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Although  hotel  outsourcing  research  has  studied  the  effect  of  corporate  culture  on inter-organizational
relationship  success,  little  is  known  about  how  it influences  the way  internal  and  external  workers  relate
and behave  in  the workplace.  Questionnaire  data  obtained  from  215 internal  employees  at  14  hotels
in  Gran  Canaria  (Spain)  on  Cameron  and  Quinn’s  (1999)  Clan,  Ad-hoc,  Market,  and  Hierarchy  corporate
cultures,  the  relationships  of  trust, relational  and  task  conflict  between  internal  and  outsourced  staff,  and
customer-oriented  (COBs)  and  service  sabotage  behaviors  have  been  analyzed.  Structural  equation  mod-
utsourcing
orporate culture
rust
onflict

eling  results  indicate  that  trust  and  relational  conflict  are  the  main  relationship  outcomes  significantly
associated  with  sabotage  or customer-oriented  behaviors  (COBs),  and  Clan  and  Adhocracy  are  the  only
culture  types  that  reduce  relational  conflict  or increase  trust  significantly.  A  practical  implication  is that
explicit  attention  should  be  paid  by  hotel  managers  who  outsource  services  to the  need  to  integrate  the

th  fam
ustomeroriented behavior
abotage
eviant behavior

innovative  Adhocracy  wi

. Introduction

Outsourcing is a frequent strategy in the hospitality sec-
or, where suppliers offer services that cover practically all of
he necessary activities for the hotel activity, including catering,
aundry, cleaning and maintenance services, among others (Espino-
odríguez and Padrón-Robaina, 2005). This wide range of activities
arried out by hotels, the large variety of associated workers, and
he volatile nature of the demand make hotel operations espe-
ially suitable for outsourcing (Lamminmaki, 2011). As Guilding
2009) points out, the high variability of hotel demand is apparent
hroughout an economic cycle, over the course of a year, or even the
ame day. It is easy to understand, therefore, why outsourcing has
een described as “part of the fabric of hotel operations” (Wood,
999:2).
Although the outsourcing of functions in a hotel is an important
trategy with potential benefits, it is not without risks. As such,
he literature on outsourcing suggests that hospitality organiza-
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tions that outsource can lose control over the outsourced services
provided, coming to depend excessively, and at times dysfunction-
ally, on the service provider. The outsourcing of certain services
can also put at risk sensitive information about the organization
that can be misused by the provider (Domberger, 1998; Kakabadse
and Kakabadse, 2000; Lamminmaki, 2011) and perceived as nega-
tive for individual job security (Geishecker, 2008) and employees’
health and safety (Mayhew et al., 1997). In spite of these advances
in the knowledge about the potential risks and benefits of outsourc-
ing hotel strategies, very few studies have focused primarily on the
individual level of analysis to examine the effects of outsourcing
on the relations between internal and outsourced employees in
hotels, and whether the nature of these relations can affect the
outsourcing performance. Kakabadse and Kakabadse (2000) and
Lamminmaki (2011) point out this gap by suggesting that when
outsourcing is used, the in-house employees may not be able to
establish bonds with the outsourced employees, due to a loss of
in-house skills and innovative capacity (Lamminmaki, 2011:972).
Moreover, Ansley (2000), when listing potential factors imping-
ing on the outsourcing decision, asserts that social costs inhibit a
desire to outsource. One factor that appears to be associated with

outsourcing is trust. Lamminmaki (2011) states that a lack of trust
and cooperation could hinder the success of the outsourcing (see
also, Ring and Van de Ven, 1992; Gietzmann, 1996). In addition,
Domberger (1998) suggests that inter-organizational cooperation
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nd trust are key factors in the success of outsourcing (see also,
abherwal, 1999). However, this suggestion has been overlooked by
rior outsourcing research when trust is examined at the individual

evel of analysis, and interpersonal trust may  affect the relation-
hips between internal and outsourced staff and their resulting
ehavior. Boon and Holmes (1991:194) define interpersonal trust
s a “state that involves positive and certain expectations about
thers’ motives toward us in situations of risk.”

This gap seems to widen even more because the previous liter-
ture has systematically ignored any model at the individual level
f analysis that includes conflict, in addition to trust, as a success
actor in outsourcing. Leeman and Reynolds (2012) found that for
he outsourcing provider, not only trust, but also benevolence and
dequate communication, are vital to developing and maintaining a
roductive, enduring relationship. An escalation of conflict, by con-
rast, is a frequent and intense social cost usually produced by the
ack of trust and cooperation between employees who  work side
y side or in teams. Jehn (1995, 1997) distinguishes between task
onflict and relational conflict. The former captures the perceptions
f disagreement that would exist between internal and outsourced
oworkers about the content of their decisions, and it would involve
ifferent viewpoints, ideas, and opinions between these two collec-
ives. The latter, relational conflict, is a perception of interpersonal
ncompatibility that would typically include tension, dislike, and
ntagonism between internal and outsourced coworkers. A lack of
rust and an escalation in conflict (task and relational) between
nternal employees and their outsourced coworkers are social costs
f outsourcing at an individual level that seem to be able to play
n important role in the outsourcing functioning and provoke reac-
ions that endanger its success. However, to date, they have only
een referred to anecdotally.

Another way the success of outsourcing can be endangered is if
t produces greater individual employee inefficiency. As Kakabadse
nd Kakabadse (2000) and Lamminmaki (2011) pointed out, “in
urther research, consideration could be given to examining the
ignificance of the following considerations in the outsourcing deci-
ion: [. . .]  a quest for enhanced customer satisfaction and loyalty”
Lamminmaki, 2011:972). Rao (2015) studies the performance of
lobal outsourcing teams, suggesting that the lack of trust and
ooperation between the internal and outsourced personnel could
ave a negative impact on hotel guests. Thus, service sabotage is

 counterproductive behavior that may  be performed by internal
mployees and threaten the outsourcing efficiency. Service sabo-
age behavior is defined as “organizational member behaviors that
re intentionally designed to negatively affect service” (Harris and
gbonna, 2002:166). More than 85% of customer-contact employ-
es have admitted to performing some type of service sabotage
ehavior, and more than 90% (including some general managers)
ay it is an everyday occurrence (Harris and Ogbonna, 2002). On the
ther hand, in-house employees can also harm outsourcing effi-
iency by withholding their customer-oriented behavior (COBs),
hat is, conventional organizational citizenship behavior (OCB)
Organ, 1988), but specifically directed toward guests. In this case,
mployees can leave guests alone to solve their own  problems,
bandoning them to their fate, or they can fail to take steps to
oment guests’ well-being in the hotel.

A major factor that might affect the occurrence of trust, conflict,
nd the aforementioned behaviors, to a greater or lesser extent, is
he corporate culture of the hotel as perceived by each employee
ndividually. Various studies on hotel outsourcing have shown a
rowing interest in the cultural factor (Espino-Rodríguez and Gil-
adilla, 2005; Espino-Rodríguez and Padrón-Robaina, 2004, 2005;

emmington and King, 2000; Lam and Han, 2005). As such, some
revious literature has studied the impact of corporate culture
e.g., Rao, 2013; Hemington and King, 2000; Langfield-Smith and
mith, 2001, 2003) on the success of inter-organizational relation-
 Journal of Hospitality Management 56 (2016) 66–77 67

ships in the context of hotel outsourcing. However, the studies
have been carried out exclusively on overall outsourcing relation-
ships between hotels and their outsourced service providers from
a macro-social perspective. They thus overlooking whether certain
individual perceptions of organizational culture, compared to oth-
ers, could lead outsourcing workers to produce different individual
outcomes in the outsourcing framework, such as lack of trust and
a possible escalation of task and relational conflict between inter-
nal and outsourced employees. Consequently, examining different
types of corporate culture in hotels with ongoing outsourcing activ-
ity could be a helpful tool to attenuate potential mistrust between
internal employees and outsourced staff, and the relational and task
conflict risks derived from the outsourcing functioning.

In summary, first this paper plans to justify and formulate
hypotheses based on the theory and research discussed above.
Next, using structural equation modeling (SEM), we  will carry
out a confirmatory factorial analysis (CFA) that provides empirical
evidence about whether the variables studied represent separate
constructs. The paper will also examine the hypotheses formu-
lated, by considering a whole SEM model that incorporates all the
variables under study. Finally, the managerial implications of the
results will be discussed.

2. Literature review and hypotheses

2.1. Corporate culture and outsourcing

Corporate culture is defined as a pattern of shared values and
beliefs, helping individuals to understand organizational function-
ing (Deshpande and Webster, 1989; Kotter and Heskett, 1992). For
Shein (1985), corporate culture comprises basic assumptions that
a given group has invented, discovered or developed while learn-
ing to manage the outsourcing adaptation and internal integration
problems. For more than 30 years, many researchers have studied
the possible link between corporate culture and certain variables
associated with efficiency or efficacy (for a review, see Hartnell
et al., 2011). According to Pascale (1990), the corporate culture
could predict organizations’ capacity to survive certain changes
imposed by the environment.

A critical part of the role that corporate culture can play in orga-
nizations is its influence on employees’ attitudes and behaviors
(Smircich, 1983). Encouraging employees to either act against the
hotel’s interests or guide their actions to its advantage (Doran et al.,
2003), corporate culture is conceptualized by Deal and Kennedy
(1982) as the underlying values and attitudes that affect the way
things are done in an organization, i.e., the ‘style’ of ‘the way things
are done around here.’ Thus, extensive prior research refers to orga-
nizational culture as a factor to take into account in trying to achieve
successful outsourcing and organizational effectiveness from an
individual level perspective (e.g., Hartnell et al., 2011; Hemmington
and King, 2000; Langfield-Smith and Smith, 2001, 2003). Langfield-
Smith and Smith (2001) establish, for example, that culture clash
in organizations is a factor that weakens the control over the out-
sourcing processes. Espino-Rodríguez and Gil-Padilla (2005) also
indicate the benefits obtained when the employees of external ser-
vice providers understand a hotel’s culture.

Because the outsourcing of services in a hotel is an impor-
tant strategy with potential benefits for the hotel’s performance,
outsourcing may  be positively viewed by the hotel staff. When
employees experience outsourcing on a day-to-day basis, by
overcoming their possible resistances and prejudices against out-

sourcing, they are likely to become aware of its benefits. As Amiti
and Wei  (2005:338) indicate, there is “a body of evidence that sug-
gests that neither aspect of the anxiety [of employees about service
outsourcing] is well supported by the data.” Fox’s (1966) unitarism
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heory assumes that there are compatible goals, a common purpose,
nd one single (unitary) interest held by all the members of an orga-
ization. Based on this theory, the main argument is that because
utsourcing is an effective strategy for the hotel, hotel employees
ill share an interest in outsourcing with all the members of the
otel (i.e., peers, external staff, managers, and so on). Influenced
y a “mirror effect” (e.g., Heskett et al., 1997), therefore, internal
mployees should primarily show workplace relationship positive
utcomes for the good of the hotel.

.2. The effects of corporate culture on trust, relational conflict,
nd task conflict

Although the paper first argues that internal employees may
erceive the presence of outsourcing as a compatible (unitary)

nterest shared jointly with external staff (Fox, 1966), certain orga-
izational cultures, compared to others, could adapt to outsourcing
rocesses with more or less friction and, therefore, influence inter-
al employees’ view of outsourcing (Denison and Mishra, 1995;
artnell et al., 2011; Cameron and Quinn, 1999). Therefore, we
rgue that corporate culture can influence internal employees’
rust, relational conflict, and task conflict toward external employ-
es in a hotel because, depending on the way the characteristics of
he hotel culture are perceived by employees, internal employees

ay  feel that the compatible (unitary) interests in outsourcing held
y both are no longer present. As a result, the more staff perceive
ne corporate culture or type of mini-culture within the hotel, the
ore this culture will lead staff to experience unity with external

taff or the sense of unity with them will be broken. As a result,
e postulate that there is a relationship between corporate culture

nd (dis)trust, relational conflict, and task conflict between internal
nd external staff.

The research on relational conflict has a long trajectory in the lit-
rature, including some of the first studies on conflict at work (e.g.,
eutsch, 1969; Evan, 1965) and other later studies (e.g., Janssen
t al., 1999; Jehn, 1995, 1997). Trust defines one’s positive and cer-
ain expectations about others’ motivation toward him/her (Boon
nd Holmes, 1991) and it is typically attached to the relationship
onflict linkage (Jehn, 1995, 1997). Relational conflicts refer to the
erception of personal antagonisms and incompatibility among
mployees, and they have been described as a reflection of task
onflict (Simons and Peterson, 2000).

On the other hand, Cameron and Quinn (1999) offer their ques-
ionnaire to evaluate the corporate culture (Organizational Cultural
ssessment Instrument, OCAI) as a tool to measure and diagnose

he culture of an organization. Some debate about the validity of the
CAI suggests that it actually groups different organizations into
n easy categorization, rather than measuring culture (e.g., Bellot,
011). Despite criticisms, the OCAI is an organizational culture tax-
nomy firmly grounded in the existing culture literature (Ostroff
t al., 2003) and used in most sectors (Cameron, 2004). However,
efore seventy instruments were identified, of which 48 could be
ubmitted to psychometric assessment, Jung et al. (2009:1087)
oncluded that “there is no ideal instrument for cultural explo-
ation.” In any event, the OCAI has been discussed in previous
tudies in the hospitality field (e.g., Tsai et al., 2015; MacIntosh and
oherty, 2010) and chosen as a culture measure in hotels (e.g., Han,
012) and restaurants (Koutroumanis and Alexakis, 2009).

Despite criticisms, the OCAI is an organizational culture taxon-
my  widely grounded in the culture literature (Ostroff et al., 2003)
nd used in most sectors (Cameron, 2004). However, before sev-
nty instruments were identified, of which 48 could be submitted

o psychometric assessment, Jung et al. (2009:1087) concluded that
there is no ideal instrument for cultural exploration.” In any event,
CAI has been has been discussed in previous studies in the field

e.g., Koutroumanis and Alexakis, 2009; Tsai et al., 2015; MacIntosh
 Journal of Hospitality Management 56 (2016) 66–77

and Doherty, 2010) and even choice recently as a culture measure
in hotels (e.g., Han, 2012).

The OCAI uses six blocks of 4 items each, where each item
measures a type of culture: clan, ad-hoc (adhocracy), market, and
hierarchy (see Fig. 1). Theoretically, these four cultures are defined
based on two dimensions: a) the hotel’s orientation toward the
interior or exterior and b) its orientation toward flexibility or
control. Combining these two  dimensions (interior-exterior and
flexibility-control), the four types of cultures mentioned above are
obtained (see Fig. 1). On the left side of the OCAI graph in Fig. 1,
the hotel is internally focused (‘what is important for us, how we
want to work’) and on the right side, the organization is externally
focused (‘what is important for the outside world, the customers,
the market’). At the top of the OCAI graph in Fig. 1, the hotel desires
flexibility and discretion, while at the bottom, the opposite values,
stability and control, are found.

The clan culture seeks internal control, but with flexibility. This
is translated into a familiar hotel, united, where loyalty and mutual
trust are dominant values. This culture values team work, partici-
pation and consensus. Therefore, the clan culture may  help internal
staff to perceive the presence of outsourcing as a compatible (uni-
tary) interest jointly shared with external staff (Fox, 1966), as this
culture leads these two  groups to involve themselves in teamwork,
desirable collective attitudes to participate in decision making,
and open communication (Denison and Mishra, 1995). In addition,
employees in hotels that perceive themselves as working in a clan-
type corporate culture are likely to have more flexible attitudes
toward external workers, and their work will be able to cultivate
bonds of trust with them. We  postulate, therefore, that the clan
culture could result in less unrest related to both task conflict and
relational conflict (see Fig. 1). Therefore,

H1a. Clan-type cultures will increase trust between internal
employees and outsourced personnel.

H1b. Clan-type cultures will reduce the relational conflict
between internal employees and outsourced personnel.

H1c. Clan-type cultures will reduce the task conflict between
internal employees and outsourced personnel.

The main characteristics of the adhocracy culture are found in
hotels that focus on external aspects but seek a high degree of flex-
ibility and innovation. Most of the employees perceive the hotel
as a dynamic and entrepreneurial place that emphasizes innova-
tion and progress (Hartnell et al., 2011). Thus, adhocratic hotels
can lead internal staff to jointly support outsourcing with external
staff because, in order to stay in the vanguard, they are willing to
be daring and like to take risks. Due to their idealistic and novel
vision, which leads the staff to be creative and take risks, adhoc-
racy values are expected to have a positive effect on workplace
relationship quality. Otherwise, a lack of trust and conflict with
external employees would interfere with the difficult task of seek-
ing innovation and progress (Cameron and Quinn, 1999; Cameron
and Freeman, 1991). As Quinn and Kimberly (1984) indicate, adho-
cratic hotels can lead internal staff to create positive bonds with
outsourced staff because this culture believes that ‘people behave
appropriately when they understand the importance and impact of
the task.’ Thus, to the extent that internal employees perceive their
hotel in this way, they are likely to try to minimize (and even over-
come) situations that could break the sense of unity with external
staff (Fox, 1966).

Overall, we  propose that in an ad-hoc type culture, the lack of
trust and conflict that could be produced by the outsourcing process

would be diminished (see Fig. 1). Therefore,

H2a. Ad-hoc cultures will increase trust between internal employ-
ees and outsourced personnel.
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ig. 1. Proposed model of corporate culture as a determinant of trust and task and
reatment received by the guest.

2b. Ad-hoc cultures will reduce relational conflict between
nternal employees and outsourced personnel.

2c. Ad-hoc cultures will reduce task conflict between internal
mployees and outsourced personnel.

The market culture appears in organizations that are oriented
oward the exterior and need achievement. What keeps them
nited is the importance the hotel gives to success and goal achieve-
ent, inculcating the employees with a focus on competition and

lear objectives (Cameron and Quinn, 1999). This clear agreement
mong the employees involving a constant concern about doing

 good job and competing is not risk-free. It can lead in-house
mployees to focus on their tasks, ignoring the necessary coordina-
ion with external personnel (Doran et al., 2003). As such, market
ultures – permeated by competition and aggressiveness – can fos-
er distrust among group members and, hence, negatively affect
ollective employee attitudes (Hartnell et al., 2011) (see Fig. 1).
herefore,

3a. Market cultures will reduce trust between internal employ-
es and outsourced personnel.

3b. Market cultures will increase the relational conflict between
nternal employees and outsourced personnel.

3c. Market cultures will increase the staff conflict between inter-
al employees and outsourced personnel.

Finally, the hierarchical culture focuses on internal aspects
equiring control and stability. The employees would perceive
heir hotel as very structured and controlled, with formal pro-
edures generally ruling the actions taken. This formalism could
roduce task conflict between the internal and outsourced employ-
es, as there would be a loss of the necessary flexibility in the
rocedures to achieve functional harmony (Cameron and Freeman,
991). Furthermore, although the hierarchical culture type is inter-
ally oriented, which could favor compatible (unitary) interests

ointly shared with external staff (Fox, 1966), its assumption of
stability,’ and the need for conformity and predictability (Cameron
nd Quinn, 1999) do not fit ongoing outsourcing processes, where
n increasing number of outsourced employees are usually hired
Geishecker, 2008). In fact, prior work on group engagement mod-
ls of procedural justice postulates that unit members who have
ittle opportunity to be involved in the decision-making process
ngender negative affect toward their respective units and peers
Tyler and Blader, 2003). Therefore, this need for functional har-

ony, routinization, and consistency favors friction that could also
nd up affecting the conflict relationship linkage and mutual trust

see Fig. 1). Therefore,

4a. Hierarchical cultures will reduce the trust between internal
mployees and outsourced personnel.
ional conflicts between internal and outsourced employees, and its effects on the

H4b. Hierarchical cultures will increase the relational conflict
between internal employees and outsourced personnel.

H4c. Hierarchical cultures will increase the task conflict between
internal employees and outsourced personnel.

2.3. Customer-oriented behavior (COBs) and workplace
relationship quality

A frequent employee response to perceptions of the treatment
received by the organization is to display organizational citizen-
ship behavior (OCB) (for meta-analyses, see e.g., Cohen-Charash and
Spector, 2001; Colquitt et al., 2001; LePine et al., 2002; Moorman,
1991; Podsakoff et al., 2009; Podsakoff et al., 2000). Although
customer-oriented behavior (COBs) is by definition a constructive
behavior that substantially exceeds role minimums (Organ, 1988),
if withdrawn by employees, it can also inflict harm (Podsakoff and
Mackenzie, 1997; Rotundo and Sackett, 2002; Wayne et al., 2002).
Oliver (1980) suggests that customer-oriented behavior (COB) is
employee performance that goes beyond job responsibilities and
responds to – or even exceeds – the guests’ expectations, becoming
a key element in excellent service.

Given that the hotel, with its externalizing action, causes
internal-external employees to interact, and given that various
forms of organizational citizenship behavior (OCB) are a fre-
quent response by employees who receive an affront from their
companies (e.g., Bitner et al., 1994), a lack of trust and an esca-
lation of conflicts between internal and outsourced employees
may  decrease customer-oriented behaviors (hereinafter, COBs).
To explain why employees might reduce their COBs when they
perceive the existence of relations of mistrust, relational conflict,
and task conflict between in-house and outsourced employees,
we draw on the social exchange theory (Blau, 1964). These the-
orists suggest that human interactions involve a considerable
amount of ‘social finances’ because human beings weigh the ‘inputs’
they invest in their relationships compared to the ‘outputs’ they
receive in return. Thus, the need to guarantee a beneficial future
of exchanges would function as a ‘driver’ for individual behavior
(Gouldner, 1960).

Workplace relationships are unique interpersonal relationships
with important implications for employees’ attitudes and behav-
iors (e.g., Rauyruen and Miller, 2007). Some prior studies warn
about the significant effects of high levels of task conflict on dis-
satisfaction and lack of commitment (e.g., Amason, 1996; Amason
and Sapienza, 1997; Jehn, 1997; Jehn and Mannix, 1997; Schweiger
et al., 1986). Moreover, Simons (1993) finds that task conflict can

lead the group to make decisions more slowly, thus producing
decisions associated with less employee efficacy. A study led by
Peterson (1999) finds that delays in group decisions due to task
conflict can foster the emergence of dissident members during
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ecision-making, leading the rest of the members to experience
rustration.

To the degree that the discomfort produced by the consequences
f outsourcing leads employees to perceive the hotel as an unsatis-
actory place to work, there is a strong consensus in the literature
bout the possible attribution of this unsatisfactory workplace to
he organization. If internal employees perceive that the hotel’s
utsourcing processes are producing mistrust, task or relational
onflict between internal and outsourced coworkers, they are likely
o view the hotel as the source of these social costs and the out-
ourced activities as a threat to their well-being perpetrated by the
otel.

As a result, these employees, in trying to reestablish positive
ocial exchange dynamics (Blau, 1964), will communicate their
iscontent to the hotel through responses that harm it through
he guests. Blaming the hotel for the social costs (a lack of trust,
ask conflict, and relational conflict), the internal employees can
espond to these negative events by withholding constructive
ehaviors toward the hotel (Blau, 1964), such as COBs. Therefore,

5. Lack of trust (5a), relational conflict (5b), and task conflict (5c)
etween internal employees and outsourced personnel will reduce
OBs.

.4. Service sabotage behavior and workplace relationship quality

Other prior research reveals that, far from being uncommon,
ervice sabotage behaviors (hereinafter, sabotage) are also frequent
mployee behaviors in the work life of the majority of the employ-
es who have contact with customers (e.g., Bitner et al., 1994;
riffin et al., 1998). Sabotage stems conceptually from deviant
orkplace behaviors (DWB), which occur when the employee
eliberately “violates significant organizational norms and in so
oing threatens the well-being of an organization, its members,
r both” (Robinson and Bennett, 1995:556).

Although task conflict can have positive effects on work, improv-
ng, for example, the quality and acceptance of decisions by the
roup (Janssen et al., 1999), when this conflict takes place in a
ainly inter-group context, previous research suggests that task

onflict can produce dysfunctional processes. In addition, relational
onflict is widely considered harmful to the quality of the deci-
ions and the affective commitment of the group, increasing stress
nd anxiety (Jehn and Mannix, 1997; Staw et al., 1981), creating an
scalation of mutual hostility (Janssen et al., 1999), or limiting the
embers’ information processing (as resolving conflicts takes up
ore of their time and energy than addressing the group’s prob-

ems) (Evan, 1965; Jehn and Mannix, 1997). Attributing these social
osts to the hotel probably sets in motion social exchange dynamics
hat could lead these employees to ‘pay the organization back’ by
ncreasing their sabotage (e.g., Becker and Billings, 1993; Masterson
t al., 2000).

This study hypothesizes, hence, that mistrust, task conflict and
elational conflict between internal and external employees will
nally lead the hotel’s internal staff to increase sabotage (see Fig. 1).
herefore,

6. Lack of trust (6a), relational conflict (6b) and task conflict
6c) between internal employees and outsourced personnel will
ncrease sabotage.

. Methodology

.1. Survey respondents
Data were collected from 215 internal employees who worked
oncurrently together with outsourced employees at 14 hotels in
ran Canaria (Spain). The surveys were collected from four sampled
 Journal of Hospitality Management 56 (2016) 66–77

three-star hotels (28.6%), eight four-star hotels (57.1%) and two
five-star hotels (14.3%). International chains operated four of the
fourteen sampled hotels. Hotels’ workforces in the sample range
from 31 to 211 employees, so that the response rate ranges from
19% to 56%, 23% overall. An average hotel’s entire work force in
the 75 hotels in Gran Canaria is estimated at 118 regular or out-
sourced employees, of whom between 60%–70% are permanent
and the rest temporary. The ratio of permanent to temporary staff
in both collectives is similar. Permanent and temporary conditions
refer to the term or period of the contract, regardless of whether the
employer is the hotel or an entity outside the hotel (external staff).
On average, the outsourced employees working concurrently with
the sampled in-house employees and interacting with them daily
represent between 14% and 18.5% of the hotel’s entire workforce.
This is consistent with the level of service outsourcing (between
15% and 19%) estimated in the entire hotel sector in the Gran
Canaria.

3.2. Research setting

The Canary Islands is one of Spain’s leading sun-and-beach
tourism destination. Gran Canaria receives about 3.23 million for-
eign tourists a year, with European countries being its principal
markets. British and German tourists jointly represent 41 percent
of the total, and Scandinavians make up 28 percent. The functions
of the outsourced employees consisted mainly of animation activi-
ties, security, cleaning of common areas, first aid, landscaping, pool
maintenance, among others. It could also be verified that the com-
pensation of outsourced employees was  on average between 15%
and 20% lower than that of internal employees.

The most distinctive feature by far of Spain’s national culture,
and one that can have an impact on the hotels’ corporate culture,
is Hosftede’s uncertainty avoidance (Aram and Walochik, 1996).
In addition, specificities of the hospitality industry sector in the
Canary Islands suggest that the hotel staff in the sample is usu-
ally arranged in homogeneous work teams (e.g., they are close in
education and work activities, and have dependent task orienta-
tion, for instance). This situation implies that interactions among
staff members in hotels are frequent. Because the destination cli-
mate changes very little during the year, the hotels under study
have low seasonal variation. As such, over time, most temporary
contract employees aim to have “tenure-track positions,” while a
significant number of their contracts are not renewed.

3.3. Procedure and sample characteristics

Surveyors rejected the employees who did not meet the crite-
ria of working concurrently together with outsourced employees
and working in the hotel for at least six months, so that the partici-
pants would have had a socialization period in the hotel. Although
a specific random sampling method was not used, after receiv-
ing official approval, surveyors personally asked random staff to
fill out the questionnaires in different places and situations within
the hotel, in order to avoid response biases. The internal employ-
ees who  agreed to respond self-administered the paper-and-pencil
questionnaire during a break in their workday. We  offered no incen-
tive other than face-to-face advice when necessary. We  started
with 320 responses, but rejected 105 due to incorrect completion
and incoherent information. Thus, we retained 215 valid responses
for further data analysis. No significant variations in data collec-
tion across the different survey helpers or systematic differences in

samples by hotels were found before adopting a single sample for
further analysis. The sample comprised 45% men  and 55% women;
32.2% were 35 years old or younger, and 29.9% were 55 or older.
In addition, 64.5% were permanent employees, and the rest were
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emporary staff. Finally, 17.6% of the respondents had only finished
lementary school, and 6.3% were part-time.

.4. Measures

All the items were scored on a 7-point Likert-type scale from 1
completely disagree) to 7 (completely agree). The items are shown
n Tables 1 and 2, and the Cronbach’s alpha values appear in Table 1
nd on the main diagonal of the correlations matrix (Table 2).

.4.1. Corporate culture
We use the Organizational Culture Assessment Instrument

OCAI) by Cameron and Quinn (1999) to measure the four OCAI
ypes of corporate culture: clan, adhocracy, market, and hierarchy,
ased on their two previously-mentioned dimensions (interior-
xterior and flexibility-control). The OCAI contains six questions
bout the hotel: a dominant characteristics, b leadership, c how
he employees are managed, d type of “glue” that unites them, e
trategic profile, and f criteria for success For each question, the
mployees surveyed are asked to distribute 100 points among four
ossible alternatives, depending on the degree to which a specific
lternative describes their hotel Thus, for each question, if they
hink alternative A strongly describes the hotel, while B and C are
imilar and alternative D contributes very little, they could assign
5 points to A, 20 points to B, 20 points to C, and five points to D
he points would correspond to each type of culture averaged for
ach employee in the sample

.4.2. Trust between internal and external coworkers
We measure internal-external interpersonal trust by adapting

he 5-item Likert-type scale by Simons and Peterson (2000), which
eflects elements of trust that have been widely accepted in the
revious literature (e.g., Mayer et al., 1995; McAllister, 1995). Some

tems were, ‘The outsourced employees and the staff of this hotel
eel we are mutually worthy of trust,’ ‘Between the outsourced
mployees and the staff of this hotel there is a feeling of complete
rust,’ and ‘The outsourced employees and the staff of this hotel
rust each other to fully live up to our word.’ The scale’s reliability
as strong, with an alpha of 0.91.

.4.3. Relational and task conflict between in-house and
utsourced coworkers

We used two subscales elaborated by Jehn (1995) to measure
elational and task conflict. Each subscale contained four items
hat were adapted to reflect the context between internal and out-
ourced coworkers. An example of an item in the case of relational
onflict is: ‘There is a lot of resentment between the hotel employ-
es and the outsourced workers’. In the case of task conflict, item
xamples would be: ‘The outsourced workers’ idea about how to
ork here is questionable,’ and ‘The outsourced workers and the

nternal employees have trouble agreeing.’ The reliability of both
cales is also strong, with alphas of 0.91 and 0.87, respectively.

.4.4. COBs
These behaviors were measured by constructing a 4-item scale

� = 0.779) based on the one previously developed by Zoghbi-
anrique-de-Lara et al. (2012) for civil servants. Items include: ‘I

oluntarily guide guests who are wandering aimlessly through the
otel,’ and ‘I show sincere politeness and interest toward guests,
ven when they complain for no reason’. Finally, we also included
ne last COB item developed by Ma  et al. (2013): ‘I voluntarily
ontribute ideas for improving the guests’ service quality’.
.4.5. Sabotage
The 4-item scale used to measure deviant behavior directed

oward the guest was an adapted version of the scale proposed
 Journal of Hospitality Management 56 (2016) 66–77 71

by Bennett and Robinson (2000) to measure conventional deviant
behaviors (DWB) among employees. Examples include: ‘I have told
guests off,’ and ‘I have mistreated guests’.

3.4.6. Control variables
Based on the literature, we  took into account the gen-

der (1 = man, 2 = woman) and the age (1 = up to 25 years old;
2 = between 25 and 34; 3 = between 35 and 44; 5 = between 45 and
54; 5 = between 55 and 65; 6 = over 65 year old), as they could co-
vary with our dependent and independent variables (e.g., Aquino
et al., 2004). The control variables were incorporated directly into
the model as stand-alone variables (not as cause or effect indica-
tors), allowing a structural path to all exogenous and endogenous
factors within the structural, but not the measurement, portion of
the model (Hancock and Mueller, 2006).

3.5. Statistical analysis

The collected data were analyzed using the statistical package
for social sciences (SPSS). Structural equation modeling (SEM) was
used to assess the validity of the measures and test the hypothe-
sized relationships through the statistical package AMOS 22.0. We
plan to include tenure, gender, and age as control variables. The
descriptive statistics include the means and standard deviations
of the four types of OCAI corporate cultures studied: clan, adhoc-
racy, market and hierarchy. These will also include the means and
standard deviations of the constructs of trust, relational and task
conflict, COBs, and sabotage. The Cronbach’s alpha was  calculated
to rate the reliability of the scales. To ensure that the dependent
variables (trust, relational and task conflict, as well as COBs and
sabotage) are five distinct constructs, a confirmatory factorial anal-
ysis (CFA) is performed to check that all the data load according
to the factor structure proposed. The four corporate culture types
were entered in the CFA as observed variables co-varying with
all five latent factors. CFA tests of construct validity included the
good-fit (GFI), comparative-fit (CFI), normed-fit (NFI), Tucker-Lewis
(TLI), incremental-fit (IFI) indices, and the root mean square error
of approximation (RMSEA). The control variables were incorpo-
rated directly into the model as stand-alone variables (Hancock and
Mueller, 2006).

Table 1 displays the CFA results for the eight variables in this
study. The CFA results show that the fit of the eight-factor solu-
tion is low (�2 = 497.394, df = 243, p< 0.001; GFI = 0.862; CFI = 0.905;
IFI = 0.908; TLI = 0.873; NFI = 0.834; RMSEA = 0.073), with the GFI
and TLI fit indexes below 0.90 and RMSEA over 0.05 (Hair et al.,
2006). However, as Browne and Cudeck (1993) state, RMSEAs
between 0.05 and 0.08 indicate an adequate fit. Thus, as RMSEA is
one of the most informative criteria in covariance structure mod-
eling, our RMSEA = 0.073 (below 0.08) provides support for the
distinctiveness of all the constructs used in this study (Table 1
shows this CFA in detail).

Table 1 also shows that the composite reliability ranged from
0.918 to 0.789, which is greater than the standard of 0.60 (Hair et al.,
2006). Cronbach’s alpha was calculated to assess the reliability of
the scales, which ranged from 0.914 to 0.779, above the recom-
mended alpha of 0.70 (Nunnally, 1978). We  also employed a set
of established procedures to check for the convergent validity and
discriminant validity of our scales. The average variance extracted
(AVE) for each construct was  between 0.501 and 0.738, which was
either equal to or higher than 0.50 (Bagozzi and Yi, 1988; Fornell
and Larcker, 1981), supporting convergent validity. As the corre-
lations table (Table 2) shows, the authors measured discriminant

validity by calculating the square roots of the AVE values (from
0.958 to 0.708, on the main diagonal) and testing whether they
were consistently greater than all the corresponding correlations
(Fornell and Larcker, 1981). The results show that each construct
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Table 1
Results of confirmatory factor analysis.

Factor loadings SMC  Composite reliability AVE

X01...Clan(*) – – – –
X02...Adhocracy(*) –  – – –
X03...Market(*) – – – –
X04...Hierarchy(*) – – – –

(F1)  Trust 0.044 0.916 0.689
(Cronbach alpha = 0.907)
Y01. . .The outsourced and internal employees of the hotel respect each other’s

competence
0.590

Y02.  . .The outsourced employees and the staff of this hotel see each other as
trustworthy

0.834

Y03.  . .Between the outsourced and internal employees of this hotel there is
complete trust

0.886

Y04.  . .We  always know we  can trust each other 0.927
Y05.  . .The outsourced workers and staff of this hotel trust each other’s word 0.871

(F2) Relational conflict 0.076 0.918 0.738
(Cronbach alpha = 0.914)
Y06. . .There is a lot of resentment between the in-house employees and the

outsourced workers
0.776

Y07. . .There is little personal harmony between the outsourced workers and
the  hotel staff

0.847

Y08.  . .Our way  of being and that of the outsourced workers often clash 0.909
Y09.  . .The outsourced workers form a closed group that I reject 0.898

(F3)  Task conflict 0.058 0.875 0.637
(Cronbach alpha = 0.870)
Y10. . .I  often strongly disagree with the opinions of the outsourced workers 0.714
Y11.  . .The outsourced workers’ idea about how to work here is questionable 0.824
Y12.  . .The outsourced and internal employees have trouble agreeing 0.804
Y13.  . .I do not agree with the outsourced employees about how this hotel

should function
0.844

(F4) COBs 0.025 0.789 0.501
(Cronbach alpha = 0.779)
Y14· · ·I  show sincere politeness toward guests, even when they complain for

no reason
0.578

Y15· · ·I  voluntarily guide guests who are wandering aimlessly through the
hotel

0.699

Y16·  · ·I  voluntarily contribute ideas for improving the guests’ service quality 0.746
Y17·  · ·I  do extra work so that a guest can resolve his/her problems 0.792

(F5)  Sabotage 0.124 0.856 0.601
(Cronbach alpha = 0.854)
Y20·  · ·I  have argued too much with guests 0.735
Y18·  · ·I  have told guests off 0.821
Y21·  · ·I  have joked too much with guests 0.642
Y19·  · ·I  have mistreated guests 0.881

(*) Corporate culture variables were entered in the CFA as observed variables
co-varying with all of the five latent factors

AVE refers to average variance extracted, and SMC  to Squared Multiple
Correlation

Cmin = 497.394; df = 243; p < 0.001; Cmin/df = 2.047
GFI = 0.862; CFI = 0.905; IFI = 0.908; TLI = 0.873; NFI = 0.834; RMSEA = 0.073

Table 2
Means, standard deviations, correlations and reliabilities.

Variables M DS 1 2 3 4 5 6 7 8 9 10 11

1. Gender 1.55 0.50 –
2. Age 2.88 1.07 −0.053 –
3.  Clan Culture 25.93 9.95 0.134 −0.113 –
4.  Ad-hoc Culture 31.85 9.75 0.040 −0.009 0.473*** –
5.  Market Culture 19.52 6.60 −0.128 0.113 0.145* −0.060 –
6.  Hierarchical Culture 24.43 7.18 −0.096 −0.011 0.009 −0.252** 0.309*** –
7.  Trust 4.53 1.56 0.042 −0.105 0.181* 0.135 0.019 −0.063 (0.803)
8.  Relational Conflict 2.38 1.47 −0.021 0.157* −0.104 −0.177* 0.175* 0.101 −0.089 (0.859)
9.  Task Conflict 2.78 1.46 −0.020 0.151* 0.008 −0.154* 0.141 0.140 −0.053 0.710*** (0.798)
10.  COBs 5.85 1.08 0.081 −0.015 0.145* 0.000 0.166* −0.015 .152* −0.121 −0.047 (0.708)
11.  Sabotage 1.73 1.21 −0.072 0.164* −0.056 −0.114 0.150* 0.120 −0.109 0.326*** 0.155* −0.047 (0.775)

Note: The numbers in parentheses on the diagonal are the square roots of the average variance extracted (AVE). N = 215.
* p < 0.05.

** p < 0.01.
*** p < 0.001.
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n the model shares more variance with its corresponding mea-
ures than it shares with other constructs in the model, supporting
iscriminant validity. Once they were factor-analyzed, descriptive
tatistics calculated the means and standard deviations of the vari-
bles.

.6. Common method bias checking

Common method bias (CMV) may  affect the empirical results
ecause the data for this study were collected through self-report
uestionnaires. CMV  is “variance that is attributable to the mea-
urement method rather than to the constructs the measures
epresent” (Podsakoff et al., 2003: 879). Podsakoff et al. (2003)
emonstrated that both proactive and ex-post statistical techniques
an be used to test for common method biases (see also, Conway
nd Lance, 2010). In the proactive case, our surveyors guaran-
eed respondents’ confidentiality and anonymity in order to reduce
ocial desirability bias. In addition, the researchers separated the
tems on workplace relationship outcomes (trust, relational and
ask conflict) from each other and from the items on employees’
erceived COBs and sabotage, and these five scales’ items appeared
n different pages of the questionnaire. This yielded an effect of psy-
hological separation in the respondents (Podsakoff et al., 2003). In
he ex-post statistical technique, the possibility of common method
ias (CMV) was tested using the marker variable technique (Lindell
nd Whitney 2001). This method attempts to control for CMV  by
ncluding “a measure of the assumed source of method variance
s a covariate in the statistical analysis” (Podsakoff et al., 2003:
89). We  employed the marker variable technique in a post hoc
anner by using the lowest correlation on the correlation matrix

i.e., the gender variable, in our case; see Table 2) and following
he CFA marker approach proposed by Williams and colleagues
Williams et al., 2003a,b). This CFA marker approach points out
everal possible advantages, including the ability to model ran-
om error in the marker and substantive constructs, as well as
MV  at the item level, and keep researchers from relying on “cor-
ected” correlations when the outcome of the statistical test for
etecting CMV  is not significant. As such, our paper proceeds as
ollows. We  first place the four variables assessing the four types
f culture studied as indicators of a unique ‘culture’ latent vari-
ble. We then compare the Chi-Square change for a model in
hich all the marker (gender) covariance paths are freely esti-
ated (�2 = 795.052, df = 285, p < 0.001) to one in which they are

onstrained to zero (�2 = 806.721, df = 290, p<0.001) (Williams et al.,
003a,b). An inspection of the Chi-Square change for the two  mod-
ls indicates that it was not significant (��2

d(5) = 10.669, p > 0.05).
hus, the presence of the marker (gender) did not seem to generate
ignificant additional variance due to CMV  and, hence, this was  not

 major problem for the data.

. Results

Table 2 shows the means, standard deviations, reliabilities, and
orrelations (r) among all the study variables. Results in Table 2
how significant inter-correlations in some of the expected direc-
ions between the corporate culture factors and the variables that

ake up trust and the two types of conflict, and between the lat-
er and behavior toward the guest, thus showing support for the
asic study thesis. These results also appear to suggest Adhocracy
M = 31.85) and Clan (M = 25.93) culture types as dominant cultures
n the sampled hotels, whereas Market culture (DS = 6.69) is the one

hat produces more agreement.

We  tested the resulting model using structural equation mod-
ling. Fig. 2 is a path diagram that shows the relationships between
he observed variables (survey answers, in rectangles) and the
 Journal of Hospitality Management 56 (2016) 66–77 73

unobserved latent variables (circles). To test the relationships
established in the hypotheses, we considered a whole SEM model
where the four types of culture (clan, ad-hoc (adhocracy), market,
and hierarchy) were entered, along with the control variables and
the criterion variables, that is, trust, relational and task conflict,
COBs, and sabotage (Fig. 2). The control variables were incorpo-
rated directly into the model as stand-alone variables (Hancock and
Mueller, 2006). The various fit indices used, also shown in Fig. 2,
reveal a tolerable fit of the model (Hair et al., 2006). In addition,
we employed CFA to test the fit of an alternative model with paths
from each culture type to COBs and sabotage, and then from each
of these two  behaviors to trust, relational conflict, and task con-
flict. This would suggest that, contrary to what our hypothesized
model proposes, COBs and sabotage actually predict workplace
relationship quality. The results showed that the fit of our
hypothesized model (�2 = 448.471; df = 335; p < 0.001; GFI = 0.891;
CFI = 0.958; IFI = 0.959; TLI = 0.949; NFI = 0.854; RMSEA = 0.041)
is significantly better (��2

d(5) = 19.444, p = 0.00159) than the
alternative model (�2 = 419.027, df = 330, p < 0.001; GFI = 0.889;
CFI = 0.951; IFI = 0.952; TLI = 0.943; NFI = 0.851; RMSEA = 0.049),
thus adding support for the appropriateness of the causal direction
as it is proposed by our hypothesized model.

Given that the clan culture is related significantly and posi-
tively to trust (B = 0.157; p < 0.05) and does not show a significant
relationship with relational conflict (B = −0.097; p ns.) or task con-
flict (B = 0.058; p ns.), the results empirically support hypothesis
H1a, but not H1b or H1c (see Fig. 2). Similarly, H2b, one of the
three sub-hypotheses that make up H2, is supported by the nega-
tive relationship between the ad-hoc culture and relational conflict
(B = −0.151; p < 0.05). However, H2a and H2c were unsupported by
the non-significant relationship between the ad-hoc culture and
trust (B = 0.055; p ns.), H2a, and task conflict (B = 0.052; p ns.), H2c.
The market culture was significantly linked to relational conflict
(B = 0.192; p < 0.01) and task conflict (B = 0.196; p < 0.01), support-
ing, therefore, H3b and H3c, but not H3a (B = 0.028; p ns.), which
predicted a negative link to trust. Finally, H4 finds partial support,
as there is a positive significant relationship from the hierarchi-
cal culture to task conflict (B = 0.251; p < 0.001), supporting H4c,
but not to trust, H4a, (B = −0.110; p ns.) or relational conflict, H4b,
(B = 0.028; p ns.).

Fig. 2 also shows the results of examining the effects of trust and
relational and task conflict on COBs (Hypothesis 5) and sabotage
(Hypothesis 6). H5 is partially supported, as there were only sig-
nificant effects that increased COBs in the case of trust (B = 0.205;
p < 0.01), H5a, and reduced COBs in the case of relational conflict
(B = −0.141; p < 0.05), H5b, but there were no significant effects in
the case of H5c, that is, task conflict (B = 0.035; p ns.). Trust was
not significant in the case of sabotage (B = −0.092; p ns.), rejecting
H6a. Contrary to expectations, H6c prediction was  not supported,
as task conflict did not significantly reduce sabotage (B = −0.123;
p ns.). Finally, relational conflict did show a positive significant
impact on sabotage directed toward guests (B = 0.459; p < 0.001),
supporting H6b. The model results confirm the significant positive
role that trust plays in the quality of workplace relationships by
increasing COBs (B = −0.205; p < 0.01), thus attenuating the effect
of relational conflict on workplace relationship quality by decreas-
ing COBs (B = −0.141; p < 0.05) and increasing sabotage (B = 0.459;
p <0.001). However, the model results failed to support the hypoth-
esized negative influence of task conflict on sabotage (B = −0.123; p
ns.), emerging as a neutral conflict in harming workplace relation-
ship quality.

Fig. 2 also indicates that the ad-hoc culture, which was able to

reduce relational conflict (B = −0.151; p < 0.05), and the clan culture,
which increased trust (B = 0.157; p < 0.05), were the only culture
types able to increase workplace relationship quality. These two
types of cultures, hence, are supported as the only ones that play
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ig. 2. Tested model of corporate culture as a determinant of trust and task and 

reatment received by the guest.

 significant positive role in the outsourcing context under study.
y contrast, Fig. 2 indicates that both the market and hierarchy
ultures are inadvisable, as the former increased relational conflict
B = 0.192; p < 0.01) and task conflict (B = −0.196; p <0.01), and the
ierarchy culture had a significant positive impact on task conflict
B=0.251; <0.001). However, as task conflict was shown to be neu-
ral in affecting COBs (B = 0.035; p ns.) and sabotage (B = −0.123; p
s.), the significant link from market (B = 0.192; p < 0.01) and hier-
rchy (B = 0.251; <0.001) cultures to task conflict may  be ultimately
onsidered neutral for outsourcing performance.

. Discussion

The aim of this study was to focus primarily on the individual
evel of analysis to examine the usefulness of the corporate culture
n predicting the way outsourcing processes are perceived by hotel
mployees and their possible reactions. Based on the differentiation
etween in-house and outsourced employees, we predicted that
he corporate culture could be an important ally in the success or
ailure of hotel outsourcing, as it can have a positive impact on rela-
ions of trust and lack of conflict between these two collectives. The
esults support the importance of controlling these trust and con-
ict variables for the success of the outsourcing. Thus, to the degree
hat the relations of trust between internal and outsourced employ-
es diminish, and relational conflict increases, significant increases
ave been shown in the destructive behaviors of the staff toward
he hotel, in terms of decreased COBs and increased sabotage.

The results shown in Fig. 2 illustrates and nuance the afore-
entioned role of the corporate culture in the success or failure

f hotel outsourcing processes. Because it is the only one that sig-
ificantly reduces relational conflict and has a neutral effect on
rust, the results point to the ad-hoc culture as the first option
or outsourcing. The clan culture is also found to be useful, but to
 lesser degree, as it has been shown to have a neutral effect on
oth types of conflict, only showing the capacity to increase trust.
inally, the results warn against the market and hierarchical cul-
ures, suggesting that they are inappropriate for hotel outsourcing.
onal conflicts between internal and outsourced employees, and its effects on the

The former promotes relational and task conflict between internal
and outsourced employees, and the latter, the hierarchical culture,
fosters task conflict. The results also support the destructive effects
(decreased COBs and increased sabotage) that a lack of trust and
relational conflict could have on the hotel. Indeed, as Fig. 2 shows,
relational conflict is an especially dangerous variable for the hotel
because it has a high impact on sabotage and on decreased COBs.
Surprisingly, task conflict does not seem to be harmful because,
contrary to expectations, it had a neutral effect on COBs and sabo-
tage.

On the whole, this study seems to contribute novel theoretical
implications to the literature on outsourcing in hotel organizations.
Not less important are the specific strategies that can be derived
from the results, in order for managers to achieve successful out-
sourcing in hotel organizations. Finally, this study could open up
avenues for future research.

First, the results contribute to developing the literature on
the impact that the corporate culture can have on the success
or failure of hotel outsourcing. The importance of ensuring that
vendors’ employees live in harmony within the culture of a hotel
was pointed out by Espino-Rodríguez and Gil-Padilla (2005). How-
ever, prior studies on the cultural factor in hotel outsourcing
(Espino-Rodríguez and Gil-Padilla, 2005; Espino-Rodríguez and
Padrón-Robaina, 2004, 2005; Hemington and King, 2000; Lam
and Han, 2005) are mere warnings and calls for the necessary
research and development of the corporate culture in hotel out-
sourcing. In this sense, this study also responds to the admonition
by Langfield-Smith and Smith (2001) about the need to man-
age ideal organizational cultures that favor outsourcing’s success.
Indeed, in supporting adhocracy as the OCAI culture with the
greatest “compatibility” with outsourcing, this study makes an
important contribution to the literature by confirming that a “com-
patible culture” is necessary to achieve outsourcing success (e.g.,

Hemmington and King, 2000; Langfield-Smith and Smith, 2001,
2003). In addition, the results confirm that the presence of the ad-
hoc culture particularly, and the clan culture to a lesser degree,
can be relevant to outsourcing’s performance. The ad-hoc culture
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s the only one able to reduce dangerous relational conflict, and
he clan culture is the only one able to increase trust, while both
re neutral, at the same time, with respect to the remaining work-
lace relationship indicators. In turn, the beneficial effects of trust
re less than those shown by decreased relational conflict, as trust
nly increased COBs, while relational conflict increased COBs and
ecreased sabotage.

Therefore, the results of this study indicate that an appro-
riate combination of ad-hoc and clan cultures is advisable for
uccessfully managing hotel outsourcing actions. Perhaps the lack
f recipes to guide the outsourcing processes in day-to-day work
akes the employees influenced by the essence of the ad-hoc cul-

ure (adhocracy) the most creative and the least risk aversive, and
he most capable of seeing the outsourcing hotel as a dynamic
lace to work with a constant acquisition of new resources, but
ever conflictive. Moreover, encouraged by the adhocracy culture,
he leaders who are immersed in this culture are also innovators,
nd they give the organization the capacity to experience new
ays of successfully combining their internal and outsourced ser-

ices over time. On the other hand, outsourcing cannot ignore the
nity between the internal and external staff based on relation-
hips resulting from cohesion, participation, communication, and
mpowerment. Given the awareness of collaboration inculcated by
he clan culture, outsourcing seems to receive strong backing from
hat culture type as well.

Second, the findings of this study also further develop the hotel
utsourcing literature on trust. Trust has arisen as an important fac-
or in achieving successful relations between service providers and
n outsourcing organization (Domberger, 1998; Ring and Van de
en, 1992; Gietzmann, 1996). However, as previously discussed,
lthough trust is a key factor in the success of outsourcing, in
he literature it had only been studied from the perspective of
nter-organizational relations. Therefore, this is a pioneer study
n examining trust relations between internal and outsourced
mployees at the individual level in the hotel context. The results
onfirm the usefulness of trust by showing its greater presence in
ome cultures than in others, and that it is apparently innocuous in
rovoking destructive behaviors that harm the hotel, such as sab-
tage, but relevant in increasing COBs. As COBs are supererogatory
cts and, hence, not based on contractual obligation, the enactment
f sabotage was presumably more active, while the withholding of
OBs was relatively passive and possibly an easier response. In any
vent, these latter results seem to challenge prior research that
ound links between trust and interpersonal dimensions of organi-
ational citizenship behaviors (OCB-I) (Aryee et al., 2002).

With a substantial impact of relational conflict on the
mployee’s destructive behavior (decreased COBs and, to a greater
egree, sabotage), in light of the results obtained, the relational
onflict between in-house and outsourced employees must be
ontemplated as an inescapable factor in predicting outsourcing
uccess in future studies. In addition, the capacity for the relational
onflict between internal and outsourced workers in the hotel con-
ext to predict COBs and, to a greater degree, sabotage, also makes

 contribution to the literature on services, organizational behav-
or, the hospitality industry, and services marketing. However, task
onflict is neutral in its possible influence on COBs and sabotage.

 possible explanation for this could rest on the idea that task
onflict, in the context under study, may  be low and hence, able
o solve competency problems between internal and outsourced
mployees. This could lead to a greater commitment to job and
uest service, neutralizing the potential adverse effects that mar-
et and hierarchical cultures might have. In fact, past studies have

ound that differences in levels of task conflict cause differences in
roup performance. As such, whereas relational conflict is always
ssociated with low performance, moderate task conflict could be
ssociated with higher performance (Tidd et al., 2004; Simons and
 Journal of Hospitality Management 56 (2016) 66–77 75

Peterson, 2000). In addition, task conflict has been found to have
positive effects on the quality and acceptance of decisions by the
group (Janssen et al., 1999), and all of the above may  be suggested
as an explanation for the neutral effects of task conflict in this study.
For the same reason, it should also be noted that the neutral effects
of task conflict in this study should be viewed with caution, as they
do not indicate that it is innocuous for outsourcing. In our opinion,
based on the theory and arguments provided in this paper, task
conflict may  still have room to be harmful to hotel outsourcing

Third, this study can also suggest specific strategies for
managers to use to achieve successful outsourcing in hotel orga-
nizations. The adhocracy-clan combination is recommended for
hotel organizations to formulate organizational culture. Because
one has an internal orientation and the other has an external ori-
entation, specific recommendations for hotel organizations should
include how the competing values might be integrated in a hotel’s
organizational culture. Our study results support a link between
workplace relationship quality and the way the staff treats guests.
Therefore, there is basic agreement in the workplace that what is
important internally has an impact outside the hotel. Results show
that the clan culture contributes to internally-oriented actions,
such as workplace relationship quality (reduced relational conflict
or increased trust), and that the adhocratic culture contributes to
externally-oriented staff COBs and sabotage. Furthermore, these
two cultures are strongly inter-correlated (see Table 2), which can
also make it more likely that staff will be more sensitive to and more
easily internalize the idea that both cultures are complementary.

Middle management plays an important role in the shape of this
culture integration. With adequate training and awareness, under
their supervision in the day-to-day work, they can guide the inter-
nal and in-house staff to internalize corporate minicultures that
incorporate the adhocracy-clan combination. Thus, to formulate
organizational culture, it would be beneficial to first audit the exist-
ing feelings and values of the in-house staff about the outsourcing
processes, testing which staff members are internally (workplace
relationship quality) or externally oriented (COBs and sabotage),
and which ones are both. In parallel, as guests use and have access
to the hotel services during their in situ presence in the hotel, hotel
management can survey them to find out the extent to which they
receive COBs and sabotage. These behaviors can function as indica-
tors of the level of external orientation in areas and departments. As
a result, hotel management can obtain a map of the existing mini-
cultures throughout the hotel organization. In developing a positive
corporate culture, as Yap and Webber (2015) point out, leader-
ship practices can play a fundamental role. Leaders’ support could
thus be crucial for successfully developing minicultures that inte-
grate the adhocracy-clan combination in hotels using outsourcing.
Actions of this type might include programs that raise staff aware-
ness about the fact that both internal and external orientations
are important. In addition to diagnostic interviews, these programs
could incorporate counseling and other job related activities that
are able to instill this twofold culture perspective in the staff. The
fact that the work environment includes outsourced and in-house
employees working concurrently should be taken into account.
Middle management action could impact external and internal staff
differently. As Svensson et al. (2015) found, for instance, external
workers are more likely than internal employees to notice leader-
ship profiles and styles, so that this training should be conducted
more carefully in the case of external staff. In the end, this ‘nested
strategy’ should be able to lead staff to the awareness that out-
sourcing has positive consequences, based on the conception of a
work site that is not only family-oriented, but also concerned with

the reality outside the hotel. Comprehending and promoting corpo-
rate culture in this way  probably implies giving vent to the unitary
interests in innovation and progress of all the members of the hotel.
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.1. Limitations, future research and conclusions

Regarding the limitations, we acknowledge that this study has
eaknesses. First, the study can suffer from one source/method

ias, and, hence, caution is needed in interpreting the results. Fur-
hermore, as Zheng and Pavlou (2010) indicate, SEM models cannot
nfer causality SEM, as they are only a method of inferring “near”
versus absolute) causality. SEM also only encodes linear rela-
ionships among constructs, essentially ignoring the possibility of
onlinear relationships. Second, as an ipsative scoring system is
ased on the dependency of each informant response, there is a

imitation of using ipsative scoring for OCAI. Third, we have only
ocused on internal employees, who have certain work conditions
hat are often inherent to their specific in-house role. The exter-
al employees in our hotel context may  unleash different reactions
oward guests from internal employees. Fourth, it is possible that
ur study over-focuses on the workplace relations where internal
nd external staff interact more, i.e., those existing in the service
reas reported by our survey. Finally, the data were obtained from a
imited universe, thus questioning the generalizability of the find-
ngs.

Some questions remain unanswered that could be the basis for
uture research. First, as recognized in the limitations about the
eneralizability of the findings, future research should triangulate
ur data collection technique. Conducting one or two  more studies
o triangulate the research findings may  also be considered a way to
ain qualitative insights. Second, although the psychological states
nd traits used in this study to measure trust and conflict in the out-
ourcing processes are supported by the existing research on trust
nd conflict, future studies should look more closely and broaden
he types of ‘indicators of interpersonal dysfunction’ used in this
tudy, considering other variables, indicators, and psychological
rocesses. Third, future research on outsourcing can also include
he specific impact that the perception of trust and conflict can have
n other factors and/or destructive behaviors (deviated behaviors
etween coworkers and toward the hotel, task performance, ser-
ice satisfaction, guests’ loyalty to the hotel and destination, among
thers). Thus, for example, it would be possible to study the guests
ho are witnesses to acts of mistrust and conflict between internal

nd outsourced workers, and use this negative perception to predict
heir satisfaction and revisit intentions. Fourth, another possibility
ould be to consider extending the field of possible antecedents

f outsourcing success by measuring the perceptions of (in)justice
bserved in these processes (e.g., procedural justice or distributive
ustice).

Finally, it is necessary to investigate the different possible effects
f the perceptions of the culture studied depending on the differ-
nt areas or services where the employees work in the hotel, as
hey can produce significant differences in the behavior of the dif-
erent constructs used in this study. For example, the episodes in
hich the relationships of trust and/or conflict between internal

nd outsourced workers can be witnessed by guests (for example,
otel receptionists during guest check-in) can have a special impact
n the guest, as a scenario is produced closer to the guest that
ould, therefore, unleash more intense responses toward guests,
nd through them toward the hotel.

This article, in addition, contributes to a greater comprehension
f the influence of the corporate culture on the success of outsourc-
ng. Differentiating between internal and outsourced employees,
he results support the adhocracy and clan cultures as cultures that
ave a positive and significant impact on relational conflict and lack
f trust between internal and outsourced employees, both leading

o employees’ destructive behaviors toward the hotel. Given the
apacity of the values and beliefs of these two culture types to con-
rol relations of mistrust and relational conflict, when designing
heir outsourcing strategies, managers can find part of the key to
 Journal of Hospitality Management 56 (2016) 66–77

the success of their hotel outsourcing proposals in matching the
values, principles and beliefs of the adhocracy and clan cultures.
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