
142

Problems and Perspectives in Management, Volume 17, Issue 1, 2019

http://dx.doi.org/10.21511/ppm.17(1).2019.13

Abstract
This paper is mainly to study implementation of organizational culture in enhancing 
business competitiveness. Culture is seen as a soft system tool that reflects beliefs that 
are able to drive business performance in an international environment. Today, culture 
is a part of instrument to measure organizational readiness in managing business in 
an international environment. The research is focused on evaluatiny organizational 
culture in international-scale hotel in Yogyakarta, Indonesia. International-scale hotels 
are faced with differences in the nature of employees and customers, so management 
needs to develop a culture type as a strategy to encourage business competitiveness. 
The research applies Denison’s organizational culture model with four dimensions: 
involvement, consistency, adaptability, and mission. Sample includes 248 working 
people at four star hotels with various positions, that is managers, supervisors and 
employees. The results of the study found that international hotel chains have the 
power to carry out internal alignment as a strategy to increase competitiveness 
through employee empowerment programs, team orientation, skills development, and 
alignment of work values. The results of the study illustrate the importance of internal 
and external dimension consistency for international business competitiveness.
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INTRODUCTION
Previous research has concluded on the importance of organization-
al culture for business success (Denison & Spreitzer, 1991; Calori & 
Sarnin, 1991; Denison & Mishra, 1995; Fey & Denison, 2003; Rashid 
et al., 2003; Denison & Haaland, 2004; LeeKim & Yu, 2004; Xenikou 
& Simosi, 2006; Sadri & Lees, 2011; Jofreh & Masoumi, 2013). However, 
there is no universally accepted instrument for measurement of or-
ganizational culture. Previous research used different instruments 
to measure organizational culture in several countries. Sempan et 
al. (2002) apply Organizational Culture Questionnaire (OCQ) in-
strument to measure the effect of organizational culture on employ-
ees’ work satisfaction in Africa. Egan et al. (2004) explore organi-
zational culture at US informational technology corporation by ap-
plying a questionnaire of Organizational Learning Culture. Kokina 
and Ostrovska (2013) apply Denison’s model in exploring the effect 
of organizational culture at corporations in America. In Indonesia, 
Pawirosumarto et al. (2017) analyze organizational culture covering 
two types of organizational culture, that is dominant culture and sub-
culture. Al-Sada et al. (2017) explore organizational culture in Qatar 
by means of Organizational Culture Instrument (OCI), while Kumar 
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et al. (2017) apply Stakeholders’ Culture Framework to explore cultural values implementation at 530 
corporations in Japan, US, and Italy. Its dimensions cover morale orientation, stakeholders relevance, 
stakeholders’ rights, and morale philosophy.

A strong organizational culture becomes behavioral standards based on ethical values that allow for 
the engenderment of sense of identity and positive attitude among members. For business organization 
managed by international chain, evaluation of organizational culture is considered essential as it is re-
lated to capability for acculturation between countries. Management is faced with the need to manage 
diversity of employees to resulting good services for cross-country consumers. Organizational culture 
as a shared identity and glue between members serves to cushion any differences in attitudes, values, 
behaviors derived from varied cultural backgrounds. 

Fey and Denison (2003) hold that culture is a complex phenomenon covering belief, basic assumption, 
aspects forming external structure and visible business practices. Some cultural experts still question if 
organizational culture is “measureable”, by being comparable. 

The fit of organizational culture allows for enhancing business effectivity (Denison & Spreitzer, 1991; 
Denisson & Mishra, 1995; Fey & Denison, 2003; Denison et al., 2004). It is predicted to have a positive ef-
fect on capability for external adaptation and internal harmonythat makes corporation effectivity possi-
ble. The relationship is supported by several organizational culture scholars such as Rashid et al. (2003), 
LeeKim and Yu (2004), Xenikou and Simosi (2006) who consider that corporation culture is related to 
business performance. Gregory et al. (2008) also argue that a strong organizational culture would drive 
for business effectivity and employees’ positive attitudes.

The present research intends to evaluate organizational culture implementation in international-class 
hotel business run under international chain management system. Denison’s model is chosen for this 
research to describe the roles of internal and external harmony of organizational culture in supporting 
business competitiveness. 

1. LITERATURE REVIEW

1.1. The importance of organizational 
culture for business 
competitiveness

Within organizational context, the concept of 
culture is important to society and organization. 
Culture is organizational instrument that can 
strengthen business mission, describe values or-
ganizational founders want to instill and influence 
decision making and business strategy (Taneja, 
2015). The existence of organizational culture 
would affect policy and system of human resourc-
es management as presented on Figure 1 that 
would lead to employees attachment and business 
competitiveness. 

The significant role of culture is reflected of many 
works examining cultural aspects and valuable 
organization outcomes. Hunt et al. (1989) suggest 

strong positive association between corporate eth-
ical values as a major dimension of corporate cul-
ture (Schein, 1985) and organizational commit-
ment in marketing. Organization need concern to 
instill and maintain a high level of loyalty in their 
employees may have to be more than just task di-
rectors of their organizations.

The role of organizational culture on business 
success is clarified by Calori and Sarnin (1991), 
Linnenluecke and Griffiths (2009), Sadri and Lees 
(2001), Klein (2011), Flamholtz and Yvonne (2012), 
Jofreh and Masoumi (2013), Vitel et al. (2009). 
Organizational culture plays an important role in 
the success of business unit, and there has been 
ample evidence of positive correlation between 
organizational performance and organizational 
culture. Most Japanese corporations obtain suc-
cess through organizational culture development 
and subsequent employees’ commitment (Jofreh 
& Masoumi, 2013).

http://dx.doi.org/10.21511/ppm.17(1).2019.13
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Culture makes up of basic values, beliefs, and 
principles that lay grounds for organizational 
management system, and a set of management 
practices and behavior that become precedence 
for later behaviors (Denison & Spreitzer, 1991). 
Denison et al. (2003) put forward an organization-
al culture model with its effect on business effec-
tivity. In this model, Denison addresses internal 
and external factors. Organizations with market 
focus and opportunistic nature often have prob-
lems with internal integration. On the other hand, 
organizations with capability of integration and 
control might have difficulty in adaptating to their 
environments. Organizations with top-down vi-
sion often find trouble in focus on empowerment 
and “bottom-up” movement, while organizations 
driving for wide participation often find difficulty 
in determining direction. The effective organiza-
tions are those that are able to settle these contra-
dictions without relying on a simple trade-off.

Denison’s organizational culture has been tested 
with sample of top executives from 764 organi-
zations (Denison & Mishra, 1995) that have dif-
ferent cultural characteristics to find their effects 
on effectivity criteria. Profitabilily is more cor-
related with “typical mission” and “consistence”. 
Organizational innovation is correlated with “in-
volvement” and “adaptation ability”, and selling 
growth is found to have the strongest correlation 
with “adaptation” and “mission”.

1.2. Conceptual framework

Business competitiveness requires the right or-
ganizational culture development (Alchian & 
Demsetz, 1972; Barney, 2001; Leontiades, 1983; 
Schein, 2010; Taneja et al., 2015). Edgemant 
(1999) argues that successful business entails 
value development that can uplift work satisfac-
tion (Valentine & Fleischman, 2007; Valentine 
et al., 2011) and employees’ positive attitude and 
behavior.

Organizational culture is soft system tool that 
can be business strategy and affects organiza-
tional decision-making such as leadership de-
velopment, human resources program develop-
ment, and other policies. Organizational with 
the right cultural support would gain positive 
benefit in the forms of positive employees’ atti-
tude, perception, ethical behavior, business eth-
ics, career satisfaction, work satisfaction, and 
employee engagement. These positive benefit 
surely would strengthen organizational perfor-
mance and business competitiveness in the long 
term. Based of previous research, the relation-
ship between culture, individual outcome, and 
organizational outcome (sustainability, compet-
itiveness) is presented in Figure 2.

In hotel business, employees play important role. 
Interaction in providing services to hotel guests 

Figure 1. The roles of culture in organization

Source: Adapted from Ernst & Young (2012, cited by Taneja et al., 2015).
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from various countries is determined by staff ’s 
service performance and a set of supporting sys-
tem. A strong organizational culture is ref lect-
ed by vision congruence, the existence of order 
principles, team work, employees’ creativity, 
innovation, empowerment, alignment between 
parts, the same direction and purpose, highco-
ordination and integration, employee develop-
ment conforming to business’ needs (Denison et 
al., 2006). These characteristics are essential in 
service delivery of international-class hotels.

2. RESEARCH METHODS

This research used Denison’s organizational 
culture model as a method of evaluating organ-
izational culture of business international hotel 
managed by international chain management, 
as presented in Figure 3. The model covers in-
ternal dimension: involvement and consisten-
cy and external dimension: adaptability and 
mission. Involvement is measured by: empow-

ering people, building teams, and developing 
employees’ ability at all levels in an organiza-
tion. Involvement measured by three indexes: 
empowerment, team orientation, and capabil-
ity development. Consistency is characterized 
by core values, agreement, coordination and 
integration. 

Adaptability measures organization capability 
to adapt itself to consumers’ needs, to take risks, 
to learn from mistakes, and to make changes. It 
is measured by three indexes: creating change, 
consumer focus, and organizational learning. 
Mission describes ability to express future vi-
sion, measured by three indexes: strategic direc-
tion and intent, goals and objectives, and busi-
ness vision. 

2.1. Sample and procedure

The study displays descriptive results of organi-
zational culture implementation with Denison’s 
model for hotel business managed by internation-

Figure 2. Conceptual framework: culture and business sustainability competitiveness

ORGANIZATIONAL CULTURE
Schein (2010, 2015): artifacts, basic assumptions, core value; Hunt (2012): corporate ethical value; Denison et al.
(2003, 2006): internal (involvement, consistency), external (adaptability, mission), Vitel et al.

ORGANIZATIONAL CULTURE-LEADERSHIP-INTERNAL PROCESS
Development of core values through leadership (Edgemant, 1999), Russel (2001), Groves and LaRocca (2011),
Giritli et al. (2013). Organizational culture and missions-leadership, talent management, training and
development, reward and recognition, communication, mobility and development (Taneja et al., 2015; Ernst &
Young, 2012)

INDIVIDUAL RESULTS

Ethical climate-job satisfaction-commitment-toi (Schwepker,
2001), corporation’s values-CSR (Vitell & Hidalgo, 2006), CEV-
organizational fairness-satisfaction-commitment (Baker et al.,
2006); ethical codes-peceived CSR (Valentine & Fleischman,
2007); value-perceived ethics and social responsibility, work
satisfaction (Vitell, Ramos, & Nishihara, 2010); value-career
satisfaction (Valentine, 2011); corporation’s values –
employees’ ethical behaviors (Marta, 2012); perceived ethical
climate-satisfaction (Wang & Hsieh, 2012); ethical culture –
work satisfaction (Ruiz-Palamino & Martinez-Canas, 2013);
religiosity values-CSR (Schouten et al., 2014)

ORGANIZATIONAL RESULTS

Culture – business competitiveness
sustainability: Leontiades (1983), Denison and 
Spreitzer (1991), Mendonca and Kanungo 
(1996), Barnery (2001), Rashid et al. (2003), Lee 
Kim and Yu (2004), Xenikou and Simosi (2006), 
Gregory et al. (2008), Schein (2010), Sadri 
Golnaz and Lees (2010), Calori and Sarnin 
(1991), Flamholtz and Yvonne  (2012), Giritli 
et al. (2013), Jofreh and Masoumi (2013), 
Taneja (2015)
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al chain management. In materializing internal 
consistency and external adaptation. Data were 
collected from 248 working employees in inter-
national chain hotel with positions as managers, 
supervisors, and staff, especially Daerah Istimewa 
Yogyakarta, is known as the city of tourism, edu-
cation, and culture. 

2.2. Instrument

Organizational culture is expressed as basic values, 
beliefs, and principles that guide organization-
al management system and a set of management 
practices and behaviors that serves as good exem-
plaries and strengthen basic principles. This study 
uses organizational culture instrument consists 
of 36 questions based on Denison’s organization-
al culture that develop from internal dimensions 
and external dimension as shown in Table 1.

It performs validity and reliability tests to make 
sure of research instrument quality, by involving 
33 employees of The West Lake Resort, Yogyakarta. 

The result confirmsvalidity and reliability of the 
questionnaire. Validity value is fulfilled at un-
der 5% significance level. Reliability value with 
Cronbach Alpha technique hits 0.849, which falls 
under high category.

2.3. Analytical measures

The research applies Denison’s organizational cul-
ture model as the way to measure culture imple-
mentation, with stages of measures as follows: 

1) testing research’s instrument quality on dif-
ferent respondents, that is hotel employees 
with almost similar works;

2) making descriptive analysis on all aspects of 
organizational culture;

3) calculating organizational culture index;

4) analyzing organizational culture 
implementation.

Figure 3. Denison’s model of organizational culture

http://dx.doi.org/10.21511/ppm.17(1).2019.13
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3. RESULTS

Analytical results on four international-class hotel 
with international chain management system are 
presented in Table 1.

The instrument of OC adapted from Denison 
(2006).

The research indicating description of organiza-
tional culture in international chain hotel can be 
presented in Figure 4.

Table 1 and Figure 4 demonstrate that average value 
of organizational culture index is 79. It means that 
employees observe that organization has a strong 
organizational culture. Furthermore, it shows that 

Table 1. The results of organizational culture index calculation 

Dimensions Indicators Items Means Indexes/
items

Indexes/
indicators Categories

In
vo

lv
em

en
t

Empowerment

Decision is taken based on enough information 4.18 0.84

0.83 Very high 
(*)

Information sharing to the mployees 4.14 0.83
Eache mployee believes in his/her positive role in 
the hotel 4.15 0.83

Team 
orientation

Awareness of teamwork 4.22 0.84

0.81 Very high 
(*)

The importance of supervision and horizontal 
coordination 3.86 0.77

Team cohesiveness 4.00 0.80

Capability dev

Ability to develop compared to competitors 4.19 0.84

0.82 Very high 
(*)

The increase of employees’ skill 4.01 0.80
Development of employees’ ability as an 
important source for hotel competitiveness 4.14 0.83

C
on

si
st

en
cy

 

Core values

Leaders’ knowledge of roles and responsibility 4.07 0.81

0.82 Very high 
(*)

All employees’ grasp of organizational values 4.04 0.81
Ethical code becomes guidance of common 
behavior 4.19 0.84

Agreement
Common awareness to find solution of every 
organizational problem 4.04 0.81

0.80 High
Easiness to reach consensus 3.90 0.78

Coordination & 
integration

Employees from different units share information 3.62 0.72

0.74 HighWork coordination or activity is easy to perform 3.70 0.74
Harmony in puposes between organizational 
levels runs well 3.83 0.77

A
da

pt
ab

ili
ty

 

Creating change

Responsive and easy to make changes 3.81 0.76

0.79 HighHaving good responses to competitors and 
envitonmental changes 4.04 0.81

Continuously adopting new and better ways 4.02 0.80

Customer focus
Consumers evaluation and recommendationare 
applied for basic changes 4.07 0.81

0.80 High
Consumers’ suggestions directly affect decision 3.91 0.78

Organizational 
learning 

Failure is applied as consideration to a better 
direction 3.90 0.78

0.75 HighAwarding risk-takers 3.52 0.70
Action and work performance are carried out 
after coordination with concerned units 3.87 0.77

M
is

si
on

 

Strategic 
direction & 
intent

Having goals and long-term direction 4.08 0.82

0.81 Very highHaving clear missions as directions for work 
performance 4.07 0.81

Having clear future strategies 4.06 0.81

Goals & obj

Organizational goals are agreed by all people in 
the organization 3.94 0.79

0.79 HighLeaders set ambitious but realistic goals 3.85 0.77
Leaders clearly clarify objectives to obtain 3.99 0.80

Vision 

Having shared vision on what that will be 
materialized 4.01 0.80

0.80 Very highHaving long-term orientation 3.95 0.79
Having vision of creating spirit nd motivation 
among employees 3.96 0.79

MEANS INDEXES OF ORGANIZATIONAL CULTURE

Note: * Indicating value over means of organizational culture.

http://dx.doi.org/10.21511/ppm.17(1).2019.13
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organizational culture in hotel has been socialized 
and well implemented. Involvement, consistency, 
adaptability, and mission dimensions are evalu-
ated to be over organizational culture, informing 
conditions as follows:

1) hotel management has communicated, social-
ized and implemented hotel’s value system 
consistently as behavioral standards in pro-
viding services to hotel guests;

2) hotel management has successfully per-
formed empowerment through trust, work 
team, supervision, and employees’ capability 
development;

3) organization has successfully implanted its 
values and ethical code, employees have per-
formed their works according to guidelines, 
role assignment, and clear responsibilities 
accompanied with ethical code and work 
values;

4) inter-section coordination and integration in 
international-scale hotel of Yogyakarta is not 
compatible to organizational culture model.

4. DISCUSSION

International category edifice with international 
chain management system in Yogyakarta empha-
sizes internal strength in structure culture, light 
authorization, team orientation, employee’s capa-
bility development, work values and customary 
harmony. Even so hotel management also prior-
itizes external aspects, especially in its capability 
to build future vision, efforts to achieve strategical 
or long-term objectives, and special attention to 
customers. It is because the hotel is internation-
al class with clear governance, detailed work pro-
cedure, and agreed-upon work values that guide 
work performance.

Hotel management has made harmony that affects 
work motivation. It has highlighted good hotel ser-
vice prioritizing consumer service. Management 
has a clear future plan reflected in organization-
al vision, strategical planning, and long-term 
objectives. 

To increase business competitiveness, hotel man-
agement needs to focus on organizational change 
and development tailored to hotel guest needs. By 

Figure 4. Description of organizational culture in international chain hotel business

http://dx.doi.org/10.21511/ppm.17(1).2019.13
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this way, organizational culture can reach balance 
internally and externally. Denison holds that an 
ideal organizational culture reflects balanced in-
ternal and external focus that might lead to effec-
tive business strategy and performance. 

5. IMPLICATIONS, 
LIMITATIONS,  
AND SUGGESTIONS

Denison’s organizational culture model can be 
applied to evaluate management approach and 
might serve as a measure of business competi-
tiveness. Hotel business managed by internation-
al chain management is more equipped to make 
adaptation on its changing environment. It also 
has a good capability to align internal factors indi-
cated by ability to increase employees’ empower-
ment, their capacity development, organizational 
culture values entrenchment, teamwork develop-
ment, and common understanding among them. 
Management needs to take account of increased 
organizational learning capability, coordination, 
and integration. 

The present research proves that Denison’s or-
ganizational culture model can be applied as an 
instrument to measure organizational culture in 
hotel business. Empirically this research finds 
theoretical model of organizational culture in in-
ternational class hotel business, especially under 
international chain hotel management. It means 
that business effectivity can result from organiza-
tional culture with internal and external factors. 
The organizational culture model covers involve-

ment, mission, consistency, and adaptability.

Furthermore, this study indicates that interna-
tional scale-hotel business in Yogyakarta puts 
emphasis on internal, prioritizing empowerment, 
team orientation, capability development, core 
values, and agreement components. Nevertheless, 
hotel business is also concerned with external fac-
tors such as customer focus, strategic direction, 
and vision. Among these cultural components, 
empowerment is a dominant culture. High em-
ployee empowerment is compatible to manage-
ment support for increased employees’ capability 
and encouragement for teamwork. It is related to 
hotel business characteristics that put employees 
as vanguard for good services to hotel guests. High 
employee involvement that determines hotel ser-
vice performance is affected by work value con-
gruence that can increase hotel competitiveness.

This result shows the importance of organiza-
tional culture to enhancing business competi-
tiveness, especially hotel business by interna-
tional management chain. Hotel management 
need to align internal and external factor of 
organizational culture as a strategy to increase 
business’ long-term competitiveness. However, 
this research has limitations. The model applied 
in this reseach excludes other variables that are 
antecedents and consequence of organizational 
culture. Future research on organizational cul-
ture should pay attention to the antecedents and 
consequences, such as leadership, satisfaction, 
performance, or profitability.
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