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Abstract

:

The study analyzes whether the strategic orientation of the firm, measured in six dimensions, influences the level of outsourcing. It also analyzes whether outsourcing has an impact on organizational performance from financial and non-financial perspectives. To do so, an important European tourist destination is analyzed. The findings suggest that the majority of the strategic dimensions influence the hotel’s level of outsourcing. The defensiveness and proactive dimensions are positively related to the level of outsourcing, whereas the competitive analysis and competitive aggressiveness dimensions influence it negatively. In addition, the riskiness dimension has a positive influence, whereas the dimension related to futurity does not influence the level of outsourcing. A positive and significant relationship is found between outsourcing and financial performance, whereas for non-financial performance, the relationship is not significant.
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1. Introduction


Hotels want to develop new products and services that satisfy their clients’ needs in as little time as possible, and this is achieved through innovation. This situation increases the difficulty of performing all the activities in-house and requires external suppliers to provide hotel services [1,2]. In addition, the tourism demand has evolved; the consumer in the tourism setting has become more demanding. Hotel establishments compete with each other, and the competition has become especially intense between new and consolidated tourist destinations. Tourism areas compete to adapt to tourists’ needs, trying to provide a high level of quality, which leads to the growth and development of their territory [3,4]. The dynamism and high competitiveness of the market currently require hotel management strategies that focus on both current success and investments in activities that promote a competitive advantage for future success. Therefore, hotels must redesign their strategies, redesign their processes, and outsource the activities that they are not capable of developing internally [5]. Outsourcing occurs when internal activities that could be and/or have previously been performed in-house are executed by independent suppliers [6].



Due to cost pressures and market competition in a dynamic and globalized setting, many businesses use outsourcing to improve sustainability and ensure their survival [7]. Hotels outsource a wide range of activities, such as laundry, cleaning, food and beverage, maintenance, and security [8,9], which makes it necessary to carry out more research in this area.



Different types of research can be carried out in this area. Some studies analyze the factors that determine the degree of outsourcing. Various studies in the literature describe the variables that determine the use of outsourcing, but few consider the strategic orientation as a determinant factor in the use of outsourcing [10]. The present study considers the hotel’s strategic orientation as a factor that can determine its outsourcing level. To do so, the six strategic dimensions from the study by Venkatraman [11] are used. These dimensions include factors related to a company’s strategy that are still relevant today. Analyzing the relationship between the strategic orientation and outsourcing makes it possible to establish the influence of the strategic dimensions on the hotel’s outsourcing level, an aspect that has hardly been investigated in the services outsourcing literature.



Other studies analyze the possible consequences or impact of outsourcing on the firm. One of the main consequences that must be analyzed is its impact on organizational results. Some studies have analyzed the influence of outsourcing on organizational performance in the hotel sector [1,12,13], but no recent studies have examined this question. Lahiri [14] point out a lack of empirical studies about the possible influence of outsourcing on organizational performance.



It is important to find out whether this strategy, increasingly utilized by hotels, has an impact on the organizational result, given that the expectation is that almost 60% of workers will be outsourced in the year 2020 [15]. In the literature, it is not clear whether outsourcing has an influence on firm performance. The studies carried out in different sectors, to date, analyze whether the influence of outsourcing on organizational performance can be positive, negative, or have no impact, often depending on how outsourcing or performance is measured [14]. A number of advantages or benefits are attributed to outsourcing, such as cost reduction, greater flexibility, a focus on core competences, and access to specialized knowledge [16,17]. These benefits generate an added value for the firm, which can improve organizational performance. Thus, we intend to analyze whether outsourcing influences organizational performance in the hotel sector in the current context. Managers need to know the consequences of the outsourcing practices followed by other firms, in order to manage their own outsourcing with criteria of sustainability in terms of performance.



The objectives of the paper are the following:




	
(a) Analyze the impact of the strategic orientation dimensions on the hotel’s outsourcing level.



	
(b) Study whether there is an influence of the outsourcing level on organizational performance.









2. Literature Review


2.1. The Strategic View of Outsourcing Based on a Resource-Based View of the Firm


Many authors consider that the decision to outsource has strategic importance [18,19,20]. As a strategic decision, outsourcing must be evaluated for its effects on the competitive advantage and harmony with the decisions that involve changes in the organization’s environment [21]. Likewise, the decision to outsource must form part of the strategic management, which is a discipline responsible for studying how organizations formulate and implement strategies to reach desired objectives [22]. According to Hofer, Murray, Charan and Pitts [23], the field of strategic management is related to two large areas: the first area studies the strategic processes of organizations, such as setting objectives, formulating strategies, and designing administrative structures and systems; and the second area studies the different functions or responsibilities of top management, which include activities as diverse as the coordination and integration of the tasks in different functional areas, the participation in key operative and strategic decisions, negotiation with external collectives, and the representation of the organization. The resource-based view of the firm predicts that an organization with a rich competency base develops the activities in-house. However, firms less prepared to develop the activity internally can outsource it [24]. The resource-based perspective is often viewed as a key theory in the strategy literature to explain outsourcing [19,25] because the decision to outsource is often considered a strategic decision that can complement or substitute the firm’s resources and capabilities [26].



As Greaver [27] points out, strategic outsourcing considers that the “make and buy” decisions are high level, presenting fundamental questions of the firm, such as the vision of the future, the basic competencies, the structure, the costs, and the competitive advantage. The resource-based view of the firm considers that the firm’s resources and capabilities allow it to achieve a sustained competitive advantage [28]. For the outsourcing decision to make sense, it should permit the firm to develop a capability that leads to sustained superior performance. According to McIvor [25], firms can obtain complementary capabilities thanks to suppliers when they do not have the necessary resources to invest in developing an activity or process. Firms can expand their own knowledge and physical investment capabilities by exploiting the facilities and program investments of outside sources [24]. Therefore, the resource-based view of the firm considers that the resources can be exploited through contracts. From the perspective of resources and capabilities, we can define outsourcing as a strategic decision that involves the external contracting of certain activities that do not contribute to the formation of core activities, although they may be essential to their formation, that are necessary for manufacturing goods or providing services, through the establishment of agreements or contracts with firms with greater capability of carrying out these activities, in order to improve the competitive advantage [29]. The definition indicates that outsourcing has to form part of the firm’s strategy and pursue the search for and maintenance of the competitive advantage. Both aspects are considered in this study.



The decision to outsource should be included in the firm’s strategy, reviewing the processes and measuring their consequences in both strategic and financial terms. This study first analyzes to what degree outsourcing is included in the firm’s strategy. To do so, we analyze the different dimensions of strategic orientation according to Venkatraman [11]. Second, the study analyzes the consequences for the competitive advantage measured through the organizational result.




2.2. The Hotel’s Strategic Orientation and Its Influence on the Level of Outsourcing.


Highly competitive environments produce changes in organizations and obligate their managers to look for strategies that allow them to maintain their competitive advantage [30]. The strategic orientation consists of a set of behaviors to carry out the company strategy [31]. Like culture, the strategic orientation is considered a critical factor that can determine a company’s success or failure. This factor particularly affects managers because it is viewed as a controllable variable that can be acted on to improve business performance. Various studies show that paying special attention to the strategic orientation can lead to better performance in emerging economies [32]. The strategic orientation focuses on the way companies must interact with the environment, clients, competitors, and technology to reach their business objectives [33,34]. The efficiency of a company’s strategy depends on the fit between the strategic options and the dynamism of the market [35]. Venkatraman [11] conceptualized six key dimensions of the strategic orientation:



-Aggressiveness dimension: This dimension reflects the way the company assigns its resources to improve its market position at a rhythm that is somewhat faster than its competitors. The objective is to have a greater market share than competitors [36], which can occur through a cost leadership strategy [37,38,39], explosion and expansion (e.g., improving the short-term competitive position) [40], innovation [41], or differentiation and pricing [42].



-Competitive analysis dimension: This dimension reflects the capacity to perform an in-depth analysis of the main reasons for problems and design the best alternative solution. It is related to the degree of internal consistency in assigning resources to reach the company’s objectives.



-Defensiveness dimension: This dimension is related to the defensive behavior described by Miles and Snow [43], and it is expressed in terms of the emphasis on seeking cost-reduction methods and operational efficiency. It is also related to defending the company’s main technology [44] and the concept of defensive actions from Miles and Cameron [45] (e.g., preserve its own products, markets, and technologies).




	-

	
Futurity dimension: This dimension represents the degree to which decisions are strongly influenced by future events. It reflects topics such as sales objectives, changes in clients’ tastes, or environmental changes, and it is expressed as the company’s adoption of a more strategic view [46].




	-

	
Proactiveness dimension: This dimension reflects the constant search for new market opportunities that may or may not be related to the company’s current operations [36]. Innovations in products and processes are carried out with this orientation [47]. Proactiveness explains the company’s effort to reach the first position in the market [38], trying to surpass its competitors. A tendency toward this strategic orientation also means that the maturity or life cycle of a product is managed [36].




	-

	
Riskiness dimension: This dimension measures the company’s degree of risk, which reflects its criterion for choosing its resource assignment strategy and its general decision-making model.









The present study aims to analyze the relationship between a hotel’s strategic orientation and its level of outsourcing. Some studies in the literature analyze the relationship between the competitive strategy and outsourcing [20,48], although the influence of other types of strategies is still unclear. In the public sector, González, Gascó and LLopis [10] analyze the relationship between outsourcing in Spanish town halls and the different dimensions of the Miles and Snow strategy. These authors show that town halls that follow a defensive strategy have a lower level of outsourcing than those using a prospective or reactive strategy. Studies carried out in the hotel sector indicate that the type of competitive strategy influences the hotel’s level of outsourcing [20]. Espino-Rodríguez and Chun-Lai [20] show that the outsourcing of an activity can depend on the type of competitive strategy followed. Although the strategic orientation typology employed in this study is different, it is reasonable to infer that the different strategic orientations the hotel follows can condition the level of outsourcing. No previous studies have analyzed the six dimensions described above and the level of outsourcing. However, depending on the hotel’s emphasis on each of Venkatraman’s [11] strategic dimensions, the level of outsourcing can be greater or less, as other strategy classifications show that the strategy can have an impact on outsourcing. For this reason, we propose the following hypothesis:



Hypothesis 1.

The strategic orientation of the hotel (competitive analysis, aggressiveness, defensiveness, futurity, proactiveness, riskiness) influences the level of outsourcing.





This hypothesis is divided into 6 sub-hypotheses, one for each strategic dimension.



Hypothesis 1a.

Competitive analysis in hotels’ strategic orientation is related to the level of outsourcing.





Hypothesis 1b.

Aggressiveness in hotels’ strategic orientation is related to the level of outsourcing.





Hypothesis 1c.

Defensiveness in hotels’ strategic orientation is related to the level of outsourcing.





Hypothesis 1d.

Futurity in hotels’ strategic orientation is related to the level of outsourcing.





Hypothesis 1e.

Proactiveness in hotels’ strategic orientation is related to the level of outsourcing.





Hypothesis 1f.

Riskiness in hotels’ strategic orientation is related to the level of outsourcing.






2.3. Outsourcing and Organizational Performance


Cost reduction is one of the recognized benefits of outsourcing. Organizations value outsourcing if the operational costs can be reduced and these savings can be reinvested in more competitive processes [49]. This reduction in costs has its origin in taking advantage of economies of scale due to the fact that the outsourcing vendor serves many clients, making the unitary cost of the service lower [50]. Therefore, outsourcing often improves cost competitiveness because the firm can eliminate tasks that are not productive and reinforce other activities that are not outsourced [51]. An outsourcing strategy allows a greater organizational result and increases productivity [52]. The reduction in investments is another recognized advantage of outsourcing that can have an impact on improving financial performance. Other advantages, apart from economic benefits such as cost reduction, are recognized in outsourcing and can also give greater added value to firms. Thus, outsourcing is an important tool for firms because it allows them to obtain flexibility, speed, and other requirements in a highly competitive environment [53]. Outsourcing makes it possible to access better resources and capabilities that can become positional advantages, leading to an improvement in organizational performance [54]. An organization must focus on the activities that are core competences and outsource the activities that do not form part of the basic core or for which they lack the necessary resources and capabilities [9]. The decision to outsource allows the firm to free up necessary resources to focus on the core competences and develop new opportunities [55]. Therefore, companies that choose to outsource are seeking greater value and other outcomes such as quality improvement, investment and risk reduction, and increases in flexibility, scalability, and innovation, thus ensuring long-term relationships [17]. These aspects must be translated into an improvement in organizational performance from both financial and non-financial perspectives. Outsourcing allows access to specialized companies that add quality to the product or service, and it reduces the size of firms and their bureaucratic costs [16].



Outsourcing can be used to address deficiencies in the results of the activity and the organizational results [56], which means that when a firm outsources a certain function, it can increase its own performance [13]. Through outsourcing to outside specialist organizations, firms can achieve a higher level of employee performance and productivity [57]. This leads to a higher level of employee compensation and satisfaction, resulting in greater client satisfaction. The outsourcing decision can be explained as choosing between internal or external resources to fulfill an activity, in order to obtain a competitive advantage [51]. As all of these benefits accumulate in the form of reduced costs, reduced uncertainty, protection of core competences, and greater efficiency, thanks to outsourcing, firms will experience a positive impact on the organizational performance [58]. Surku Cetinkaya [54] shows that there is a relationship between the success of outsourcing and organizational performance on intangible measures related to the information technology activity in the hotel sector.



Bolat and Yilmaz [13] show that the organizational performance is greater after outsourcing than before it in the hotel sector. In addition, Espino Rodríguez and Padrón Robaina [12] demonstrate that hotel outsourcing positively influences financial performance and the hotel activity index, measured through the room occupation rate, extra income, and the number of new products and services. In other sectors, some studies also show the influence of outsourcing on organizational performance [58,59,60]. The effects of outsourcing on firm performance are analyzed in this study from a dual financial and non-financial perspective. The following hypotheses are proposed:



Hypothesis 2.

Outsourcing has a positive effect on financial performance in the hotel sector.





Hypothesis 3.

Outsourcing has a positive effect on non-financial performance in the hotel sector.





The previous hypotheses make it possible to analyze the influence of the strategic orientation (measured through the dimensions analyzed above) on the level of outsourcing, and how this level of outsourcing influences the organizational result, considered from the dual perspective of financial and non-financial performance.





3. Methodology


3.1. Study Setting and Sample


The geographical area where the study was carried out is the Canary Islands, which form part of one of the main European tourist destinations. In the year 2017, more than 14 million tourists arrived to the Canary Islands, which signified a 7.6% increase compared to the previous year [61]. Within Spain, the Canary Islands is one of its main tourist destinations. The Canaries constitute one of the tourism motors in Spain, surpassing the Balearic Islands and Catalonia in the national ranking. Canaries is where the spending by foreign tourists is greater, compared to other tourist areas in Spain [61]. It has a pleasant subtropical climate and is visited by many tourists from Germany, the Netherlands, the United Kingdom, and Ireland.



Within the Canary Islands, Gran Canaria was chosen to carry out the field work. In 2017, Gran Canaria received more than 4.5 million tourists [62], which consolidated it as one of the most relevant tourism clusters in the Sun and Beach destination. To carry out the field work, the number of 3-to-5 star, sun and beach hotel establishments was identified. By consulting various databases (Tourism Information System TURIDATA of the Tourism Council of the Government of Canarias and the Tourist Board of Gran Canaria), a list was made with the data for these hotels, obtaining 71 hotels. To obtain the study data, the hotels were approached through a personal survey filled out by the managers. The hotel managers were contacted first by email and telephone and asked to participate in the study. Later, an appointment was made to go to the hotel and administer the survey.



Of the 71 hotels, 63 hotels participated in the study, with 77 personal surveys filled out by their managers and assistant managers. Some hotels only had the figure of the manager, and so we obtained one survey because many hotels do not have assistant managers. Currently, in the hotel sector, whether due to operative efficiency or the economic crisis experienced in recent years, there is a tendency to have fewer managers. In addition, in one case a manager ran three hotels from the same chain and did not have an assistant manager, and some worked in a hotel chain that had eliminated the figure of the assistant manager in establishments with less than 400 rooms. In some cases, managers were also responsible for two hotels at the same time. In spite of all this, a real response rate of 88.73% was obtained. This percentage includes the majority of the tourist hotels on Gran Canaria, and so sample representativity is fairly high.




3.2. Measures of the Variables


To elaborate the questionnaire, the theoretical literature was reviewed on how to measure the strategic orientation of the hotel, the level of outsourcing, and organizational performance. Before the data collection, the questionnaire was pre-tested for content validity [63]. Information was obtained through the pre-test carried out by hospitality and tourism researchers and practitioners on the accuracy, clarity, and readability of the survey items. The content validity of the survey instrument was established through the adoption of validation instruments by other researchers in the literature on strategy and outsourcing. The questionnaire was pre-tested by two researchers who carry out studies in hospitality and tourism management and two relevant practitioners (hotel managers) in the tourism sector in Canaries. As a result, the survey was corrected and refined, and some items were re-written.



Degree of hotel outsourcing perceived by the manager. There are different ways to measure an organization’s degree of outsourcing. Some studies use their production process activities to measure the degree of outsourcing [20]. However, given the objectives of the proposed research model, we wanted to determine the managers’ perception of the existing level of outsourcing in the hotel, that is, whether they perceive that their hotel outsources a lot or a little, the departments’ degree of dependence on external companies, the percentage of external workers, etc. Thus, the managers interviewed expressed their degree of agreement or disagreement with 5 statements designed to measure the degree of perceived outsourcing in their hotels, using a Likert-type numerical scale from 1 to 7 (see Appendix).



The hotel’s strategic orientation. This construct is composed of questions that measure the strategic orientation of the hotel based on the scale by Venkatraman [11]. This scale was adapted to the hotel sector by Han [31] and used as a reference in this study. To do so, 24 indicators were distributed in 6 key dimensions (competitive analysis, aggressiveness, defensiveness, futurity, proactiveness, and riskiness) to measure the strategic orientation. Interviewees rated these indicators on a Likert-type scale from 1 to 7, where 1 indicates that the managers give little support, and 7 indicates that they strongly recognize and support aspects of the strategic orientation (see Appendix).



Organizational performance. This study aims to test the relationship between the level of outsourcing and organizational performance. Thus, each manager was asked to evaluate the financial and non-financial performance because they both form part of organizational efficiency [64]. Financial performance indicators, such as return on sales and return on profit margins were measured. In addition, other measures not related to financial aspects were used, namely those related to stakeholder (customers, employees, suppliers) satisfaction [65,66,67]. The questions related to the organizational result were based on a Likert-type numerical scale from 1 to 7 points, asking to what degree the expectations were met on 13 relevant hotel indicators. These scales have been validated in the hotel sector by other studies [66,67,68].



Common method bias was examined through statistical methods [69]. Harman’s one-factor test for common method bias using exploratory factor analysis with SPSS 18.00 indicates a factor that explains only 14.19% of the variance. This factor is clearly below the cut-off threshold of 50%. This shows that common method bias was not a significant issue in our study. In addition, common method bias is generally less of a concern when the targets are top managers because they are the main respondents who have the key information [70,71].





4. Analysis and Results


Partial Least Squares (PLS), specifically SmartPLS [72], was used to test the study hypotheses in a way that maximizes the explained variance [73]. PLS is less demanding with regard to the minimum requirements for the sample size and the distribution of variables, compared to co-variance techniques based on structural equation models such as LISREL [74]. PLS does not require that the data stem from normal or known distributions [75]. PLS is used where the theory is not solidly developed, which is the case of the relationship between the dimensions of the strategic orientation and the level of outsourcing, or when the sample is not very large. In a systematic and comprehensive analysis, PLS examines: (1) the assessment of the measurement models by analyzing the relationships between the latent variables and their indicators; and (2) the assessment of the structural model, examining the relationships between latent variables or constructs [76].



4.1. Measurement Model


First, we carried out an evaluation of each item’s individual reliability, convergent validity, and discriminant validity coefficients [77]. Using the criterion followed previously, we used the items that had a factor loading greater than 0.5 [75,78]. The items that did not reach this threshold were eliminated. With regard to the composite reliability (CR), Table 1 shows that all the constructs are reliable, exceeding the reference value of 0.7, and reaching composite reliability (CR) values between 0.842 and 0.907. In addition, the Cronbach’s alpha for each of the constructs exceeded the recommended value of 0.7, reaching values between 0.818 and 0.907 [79]. The average variance extracted (AVE) of all the constructs exceeds the required threshold of 0.5, with values between 0.529 and 0.728, showing that more than 50% of the construct’s variance is due to its indicators. Therefore, the results present convergent validity.



Table 2 reveals that the square root of the AVE (main diagonal) is superior to the correlations between the constructs in all cases, guaranteeing discriminant validity. The table also shows that the correlations take lower values than their respective reliabilities (0.831–0.910). Therefore, all the constructs support the discriminant validity of the scales used to measure the model. To ensure the absence of multicollinearity, this study conducts a variance inflation analysis (VIF). None of the independent variables related to the strategic orientation in the model exceeds a variance inflation factor of 2.945. The VIF range between 1.292 and 2.954. Thus, the values do not exceed the critical threshold of 3.33. VIF of less than 3.3 shows an excellent value [80].




4.2. Structural Model


Table 3 and Figure 1 show the structural model resulting from the PLS analysis. The assessment of the fulfillment of the hypotheses was carried out through the variance explained (R2) in the dependent variables and the path coefficients (β) for the model. In order to verify the significance of the β values and produce standard errors and t-values, the bootstrapping (5000 resamples) technique was applied. The estimated R2 values for level of outsourcing and financial and non-financial performance, respectively, are 0.546, 0.048, and 0.037. The majority of the strategic dimensions influence the hotel’s level of outsourcing. For example, it is negatively influenced by the competitive analysis (β = −0.764, p < 0.001) and competitive aggressiveness (β = −0.327, p < 0.01) dimensions. This suggests that Hypotheses 1a and 1b are accepted. In addition, the results suggest that the defensiveness (β = 0.336, p < 0.05) and proactiveness (β = 0.339, p < 0.05) dimensions positively influence the level of outsourcing perceived by the manager. Therefore, Hypotheses 1c and 1e are also accepted. The dimension related to futurity is not significantly associated with the perceived level of outsourcing (β = 0.037, p < 0.317). This indicates that Hypothesis 1d is rejected. In the case of the riskiness dimension (β = 0.454, p < 0.001), it positively influences the level of outsourcing, which indicates that the more conservative the hotel, the higher the level of outsourcing. Thus, Hypothesis 1f is accepted. The items that measure riskiness are in the opposite direction from risk; that is, a higher score on the items means that a hotel follows a more conservative strategic orientation (see Appendix). These results together support hypothesis 1.



The level of outsourcing influences the financial performance, with the relationship being positive and significant (β = 0.217, p < 0.05). This result suggests support for hypothesis 2. By contrast, the relationship between the level of outsourcing and non-financial performance is positive, but not significant at a level of 5%. In addition, the β < 0.20. Some authors establish that a level below 0.2 is not acceptable [77], and so hypothesis 3 is not supported.



Finally, we test the goodness of fit of the model. The PLS technique does not have an index that can provide a validation of the model. Thus, authors like Tenenhaus, Vinci, Chatelin and Lauro [81] propose an overall criterion for its validation. Specifically, the Goodness-of-fit (GoF) indicator was applied, which consists of the geometric mean of the average of the communalities by the mean of R2. A GoF that exceeds 0.36 indicates a model with good fit [77]. In the present study, the value is 0.367 (see Table 3), and so the model has sufficient predictive quality.


  GoF =     C o m m u n a l i t y  ¯    x     R ¯  2     













5. Discussion


The results show that all the dimensions, except futurity, influence the hotel’s level of outsourcing. Thus, the dimensions that influence it negatively are: (i) competitive analysis and (ii) competitive aggressiveness. The dimensions that positively influence the level of current outsourcing perceived by the manager are: (i) defensiveness, (ii) proactiveness, and (iii) riskiness. The dimension related to futurity is not significantly associated with the perceived level of outsourcing, which reinforces our proposal that the hotel’s strategic vision has become a more tactical vision where financial results are given priority. In this regard, the view of the future competitive advantage and the analysis of future predictions do not coincide with either high or low levels of outsourcing.



Moreover, the fact that the defensiveness and proactiveness dimensions positively influence the level of outsourcing is coherent with the results obtained in the first study objective. Hotels are emphasizing methods for cost reduction, operative efficiency, and service quality, in addition to working proactively in the search for new market opportunities that can provide better results, which can be related to a higher level of outsourcing. Regarding the Riskiness dimension, the findings suggest that the hotel’s reduced willingness to take risks influences the way of assigning resources to reach these objectives and the decision-making processes related to outsourcing. The more conservative the strategic orientation of the hotel is, the greater its level of outsourcing. This result suggests that hotels do not take risks by investing in operations to develop in-house because they do not have the core competences or resources and capabilities to carry them out. Instead, they opt to outsource these activities to specialized suppliers [25]. Investing in activities that do not form part of the core competences, rather than outsourcing them, could be quite risky for the hotel.



The competitive analysis and competitive aggressiveness dimensions negatively influence the hotel’s level of outsourcing. The more planning and coordination there is among the different functional areas, the lower the degree of outsourcing. These findings are coherent with Quinn and Hilmer [18], who state that outsourcing can produce a loss of cross-functional skills. Interaction among employees from different departments can provide solutions and ideas, and functional integration has to do with the information shared among functions, cooperation, and group work [82]. Therefore, excessive dependence on the supplier can impede knowledge creation, which can lead to new services and processes. Hotels that follow this strategic orientation see a solution to their problems in performing activities in-house rather than outsourcing. These hotels more closely analyze the reasons for their problems and design alternative solutions, and, therefore, they present a lower degree of outsourcing. They consider that outsourcing is not going to solve their internal problems, and they prefer to design alternatives that allow them to develop their capabilities internally.



Furthermore, the more aggressive the hotel is, in terms of improving its position in the market through a competitive strategy involving price reduction, the lower its degree of outsourcing. Espino-Rodríguez and Chun-Lai [20] do not find a positive relationship between the cost leadership strategy, which involves offering lower prices, and the degree of current outsourcing of the activity. This result leads to the need to discover how hotels lower prices, as there are many ways to do this in an attempt to gain market share. Although the findings suggest that outsourcing is used to reduce costs, it is not being used to lower prices, probably because these hotels are dedicated to tourists who demand high quality and service.



The findings show that there is a positive influence between the level of outsourcing and financial performance, indicating that hotels that outsource the most have a better financial result. In other words, they present greater profitability, a higher occupancy rate, and greater profit margins or return assets. This result indicates that one of the main benefits that hotels are obtaining with outsourcing is the reduction in operative costs, as well as an improvement in the efficiency of the operations [83]. The positive influence on the financial performance or questions related to productivity and profitability is also shown in the studies by Espino Rodríguez and Padrón Robaina [12] and Bolat and Yilmaz [13]. Mohiuddin and Su [24] also find a positive relationship between outsourcing of non-core activities and integrated firm-level performance. Mudambi and Venzin [84] indicate that outsourcing is not static, and that the aim of the firm is to create value for the stakeholders.



However, the findings do not support a strong relationship between the level of outsourcing and non-financial performance. Outsourcing does not manage to improve or harm non-financial aspects such as the level of satisfaction of employees, clients, and suppliers. This result coincides with those from the study by Chatzoglou and Saragiannidis [1] demonstrating that outsourcing has no effect on non-financial performance. From an academic point of view, the study shows a theoretical relationship between strategic orientation, outsourcing, and organizational performance. Different strategic dimensions were analyzed for this purpose. Moreover, the study shows that the scales obtained for the different measures are reliable and, therefore, can be used in other studies. It also reveals that the strategic orientation is related to the use of external suppliers, which indicates that the company strategy can be a determinant in establishing a hotel’s degree of outsourcing. The positive influence on the organizational result indicates that outsourcing can influence the competitive advantage. It would be a strategy for managers to consider in the future because it allows hotels to improve their financial performance and, therefore, their profitability. However, it is important to take into account the consequences of outsourcing for other aspects related to quality and client service. Regarding the implications for practitioners, this study produces knowledge and helps managers with decisions about outsourcing based on the different strategic dimensions. Depending on the intensity of a certain strategic dimension, hotels will be able to use more or less outsourcing. Managers must analyze the advantages of outsourcing, that is, whether the adoption of outsourcing is beneficial for the hotel, and whether it compensates from a financial and non-financial point of view. To do so, hotels should choose those activities that do not influence the competitive advantage, and that help to fulfill the strategic targets. The phases of the implementation of the outsourcing should be the keys to improving performance. Moreover, hotels should have measuring and evaluation systems that determine whether outsourcing will make it possible to improve the hotel’s performance. Outsourcing is a dynamic strategy, and so managers should be constantly analyzing the evolution of the outsourcing in different aspects related to organizational performance. Furthermore, given the importance of the Canary Islands in the tourism sector, these results could be taken into account by other tourism areas. To improve the benefits of outsourcing, hotels and suppliers should foment a culture of inter-organizational relationships that make it possible to take advantage of profits.



Our study presents some limitations that can lead to future research. One limitation stems from the fact that the study was carried out in only one tourist destination. Thus, future research should consider other tourist destinations in order to compare the results obtained here. This line of research can also be applicable to other sectors (logistics, marketing, healthcare, banking, etc.). Future studies should consider the relationship between the strategic orientation and outsourcing, considering other classifications of the strategic orientation found in the literature. It is also important to be cautious in interpreting the results, and future studies should incorporate real measures of the financial result, rather than subjective measures. In addition, other measures related to financial performance, other than those employed in this study, should be considered in the future. This study measured the organizational performance through the managers’ perception, and so it would be relevant to include other individuals from the hotel, such as employees or clients. In this regard, it would be interesting to find out the impact of outsourcing on employees’ satisfaction by asking them, or to survey clients about quality when deciding to outsource. For example, in the future, it would be desirable to analyze how outsourcing influences the online reputation perceived by the clients.







Author Contributions


All authors contributed equally to this work. All authors wrote, reviewed and commented on the manuscript. All authors have read and approved the final manuscript.




Conflicts of Interest


The authors declare no conflict of interest.





Appendix A


Strategic orientation of the hotel



Analysis Dimension








	
C1. My hotel emphasizes efficacious coordination among its different functional areas.



	
C2. In my hotel, the information systems are fundamental in making decisions.



	
C3. Before making a key decision, my hotel completely analyzes the situation.



	
C4. My hotel uses business-planning techniques.



	
C5. My hotel uses the data provided by management information and control systems.



	
C6. My hotel uses manpower planning and assesses the performance of its senior managers.








Aggressiveness dimension








	
A1. My hotel sacrifices benefits in order to gain market share.



	
A2. My hotel cuts prices to increase its market share.



	
A3. To achieve a good market position, my hotel even sacrifices cash flow and profitability.



	
-My hotel sets prices below those of the competition.








Defensiveness dimension








	
D1. My hotel makes significant modifications in its service processes.



	
D2. My hotel applies cost control systems to monitor its performance.



	
D3. My hotel uses production management techniques in its services.



	
D4. My hotel emphasizes service quality through the use of quality circles.








Futurity dimension








	
F1. My hotel uses long-term criteria to assign its resources.



	
F2. My hotel studies the way to achieve future competitive advantage.



	
F3. My hotel makes forecasts about the key indicators of its activity.



	
F4. My hotel formally tracks important general market trends.



	
F5. My hotel analyzes possible actions in response to critical “what-if” situations.








Proactiveness dimension








	
P1. My hotel constantly seeks new opportunities related to its present operations.



	
P2. My hotel is usually one of the first hotels to launch new services.



	
P3. In general, my hotel is always ahead of its competitors.



	
-My hotel constantly looks for new business opportunities.



	
-As its usual strategy, my hotel eliminates products or services in later stages of their life cycle.








Riskiness dimension








	
R1. My hotel’s operations can generally be considered “low risk”.



	
R2. My hotel approves new products cautiously, without taking too many risks.



	
R3. My hotel has a tendency to support projects with guaranteed returns.



	
R4. My hotel chooses “tried-and-true” low-risk operations.



	
-My hotel seems to make conservative decisions, and not major decisions.








Level of outsourcing








	
N1. Many of the staff of this hotel come from external services companies.



	
N2. Most of the hotel departments depend on external companies.



	
N3. This hotel outsources a large number of services.



	
N4. Many of the hotel’s employees are outsourced workers.



	
N5. A high percentage of the staff are outsourced workers.









Appendix B


Organizational performance



Financial performance








	
FP1 Profit margins



	
FP2. Return of assets



	
FP3. Profitability of hotel



	
FP4. Occupancy rate



	
FP5. Extra income per room








Non-Financial performance








	
NFP1. Job satisfaction/employee morale



	
NFP2. Personnel remuneration and reward of employees



	
NFP3. Level of satisfaction in the relationships with tour operators



	
NFP4. Level of satisfaction with suppliers’ relationship



	
NFP5. Level of satisfaction of hotel guests








Note: The items that are not numbered were eliminated from the analysis due to having factor loadings below 0.50.
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Figure 1. Structural model. *** p < 0.001, ** p < 0.01, * p < 0.05. 
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Table 1. Evaluation of the measurement model.






Table 1. Evaluation of the measurement model.













	Factors
	Factor Loadings
	t
	Composite Reliability
	Variance Extracted AVE
	Alpha





	Competitive Analysis dimension
	
	
	
	
	



	C1
	0.732
	4.679
	0.889
	0.574
	0.863



	C2
	0.803
	5.385
	
	
	



	C3
	0.782
	4.422
	
	
	



	C4
	0.787
	3.852
	
	
	



	C5
	0.734
	3.297
	
	
	



	C6
	0.703
	3.003
	
	
	



	Aggressiveness dimension
	
	
	
	
	



	A1
	0.884
	2.851
	0.857
	0.670
	0.818



	A2
	0.894
	2.861
	
	
	



	A3
	0.654
	2.136
	
	
	



	Defensiveness dimension
	
	
	
	
	



	D1
	0.694
	2.764
	0.880
	0.652
	0.873



	D2
	0.704
	2.481
	
	
	



	D3
	0.886
	3.188
	
	
	



	D4
	0.919
	3.237
	
	
	



	Futurity dimension
	
	
	
	
	



	F1
	0.564
	1.974
	0.842
	0.529
	0.906



	F2
	0.643
	2.333
	
	
	



	F3
	0.791
	2.923
	
	
	



	F4
	0.984
	2.887
	
	
	



	F5
	0.567
	1.823
	
	
	



	Proactiveness dimension
	
	
	
	
	



	P1
	0.695
	2.708
	0.878
	0.709
	0.829



	P2
	0.985
	3.813
	
	
	



	P3
	0.821
	3.293
	
	
	



	Riskiness dimension
	
	
	0.891
	0.675
	0.845



	R1
	0.737
	4.811
	
	
	



	R2
	0.745
	5.077
	
	
	



	R3
	0.877
	7.059
	
	
	



	R4
	0.912
	9.846
	
	
	



	Level of outsourcing
	
	
	0.907
	0.665
	0.872



	N1
	0.832
	11.96
	
	
	



	N2
	0.688
	8.337
	
	
	



	N3
	0.741
	10.31
	
	
	



	N4
	0.909
	17.15
	
	
	



	N5
	0.886
	16.19
	
	
	



	Financial performance
	
	
	0.907
	0.665
	0.872



	FP1
	0.880
	3.803
	
	
	



	FP2
	0.882
	3.731
	
	
	



	FP3
	0.907
	3.901
	
	
	



	FP4
	0.674
	2.948
	
	
	



	FP5
	0.704
	3.985
	
	
	



	Non-financial performance
	
	
	0.930
	0.728
	0.907



	NFP1
	0.907
	4.352
	
	
	



	NFP2
	0.908
	4.298
	
	
	



	NFP3
	0.753
	3.215
	
	
	



	NFP4
	0.816
	3.879
	
	
	



	NFP5
	0.869
	4.483
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Table 2. Square root of the average variance extracted (AVE) and correlations matrix.






Table 2. Square root of the average variance extracted (AVE) and correlations matrix.

















	Variables
	1
	2
	3
	4
	5
	6
	7
	8
	9





	1.Competitive analysis
	(0.759)
	
	
	
	
	
	
	
	



	2. Aggressiveness
	−0.014
	(0.819)
	
	
	
	
	
	
	



	3. Defensiveness
	0.602
	0.081
	(0.807)
	
	
	
	
	
	



	4. Futurity
	0.359
	0.059
	0.471
	(0.727)
	
	
	
	
	



	5. Proactiveness
	0.410
	−0.049
	0.390
	0.623
	(0.842)
	
	
	
	



	6. Riskiness
	0.201
	0.342
	0.269
	0.167
	0.020
	(0.821)
	
	
	



	7. Level of outsourcing
	−0.313
	−0.147
	0.121
	0.188
	0.204
	0.292
	(0.816)
	
	



	8. Financial performance
	0.273
	−0.223
	0.250
	0.229
	0.318
	0.102
	0.216
	(0.815)
	



	9. Non-financial performance
	0.218
	0.070
	0.262
	0.176
	0.153
	0.143
	0.191
	0.673
	(0.853)







Note. The elements on the diagonal (values between parentheses represent the square root of the variance extracted (AVE), and the values outside the diagonal represent the correlations between the constructs.
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Table 3. Results of the structural model.






Table 3. Results of the structural model.





	
Hypothesis

	
Structural Model




	
Standardized Coefficients

	
t-Value

	
R2






	
Area of competitive analysis → level of outsourcing

	
−0.764 ***

	
4.985

	
54.06%




	
Aggressiveness → level of outsourcing

	
−0.327 *

	
2.245




	
Defensiveness → level of outsourcing

	
0.336 *

	
1.845




	
Futurity → level of outsourcing

	
0.037

	
0.317




	
Proactiveness → level of outsourcing

	
0.339 *

	
1.730




	
Riskiness dimension → level of outsourcing

	
0.454 ***

	
4.127




	
Level of outsourcing → Financial performance

	
0.217 *

	
1.672 *

	
4.68%




	
Level of outsourcing → Non-financial performance

	
0.192

	
1.592

	
3.68%




	
GoF (Goodness-of-fit criterion)

	
0.367








*** p < 0.001, ** p < 0.01, * p < 0.05 based on t(4999), t(0.05, 4999) = 1.6451, t(0.01,4999) = 2.3270, t(0.001,4999) = 3.091.
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