought 

charismatic leadership is reflexed from fol-

lowers more, but less from gift of God. 

This study explains the leadership is mak-

ing sense of shaping by followers not by 

leaders themselves, even we know some 

characteristics of leader are argued by a 

gift of God. This perspective is quite dif-

ferent above literatures reviewed. Why we 

argue this point and compare with the 

shaping and acting what different in a 

leader’s mind. We thought within 

two-phase process in the leader’s mind 

which are shaping and acting, however, 

there are existed different features between 

shaping and acting in leader’s mind.  

 

Two-phase process in the leader’s 

mind is shaping and acting. The acting is 

the first phase, why? Because of acting 

from leader is an external behavior, for 

example, the executive chef expresses his / 

her action (a command) at the moment 

when kitchen is chaotic, and customer 

complaints are such like a flood said to 

restaurant manager without any culinary 

delights. And therefore, these chaotic ex-

periences which including some actions or 

any commanded results, even the experi-

ence has involved a fail result. And then 

the failed or successful results will thus be 

becoming leader’s a real experience. 

 

When more and more failed or suc-

cessful experiences, the experiences are 

increasing and becoming a lived or useful 

information, which information thus trans-
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formation as an insightful knowledge map 

(Ancona, 2012) into leader’s mind and 

shaping (reflex) the leader’s mind directly. 

Therefore, the shaping is the second phase, 

which is reflexed experience as a feedback 

cycle. When insightful knowledge map 

within leader’s mind, the shaping and act-

ing thus make sense of what happen of 

leader knowing, doing, and being (Snook et 

al., 2012).  

 

In sum, according to above literatures 

reviewed, leader’s mind is existed in in-

sightful knowledge map that but it is also 

within as a whole operational mechanism. 

Weber and Glynn (2006) supported this 

perspective, and explained institutional 

context affects sensemaking – priming, ed-

iting, triggering, which is underling the 

mechanisms relating institutional context 

(Macro) to sensemaking (Micro) as Figure 

1. This is also made this study finds the 

correcting direction to explore the answer 

of studied question, which is “why and 

how to shape and act” as a sensemaking in 

leadership in leader’s mind. 

 

 

 

 

Figure 1. Mechanisms relating institutional context to sensemaking  

By Weber K. and Glynn M. A., (2006) 
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A Case Study of Vegetarian & Vegan  

Restaurant 

 

Methodology – Qualitative Research  

Methods 

 

For exploring the studied question, 

this paper considers qualitative research 

method. The reason is qualitative research 

method including observations, focus 

group, and interviews.  

 

According to Arendt et al. (2012) their 

perspectives the qualitative research can be 

used for foodservice organization. And 

their study also pointed out qualitative re-

search method in hospitability industry can 

be: 

 Investigating complex phenom-

ena that are different to measure 

quantitatively; 

 Generating data necessary for a 

comprehensive understanding of 

a problem; and 

 Studying outcome variables as 

well as process variables. 

 

Therefore, this paper aims to explore a 

comprehensive understanding of a problem, 

two parts of qualitative research method -- 

observations and interviews, thus used to 

investigate an unknown story in hospitabil-

ity industry of space and time background. 

 

Data Collection - Observations & Inter-

views 

Benedichte and Meyer (2001) thought 

observation produces rigor when it is com-

bined with other methods, and used of no 

fully complete observational mode is lim-

ited time than extensive participant obser-

vation. Why we use observation as first 

step to gather data, the reason is we do not 

know each other before this research. The 

researchers do not any personal relation-

ship with the restaurant manager. 

 

We are through several touches then 

get the permission can beginning our study. 

That is also a limitation and challenge for 

doing field study. Another reason is limited 

by the business operational time. When 

peak season or busy time, we are difficult 

to progress our research, thus only obser-

vation can do when we are purely as cus-

tomers. This phase of observation is from 

Dec. 2013 to March of 2014. 

 

Arendt et al. (2012) thought individual 

interviews are used when one-on-one ques-

tioning is desired. Sensitive topics or cer-

tain interviewee characteristics lend them-

selves to individual interviews rather than 

focus group interviews. Why interview is 

the second step? The reason is our question 

is related to personally, which belongs to 

sensitive question, for example, when we 

asked leader’s mind that means manager 

mindful questions. This phase is also 
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through several times and not continuously 

from March of 2014 to March of 2015. 

 

The Story of Vegetarian & Vegan  

Restaurant 

 

This is an unexploded story which 

takes place space and time background in 

hospitability industry. The restaurant lo-

cates a famous place where is Wanluan 

Township in Ping Tung County. Wangluan 

trotter is always attraction tourists come 

and then taste. Most tourists thought Wan-

gluan trotters are delicious, even the tour-

ists they come from foreign country. 

 

There are 14 villages distribute in 

whole Wanluan Township, one of village 

called Lu Liau, that means the place with 

clean water from the mountain all the time, 

most of deer will come and drink. But it is 

a long-time story for this Hakka’s village. 

And here other places are not like Wan-

gluan village so famous can attract tourists 

come. They are no more people come and 

quiet, some temples were built for Bud-

dhism or Taoism. This is very interesting 

place for living and for slow travel here. 

 

The vegan restaurant in Taiwan is uni-

versally, because most Taiwanese belong 

to Buddhism or Taoism at the same time, 

and some of older Taiwanese are also ve-

gan. Vegan does not touched meat purely, 

but the vegetarian can eat egg.  

 

A vegetarian & vegan restaurant lo-

cate at Lu Liau village, it is closely Wan-

gluan Trotter Street where people or tour-

ists come and taste Wangluan Trotter, it is 

strange, and make us interesting to want to 

know the reason why. When we visited the 

vegetarian & vegan restaurant, then we 

unfold the story of why this restaurant lo-

cates closely Wangluan Trotter Street and 

manager’s story. 

 

The vegetarian & vegan restaurant 

does not sale any food for others originally, 

only cook the food for Buddhist. However, 

the host of Buddhist temple wants to peo-

ple can get the karmic reward (Buddhism), 

that means do not to be a killer, she said 

that we opened for others not only sale for 

ourselves. Therefore, the vegetarian & ve-

gan restaurant built and opened for all of 

people come, they do not care customers 

who belong Buddhism or not, they just 

make foods delicious, and not making the 

foods like traditional vegan. 

 

The manager and here followers are 

following the vision proposed by host of 

Buddhist temple. Their gender all belongs 

to female. They live together in the area of 

restaurant, they learn and doing the job in 

the restaurant, and definitely they are com-

manded by the manager. The manager does 

not marry now. She was working and 

learning cooking skills very early when she 

was a teenager student. She got some of 

useful concepts from her mother, these 

concepts such like do not do the wrong 
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ways – most of mother said the same words. 

But she thought her mother trained her in 

the kitchen, most of works was done by her 

mother herself, she saw and also learn by 

her mother what to do at the moment. And 

these lived experiences are a fruitful learn-

ing process when she was a teenager stu-

dent became grown-up, until her mother 

was becoming a nun, and after some years 

her mother gone.  

 

Her boss is the host of Buddhist tem-

ple, she also a nun. The manager said to us, 

if no any strong support from her boss, she 

cannot still work until now. Why? Her boss 

she said that: I have two vegetarian & ve-

gan restaurants, but I hope that you do an-

other type of vegetarian & vegan restaurant, 

do not make the foods taste same, and look 

like same.  

 

It is a challenge goal for her. Only to 

design a menu which she thought is an easy 

task also becoming a heavy work. Why? 

Her boss she said that: we have to make the 

foods not only a simple way, but also make 

them difference when you taste as you like 

it. Two ways affect her from her mother 

and boss. She learned how to lead others as 

a leader. But it is not easy to said to others 

know what happen. Only she knows what 

happen in her mind. Because of her lead-

ership makes the performance well when 

her restaurant wins a good reputation from 

her boss. 

 

The story is constructed by many de-

tailed things that were broken and without 

the same space and time background in 

hospitability industry. One is the manager 

herself grow-up experiences and another 

one is her boss of the host of Buddhist 

temple (nun). As an interviewee, she does 

not say how to lead her followers, and why? 

She just mentioned fewer things to explain 

what was happened at the moment when 

she did. Therefore, we did the very special 

interviews and observations from her and 

the restaurant. In sum, is all about Buddha? 

Thus, we raise this question in our mind 

when we leave restaurant.   

 

Conclusions 

 

In the end of this study we have some-

thing finds conclude about our question 

according to literature review, which is 

“why and how to shape and act” as a sen-

semaking in leadership in leader’s mind. 

Weber and Glynn, (2006) mentioned their 

point at the mechanisms relating institu-

tional context to sensemaking (Figure 1.), 

we thus figure out some answers based on 

their mechanism follow as below: 

 

Shaping by Contextual 

 

Internalized cognitive constraint (in-

ternalization, embodiment) is existed in 

leader’s mind. For example, we knew the 

internalized cognitive constraint for the 

leader of restaurant – the manager, her 
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mind exists much remember and behavior 

by her mother’s training, which is a past 

lived experiences. From she was a teenager 

to grown-up. And then she therefore was 

constrained by a form of original family.  

 

After she working at vegetarian & 

vegan restaurant Lu Liau village of 

Wanluan Township, she shaping by her 

boss of the host of Buddhist temple (nun). 

She constrained by a form of original or-

ganizational context. This contextual be-

havior expresses are according to the past 

experiences as an insightful knowledge 

map (Ancona, 2012) into her mind to sup-

port her can sustain play an important role 

of leader.  

 

Acting by Sensemaking Process 

 

Priming, editing, triggering is the Sen-

semaking Process (Weber and Glynn, 

2006). Based on the past lived experiences 

as an insightful knowledge map (Ancona, 

2012) in leader’s mind, the manager shown 

her managerial skills. She commands all of 

followers to approach the goal of vegetar-

ian & vegan restaurant. 

 

Priming, the vegetarian & vegan res-

taurant wants to restart. The manager pre-

pares everything such as to assemble a spe-

cial team for hospitability services in cook-

ing, desk, and table when customers come.  

 

Editing, the vegetarian & vegan res-

taurant wants to redesign heir menu. The 

manager searches her insightful knowledge 

map, and according to her boss’s ordering, 

she has to complete an inventive menu 

more than before. And then asked her 

members whose tasks are culinary workers 

to try and finish the different foods. 

 

Triggering, the vegetarian & vegan 

restaurant wants to receive performances 

well. This is a related to her self-reliance 

and mental toughness. Her boss only sup-

ports her by few words not full time at the 

restaurant, and working self-reliance by 

herself. That means everything she has to 

trigger her actions by herself. If she is only 

a manager that means she only can do one 

thing, she cannot lead others.  

 

After the acting by sensemaking proc-

ess, the manager thus fits the level of ser-

vice-profit chain (Heskett et al., 1994) es-

tablishes relationships between profitability, 

customer loyalty, and employee satisfac-

tion, loyalty, and productively.  

 

Finally, in this paper that we through a 

qualitative research method explore the 

answer of why and how to shape and act as 

a sensemaking in leadership in leader’s 

mind. Which examined the sensemaking 

leadership in leader’s mind is shaping by 

organizational context, and acting by sen-

semaking process. 
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