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MAKING CULTURAL TOURISM NETWORKS
WORK - THE ROLE OF COLLECTIVE ACTORS

Anna Moretti*, Michele Tamma™*

Abstract

Culture and tourism have a complementary and mutually beneficial relationship:
value offerings are co-created by integrated value chains and networks of interdepen-
dent actors. However, building and maintaining cultural tourism networks is far from
straightforward: both the tourism industry and the cultaral sector are fragmented and
heterogeneous, and often seem to be speaking different languages, We investigate how
callective actors can contribute to fostering collaborative strategies. focusing on a spe-
cific inter-organizational network located in the city of Venice, Our main findings have
implications both for managerial and public policies: the identification of actors, posi-
tioned at intermediate network levels, who can influence a network’s functioning al-
lows for interventions not generally addressed to the destination as a whole but aimed
at solving specific network’s weaknesses,

Keywords: network, complementarity, culture, tourism, trust, collective actors, gover-
nance.

Hiassunto
Far fanzionare le reti turistico-culturali: il ruolo degli attori colletivi

Le produzioni turistiche ¢ culturali sono caratterizzate da una relazione di comple-
mentarietd: 1 processi di creazione del valore si sostanziano in catene del valore inte-
grate e reti di attori interdipendenti. Nonostante ¢io, la costruzione e il mantenimento
delle reti turistico-culturali & tutt’altro che scontata: le produzioni turistiche e culturali

sono frammentate ed eterogenee, e spesso sembrano parlare lingoe diverse. 1} presente
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lavero di rideien andlizza come gli atiori colleitivi possano contribuire allo sviluppo di
strategie collaborative, e in particolare si focalizza su un caso di rete inter-organizzati-
va sviluppata nella ¢itta di Venezia. I principali risultati di questo lavoro hanno imphi-
cazioni sigmanageriali che di po]lmdm pubbliche: Videntificazione degli attori, po-
sizionati a livelli intermoedi della rete, in grado di influenzarne il funzionamento perme-
tte di individuare interventi non diretti alla destinazione nel suo insieme, ma volti a ri-
solvere le specifiche debolezze della rete.

Parole chiave: rete, complementarietd, cultura, twrismo, fiducia, attori collettivi, gover-
nance.

Introduction

Culture and tourism have a mutually beneficial relationship that can
strengthen the attractiveness and competitiveness of destinations. Culture
is an nmmzwmg important element of the tourism product, which enrich-
es customers’ experience and adds important distinctive traits. At the
same time, tourism provides not only an important means for creating in-
come that can support cultural heritage, cultural production and creativity;
it also creates a broader audience/market for local cultural products.
Moreover, tourism structures, businesses and organizations offer those
services needed to deliver and improve the cultural experience of non-lo-
cal visitors (such as accessibility, hospitality, communication and infor-
mation).

Thus, cultural and tourism value chains can be opportunely integrated,
since “the quality of the experience offered by a tourist destination is more
than the sum of its parts; it depends in important ways on how the organi-
zational parts are interconnected, the way they act and interact and the re-
lations between the actors involved” (March and Wilkinson, 2009). Value
offerings are co-created and co-delivered to customers by integrated value
chains and networks of interdependent actors.

However, building and maintaining cultural tourism networks is far
from straightforward (Della Corte and Aria, 2014). Creating effective
collaborations is a real challenge, because both the tourism industry and
the cultural sector are fragmented and heterogeneous (Pavlovich, 2003).
H@smmgm&’ty can be defined in terms of different value systems (Ritchie
and Crouch, 1993), missions, resources and competencies that each play-
er brings to the collaboration process. Within a collaboration context,
heterogeneity can be viewed, on the one hand, as a strength: through the
mix of different capabilities and resources, a superior capacity to meet
varying customer needs can be achieved (actors, activities and resources
form a system where heterogeneous demands are satisfied by heteroge-
neous resources [Hakansson and Johanson, 1992]). On the other hand, it
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can make inter-organizational relationships more subject to coordination

problems and conflict issues. These problems can be highly relevant for

cultural/tourism partnerships, since these sectors often seem to spealk dif-

ferent languages because of their different approaches: profit vs. non-

profit motives, market vs. public, etc. (OECD, 2009; De Carlo and Dubi-
2010y,

The tourism literature has increasingly acknowledged the importance of
a network approach that integrates tourism with other value chains, with
the aim of achieving sustainable value-creation processes (Arnaboldi and
Spiller, 2011). The presence of complementarities and resource dependen-
cies has also been widely acknowledged by scholars, who linked interde-
pendencies to the relevance of networks for achieving strategic leverage
(Pavlovich, 2003).

Approaching tourism organizational fields through network theory pro-
vides a useful analytical approach for the analysis of multi-level interac-
tions that characterize destinations: it allows us to recognize the presence
of multiple networks operating at different scales and over time (Dredge,
2006; Haugland, Ness, Grgnseth and Aarstad, 2011). A plurality of actors
suggests that the composition of interests needed to sustain network coor-
dination arrangements is not a trivial issue, and that organizational studies
cannof ignore the twofold - both cooperative and conflictual — nature of in-
teractions.

Network functionalities and dysfunctionalities, studied by sociologists
and organizational scholars, have been investigated in the tourtsm feld for
a number of years (Selin and Beason, 1991; Novelli, 2006; Saxena, 2005;
Tinsley, 2001), however still little is known about how different actors can
contribute to fostering collaborative strategies, The present paper seeks to
contribute to this literature with a case study of a specific instance of net-
work in a world-famous cultural tourism destination: the city of Venice.
We take as an exploratory field of research the network of relationships be-
tween the local hospitality system and a cultural event of international res-
onance, the Venice Film Festival. With our analysis we want to assess how
collective actors can contribute to fostering collaborative relationships that
are of strategic relevance both for the Festival and the destination’s com-
petitiveness.

This paper is organized as follows: section | presents the theoretical
framework from which we develop our analysis; our network conceptual-
ization and hypotheses are introduced in section 2, followed by the presen-
tation of methods, analysis and results in section 3; the interpretation of
our main results is provided in section 4, while the last section offers a
general discussion, presenting the imaplications of our findings and poten-
tial future developments of this research.




Tamma
Background theory

Debates in organizational studies have developed significantly around
networks, following two main approaches: i) networks as a perspective,
adopted by social network analysts (within which very famous concepts
such as the strength of weak ties and structural holes have been developed
[Granovetter, 1983]), and i) networks as a form of governance, character-
ized by a vivid debate between Williamson’s TCE (1985) and Powell’s so-
ciological approach. This debate has been fundamentally shaped by Walter
Powell’s (1990) seminal call for a “new conceptual toolkit” to describe
“networks that are neither markets nor hierarchies,” but which are some-
how more social — that is, more dependent on relationships, mutual inter-
ests. and reputation — and less guided by a formal structure of authority
{Powell, 1990) than either markets or hierarchies. The study of networks as
a form of governance is strongly linked to the study of destination manage-
ment, and thus we position this work within that stream of research. In
defining what a network form of governance is, we follow Podolny and
Page (1998) who define it as “any collection of actors (N > 2) that pursue
repeated, enduring exchange relations with one another and, at the same
time, lack a legitimate organizational authority to arbitrate and resolve dis-
putes that may arise during the exchange”. This definition, while excluding
market pure relations as well as employment relations, includes a wide va-
riety of inter-organizational relationships, such as alliances, consortia,
business groups, relational contracts, outsourcing relations, co-marketing
agreements.

In the cultural tourism field, networks can be the basis for the value-cre-
ation processes of destinations, since they are strongly tied to the intercon-
nection of organizational parts and depend in important ways on the rela-
tions between the actors involved. Given the particular production structure
of the tourism field, the social approach to the coordination mechanisms of
networks has been the most widely used (Wong, 2011; Lemmetyinen and
Go. 2009; Sundbe, 2007; Pavlovich, 2003). Trust and personal ties have
been recognized as key assets for tourism destination development
(Beritelli and Bieger, 2014) trough network organizations (Saxena, 2005;
Tinsley, 2001). Since firms, belonging both to the same or different busi-
ness areas, can regard one another as competitors as well as cooperators,
issues such as “trust”, “relations™, and “social capital” become fundamen-
tal in tourism networks (Novelli, 2006).

Destinations involve several kinds of interdependent but autonomous
businesses, organizations, and institutions that, together, create different
tourism experiences that are more than the mere sum of their parts. Hence,
inter-organizational relationships can be considered as structural precondi-
tions to improving value-creation processes both on the demand and sup-
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ply sides (Rispoli e Tamma, 1995). But it also must be noted that withixn a
destination, alongside single players, a range of collective actors very otten
operate, i.e. actors that result from collaborative behaviors and leliaqces
adopted by single players themselves. Groups of single firms and organiza-
tions, in fact, cluster together to create consortia, associations, onling book-
ing centers and information points, product clubs, and convention bureaux.
Public agencies and institutions are frequently among the partners.
Through these collective actors, single players are able to pool resources
and realize activities to cope with specific issues or projects that are be-
yond their individual capacities. But collective actors can also be seen as a
means to institutionalizing and managing the convergence ot their mem-
bers’ interests toward better-defined and better-represented common strate-
gies. Hence, collective actors can function as a point of reference for nu-
merous other businesses, institutions and stakeholders, internal or external
to the destination, that must relate and negotiate in the most rapid, etfec-
tive, and efficient way.

The variety of actors potentially involved in such relationships raises
the issue of which kind of players populate the interaction field and how
they position themselves to influence the evolution and development of
collaborative networks (Jamal, 1995). Making cultural fourism networks
function therefore requires the identification of single and collective actors
who can actually influence the collaborative strategies between players
within the network.

Fig. 1 —~ Levels of analysis of cultural tourism networks
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Hence, in order to study the development of collaborative strategies in a
destination, it is necessary to identify at least three levels of analysis and

the interplay between them: i) a base-level (the lower level), which consid-
ers single actors {hummw s, organizations, institutions) who control spe-
cific resources and activities; i) a middle-level, which takes into account
the various types of possible collective actors, formed by groups of single
actors with the aim of pooling resources for joint projects and activities, or
increasing their own bargaining power and fostering relationships with oth-
er actors; iii) a top-level, which provides the synthetic view of the overall
system of relationships among the main destination’s stakeholders.

In a way, a sirilar appram‘h is also present in the literature on destina-
tion governance. As presented in the work of Beritelli (2011), the develop-
ment of stakeholder networks is a key issue for policies related to the
gic development of destinations (Getz, 1994; Ritchie and Crouch,
2003) as well as destination marketing (Hmth 1992). Collective actors are
identified as relevant actors since they can intervene in managing and coor-
i mmw relationships both between firms themselves and between firms
and the public government (Tamma, 2012).

Notwithstanding the acknowledgment of the presence of different levels
of interaction, the literature somehow under-investigates the actual role of
collective actors in fostering collaborative strategies within cultural tourism
networks: our analysis aims at contributing to answer to this question.

2. Network conceptualization and hypotheses formulation

The empirical setting of this work is the network between the Venice
Film Festival (VFF) and the local hospitality system (HS). In particular, we
developed our observation during the 68th Festival, when a formal attempt
of coordination between the VFF and the HS was made.

The VFF is the cinema division of one of the most important cultural
i wi‘z‘méam«a m Vemﬁom the Bimnzﬂe, Each ymm it organizm a cultural event

It ‘ompeume Mm frestwa 1 of the world horn in 3932 The Mdo the

it island of the city of Venice, is the historical location of the Festi-
- first hosted by the Hotel Excelsior in 1937, the VFF was moved to a
brand-new theater with multiple screens, the Palazzo del Cinema, located
on L% e mnw xq uare as U“it? howi

] mpm ‘MU ‘g}uw dﬁtftmu ‘M(M@i\@m Awomauon 1 g.{atherx dlmmt all

f the big and higher-category hotels; Association 2 is the oldest associa-
tion and g;rm ps the larger part of Venetian hotels; and Association 3 is a
smaller group of hotels mainly located on the Lido.
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The VFF is tied to the hospitality system in a tight complemer
tionship (Milgrom and Roberts, 1995; Siggelkow, 2001): the festival expe
rience is complemented by the hospitality system, as well as ﬁ}g all of the
complementary services its visitors require (n‘mmportakt%m restaurants,
etc.), hence its value depends on their overall quality. Vice-versa, the real-
ization of a cultural event of international dppmi in the city of Venice cre-
ates high tourist demand and high value (Getz, 2008).

Despite the existence of these important complementarities, cooperation
between the VFF and the hospitality system has never been developed ef-
fectively, with detrimental effects on tourist experience and on value-cre-
ation for the whole destination. An emblematic article from one of the
most important specialist journals, Variety (2002), points to the core of the
problem: “Shouldn’t the oldest and arguably most prestigious film festival
in the world be running like a well-oiled machine at th‘w ROt - evern
though it’s in Italy? To be blunt, it’s not. From an organizational point of
view, it's a creaky mass of disconnected parts”,

Determined to tackle these weaknesses, the VFF realized that the only
way to become “a well-oiled machine” was to have a dialogue w ith the
whole hospitality system in order to reach a systemic coordination', On the
occasion of the 68th annual Festival, the VFF organized two faw; il meet-
ings (hosted by the local administration as a neutral ground), with the di-
rectors of the three hotel associations, considered as possible effective
points of reference. During the meetings the content of possible collabora-
tive agreements was discussed. The focus was limited to those actions that
could enhance the overall perceived value of the event with a negligible re-
quired investment by single firms: commercial aspects were ruled out as a
topic of discussion. So, the hypothesized content of collabora Viw actions
encompassed, among others, actions such as extending the service time of
meals to conform to the Festival’s screening times, offering a gmmé nated
service of private transports to the Festival’s location, arranging an infor-
mation area within the common areas of hotels with informative material
provided by the VFF, etc. When the agreement was finalized the three as-
sociations presented the proposal to their associates, asking them to coop-
erate with the VFF on the collectively designated lines.

The network has been conceptualized as depicted in Figure 2.

At the base level lie all of the single hotels constituting the hospitality
system, which are represented in the middle level by th@ three aﬂMe'w'm‘o s,
The VFF, at the top level, negotiates with the HS as a “unique subject”
unique collaborative agreement was developed between the cultural ms;m
organization (VEFF) on the one hand, and the hospitality system (HS) on
the other.

. Evidence coming from authors’ qualitative analysis (in-depth interviews, press and
al‘chwea data) presented in the Appendix.
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Fig. 2 - Network conceptualization
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The investigation presented in this paper refers to what happened next
and to the role played by collective actors: in fact, “gathering stakeholders
at a 1ot und table is no guarantee for initiating collective action, launching

yint projects or meg alliances” (Beritelli m , p. 610).

This empirical case presented an ideal rmmmh setting within which to
explore our research question for two main reasons:

the actual presence of actors at the middle level mediating collaborative

relationships between network members (associations);

the underperforming network, which allows for the investigation of the

actual role collective actors have in fostering collaborative strategies

without resorting to other possible explanations (for example, embed-
ded relationships, inertia, learning from past experience, efc.).

Our units of analysis are collaborative strategies adopted by the hotels
(base level) toward the VFFE. In order to investigate the role of collective
actors in fostering the adoption of collaborative strategies at the lower net-
work level, we hyvpothesize that the higher the trust in the association, the
higher the level of collaborative strategy adopted by the hotel.

Hi: Hotels’ trust in the association positively influences the likelihood of

developing a collaborative strategy with the VEF

In agreement with Zaheer e al. (1998), who highlight how the combi-
nation of trust and conflict can differently (in their interdependence) im-
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pact inter-organizational performances, we hypothesize that the higher the
conflict with the association, the lower the level of collaborative strategy
adopted by the hotel.

H2: Hotel’s conflict with the association negatively influences the likeli-
hood of having a collaborative strategy with the VFF.

We tested our hypotheses on survey data collected immediately after
the 68th annual VEFE. The interpretation of the results of our hypotheses
testing is supported by data from semi-structured interviews with network
members, direct observation of participants’ interactions, dm m ents and
archival data of the VFF (Yin, 2009). A more detailed account of the qual-
itative data collected is provided in the Appendix.

3. Methods
3.1 Data

Sample. Our reference population is represented by all the hotels be-
longing to an association located in the area of influence of the VFF From
the total number, a sample of 198 hotels (representing 75% of the popula-
tion) was selected, following the criterion of the representativeness of the
hotels™ category, association and location (in terms of distance from the
Festival).

Questionnaire. A web-based questionnaire was prepared and pre-tested
with association directors. Hotel managers were invited to rmg‘mmf (o our
questionnaire by e-mail. Following Dillman’s techniques (Dillman, 1978;
Dillman, 1991), we followed-up with correspondence in or %cﬁz to maximize
the response rate. We received a total of 69 valid questionnaires fm a final
response rate of 35% of individuals @hmbﬂ dmi willing to participate
(69/198).

Testing for Nonresponse Bias. In order to assess possible threats to the
internal validity of our work, we carried out t-tests to detect differences in
means between respondents and nonparticipating hotels. No ‘*&W?‘l%ﬁ%‘ it dif-
ferences (p-value < 0.01 )W@re :found for the hotels’ mtewm (£= 146, df =

196, p = 0.15), location (t = 2.10, df = 196, p = 0.04), or association (r =
0.29, df = 196, p = 0.78).

3.2. Variables

In order to test our hypotheses we used a set of eight variables: the de-
pendent variable (collaborative strategy), the two explanatory variables
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Tah, 1 ~ Instruments

HMeasures and ltems l.oadings Cronbach’s o
Trust VFF* 815
Letions undertaken by VFF are coherent; | know what 887
i exmm P ‘
VFF s reliable for what concerns collabor atmm (F) 646
Fac ng eventuqa; problems, VFF would be willing to heip us (R) 603
VFF is trustworthy (R) 719
{1 strongly disagree, 4 = neither agree nor disagree,
7 = strongly agree)
Frust association”™ ‘ 939
Actions undertaken by my assoclation are cohere 997
| know what 1o expect (P}
My association has always been evenhanded in collective 869
actions {(F
mcgoiimm looks out for members’ interests with equal 842
ern {F)
TBUre iy m sociation would not act m:;ax'rm "ny 641
ts, even if the cpportunity presented itself {H}n
1id feel a sense of betrayal If my association’s behavior 969
was below my expectati tions {F‘%} a
My association is trustworthy; it mprmw‘f my interests (M) 908
(1 = strongly disagree, 4 = neither agree nor disagree,
7 rongly agree)
¢ al Collaborative Attitude .B94
Effort put into collaborations Is repaid in terms of income ‘582
Fitort put into colleborations is repaid in terms of image n8£§2
f ”t mzﬁ into collaborations is repaid in terms of custome .866
& fQ 't p Jt o collaborations is repaid in terms of customer 820
fidelization
"”f?m? put into collaborations is r@m id in terms of differentiation 821
g? E- ngle disagres, 4 = her agree nor disagree,
7 = sirongly agree)
£ ollaborative Attitude VFF 895
x “ollaboration with the VFF is important for customers’ f‘dw ization 842
Collaboration with the VFF is important for differentiatio 753
Collaboration with the VFF is important for increasing our 899
¢ ipancy rate
o ’mmmt ion with the VFF is important for tying our image 801
a cultural event
“taboration with the VFF is important for reducing 726
arketing costs
<:= taboration with the VFF i Is important for acquiring 803
sibility on the cultural tourism market
{i strol ﬁq y disagree, 4 = neither agree nor disagree,
7 strongly agree)
Collaborative Strategy 8685
the occasion of the last VFF, wur hotel has:
=10] *acmr ism packages @xp itly dedicated to event visitors 614
xd an information service m:mut the event 158
ved some rooms for event visitors 546
vmw ed spec ial services for event visitors B804
marketi rrg cﬂamm gn tied to the event’s brand 302
Had personnet explicitly dedicated to event vigitors &332
Hired temporary wor tiers for the event's duration 802
H faboration agr@@n wents with the VFF 964
Had p&%mmel explicitly dedicated 1o manage 640

b
refationships with ?he VFF
{{ = No, 4 = Yes, it is a consclidated practice}

* B o Predictability, F o= Falmess, R = Reliability

Making Cultural Tourism Networks Work — the role of collective actors

(trust of and conflict with the association), and five control variables (trust
of the VFF, general collaborative attitude, collaborative attitude with the
VFF, importance of collaboration, and star rating). Two variables (conflict
with the association and the importance of collaboration) were measured
through a single item, while five variables were built through the Principal
Components Analysis developed from a set of items in our questionnaire.
Table 1 reports all items used to operationalize these five variables. In or-
der to measure the constructs of interest, we used instruments derived
from the literature where available. We used Cronbach’s o coefficient 1o
estimate the reliability of scales in which all items are wem‘uwﬁ in the
same way. All the o coefficients are well above the recommen aE I value of
0.70 (Nunnally, 1978). Details about the construction of the mnmm
follow.

Trust. In order to measure the two constructs related to trust we started
building our instrument from that created and validated by Rempel er al.
(1985) and later adapted by Zaheer er af. (1998). In the two instruments we
adapted the referent of trust to our context, as either the VFF or the associ-
ation. Initial sets of ifems measuring the two constructs of interest were the
same. However, factor analysis of the two trust measures (assessing the
constructs for unidimensionality) showed a higher measurement power of
reduced subsets of items. The final set of questions contained four items
for “trust in the VFF” and six for “trust in the association”, all coming
from previous literature (Rempel et al., 1985; Zaheer er al., 1998).

Collaborative Attitude. Beginning with the assumption of utility-maxi-
mizing individuals, we focused our attention on the effects of collaborative
relationship performance: the higher the acknowledgment of opportunities
coming from collaboration, the higher the attitude in favor of collabora-
tion. We decided to weight the knowledge of g‘xam‘b%e profit with th@
knowledge of efforts or investment required for building and maintaining
collaborative relationships, thus our items acquired the “effort is re wgi mn
terms of..”” form. We also developed a factor analysis to assess the con-
struct unidimensionality, leading to a final scale constituted by five items.
In order to measure agents’ “collaborative attitude towards VEE”, we
adapted the “general collaborative attitude” scale to the specific context.
This construct expresses the willingness of hotel managers to cooperate
with the VFF, due to their acknowledgment of its relevance in terms of po-
tential revenue (material and immaterial). After testing the construct for
unidimensionality, the final scale is composed ol a group of five items,

Collaborative Strategy. Following Evans (2001), the timplementation of
collaborative strategies in the tourism field can be mmeptm[ zed in terms
of five different strategic areas: marketing, product, information systems,
equipment and human resources, and logistics. We developed our scale
proposing items for each of these strategic areas, asking hotel managers if
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their firm adopted such organizational practices and if they were consoli-
dated ones or not. From the initial group of items, factor analysis led to
the identification of a subset of 9 items with higher measurement proper-
ties.

Conflict. One item measured the degree of conflict between hotels and
their association. This item was adapted from Zaheer et al. (1998) and Van
De Ven and Delbecg (1976).

Importance of Collaboration. One item was dedicated to agents’ self-
sment and their perception of the importance of being involved in co-
rative relationships.

3.3. Analysis

From the scales developed, we built our variables. The dependent vari-
able, “collaborative strategy”, is built as follows: we attributed a “0”, to all
respondents who declared not to have adopted any collaborative activity or,
at most, providing only information service; otherwise, we attributed a 17

All other variables were built on an additive base, as the assessment of
their validity through Cronbach’s o coefficient requires. Since other ele-
ments of the transaction can play a role in the adoption of collaborative
strategies, we controlled for the hotels’ star rating, a good reference for
qualitative levels and specific structural assets of hotel firms.

Table 2 includes some descriptive statistics of our data. A first consider-
ation can be made by observing that only 22% of respondents adopted a
collaborative strategy during the 68th annual Festival. This result in some
way mirrors the general scenario of the destination depicted through the
analysis of archival data and interviews.

The trust variables are both close to the “neutral score”, but respondents
show higher trust levels for their association in comparison to the VIE
This difference can be explained by the low level of interaction that re-
spondents had with the VFF, given that trust is known to be strongly linked
to experience and repeated interactions (Zaheer et al., 1998).

Higher results are registered for the perception of the importance of
collaboration and of a collaborative attitude. The importance of collabo-
ration is on average evaluated 5.75 points out of 7. Interestingly, on the
other hand, the collaborative attitude toward the VFF is assessed signifi-
cantly lower than the general collaborative attitude respondents declare
to have toward generic cultural institutions: 4.17 against the general
.25, Again, it is possible to trace this result back to the low level of col-

2
laborative attitude ever adopted by respondents, but it also suggests that
the effort to build collaborative strategies with the VFF is not perceived
as being worthwhile.

Making Cultural Tourism Netwaorks Work — the role of collective actors

Tab. 2 - Descriptive Statistics

Pariables Mean Std. Dev. ] Z 3 f ¥ ) g
Coll. Strategy (.22 .42 1.00

Trust VEY 4.14 110 062 106

Trust Association 4.38 148 0,31 a42 1.00

Importance Coll. 575 142 G627 021 013 100

Coll. Attitude Gen. 525 1.33 013 023 007 071 100

Coll. Attitude VEF 4.17 158 042 0435 030 060 061 100

Conflict Asan 4.06 177 S0.04 0.03 039 003 <018 006 1.00

Star Ranking 312 .95 020 003 .01 008 010 003004 100

It order to test our hypotheses (H1 and H2) we developed a logit analy-
sis. Our model is in the form of;

p(x) = P(y = 1]x) = G(xB)

where xB = By, By, %0, - Bio % and G(-) is the cumulative distribution function
which maps xf3 into the response probability (Wooldridge, 2001). In the logit
model, where G(2) is the logistic function, the sign of the effect of x, on the
probability of adopting a collaborative strategy is given by the sign of B.. It is
important to know that the magnitude of our parameters is not tied to'a de-
fined scale, and thus only relative comparisons for interpretation are possible.

3.4. Results

Table 3 summarizes the regression results for our models. Model 2 is
shown to better fit our data by dropping the collaborative attitude toward
the VFFE, but both models are shown to fit well with our data

(x>! = 45.801 (7df), p < 0.001 and
¥2? = 45275 (6df), p < 0.001).

Hypothesis 1, predicting a positive impact of trust roward the associa-
tion on collaborative strategies is not supported by our data, namely, we get
a positive coefficient but not a statistically significant one. D )

Hypothesis 2, predicting a negative relation between conflics with the
association and our dependent variable, 1s supported by our data at a 90%
confidence interval (§ =~ 1.06, p < 0.10).

For what concerns other control variables, our results show that fruse
toward the VFF has a positive impact on the adoption of collaborative
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strategies. The coefficient is positive and significant at a 99% confidence
svel (B = 0.75, p < 0.01). o ‘

A positive relation between the perception of the importance of collabo-
ration and the adoption of a collaborative strategy 18 shown by our datgn
with a 90% confidence interval (B = 1.59, p < 0.10). Anjniemgtmg res&xh is
the negative and significant coefficient of the collaborative attitude vamable
(B = - 0.267. p < 0.05), indicating that the higher the general collaborative
attitude, the lower the probability of adopting a collaborative strategy with
the VEF. ’

Discussion of these results is provided in the next section.

b. 3 - Determinants of Collaborative Strategy, Results of Logit Regression
Fariables Model 1 Model 2

Intercept W2 16 R
(7157

Trust VFF

Trust Assn

Bportance Coll,

(1867
-1 06"
(0628
A3 26TEE
(0118

Conthict Assi
Coll At Gen,

Coll Att VEE

Stars [ 5] # 1 dpss
(0,769 )
Mull deviance s 2y 2. 2568d5
Residual deviance 5561 26.98(62dD
3 O1(7d) 45 2750645
A 42.454 498
Observations &9 69

" poe 001, Y p = 0.05, T « 0.01. .
Data inside parenthesis are the corresponding standard errors.

4. The role of single and collective actors: discussing results

In order to give a more comprehensive understanding and more robust-
ness to our results, in this discussion session we triangulate them Wiv{h z}dw
ditional qualitative evidence (a more detailed description of the qualitative
analysis is provided in the Appendix).

Making Cultural Tourism Networks Work — the role of collective actors

Our findings are in line with the literature saying that rrusting the po-
tential parmer is an important precondition to collaborative strategies. In
our empirical case, we found quite a low level of average trust toward the
VFF (4.14 on a 7-points scale), especially considering the long history and
embeddedness of their interactions. This result may be ir

3
aced back to the
difficult past relationship between the VFF and the hospitality system. The
analysis of our interviews suggests that their common history has been
anything but smooth. The VFF’s director describes it as follows:

“We could talk of relationships micro-breaks. A global break never happened. We had
always had a dialogue, a dialogue that still lasts. Some firms some vears worked more
with us, some other years less. Someone was satisfied, someone else was not. The same
can be said for us”.

Regarding the perception of hotels about the importance of collabora-
tion, our analysis shows its positive impact on the adoption of collaborative
strategies, revealing even a double magnitude with respect to trust towards
the VFF. Average assessments for this variable are around 5.75, suggesting
that some fertile ground remains available to build collaborative relation-
ships between the hospitality system and the VEFE. In our interviews, the
importance of collaboration is acknowledged also by association directors,
as well as by the VFF: they define network governance as something ad-
visable, desirable and in some cases necessary. The awareness of the rele-
vance of cooperation probably comes from the negative publicity in the na-
tional and international press about the lack of coordination among the ac-
tors of the destination.

A surprising and interesting result comes from the conirol varis

wble mea-
suring hotels’ attitude toward collaboration: the estimated coefficient pre-
dicted a negative relationship, naroely as the general attitude increases, the
probability of adopting a collaborative strategy decreases. This result sug-
gests how in our context there seems to be an unexplained gap berween
theory and practice, as respondents who have a higher awareness of the
potential benefit of collaboration do not adopt collaborative strategies with
the VFF. Supporting this consideration are data {rom the qualitative analy-
sis reported above: despite the awareness of the potential value that could
be added through network governance, still other factors seem to inhibit
the creation of inter-organizational relationships.

Within this general framework, we contextualize our hypotheses testing
in terms of the following. Hypothesis I predicted a positive relationship be-
tween trust toward the association and the likelihood of adopting a collab-
orative strategy, and Hypothesis 2 predicted a negative relation for the con-
flict dimension. The model estimation returns a positive but not statistical-
Iy significant coefficient for the trust variable (H1 is not supported), while

we get a negative and significant coefficient for the conflic L is sup-




A Moresti, M Fammug

potted). The negative effect of past conflicts with the association on ?h@
willingness to adopt collaborative strategies is even stronger than the effect
of trusting the VFE .

Associdtions, then, are certainly playing a role in the intermediation be-
ween associates and the VFF, since in the presence of conflicts they are
able to negatively influence their members’ willingness to c:wllzaxb@tgm ”Wiﬁih
the Festival, Our results say that the two dimensions of the A:&@omamm}s’
role in fostering collaborative strategies are not symmetrical: conflict
looms larger than trust. é

The role of collective actors in mediating cooperative relationships has
some critical traits in our case study. As the VFF’s director points out:

e are many diffevent hotel associations, nof all representative of the reality of the
ulty”.

“There
hotels. This is ¢ first element of importans dif

Representativeness seems to arise as a context-specific is“zsu@) character-
ized also by a paucity of trust toward the association (with an average
score of 4.38 out of 7) that itself can affect the success of intermediation
processes and consequently the adoption of mﬂabm@tive Stmt.egie&. This
intuition is also supported by the narration of Association 3’s director:

“It often happens that the director comes to the meetings — roundtables for specific r‘mi -
tintives — and then the commumication [within the association] isn I isn't really posi-
vive. So someone, mayhe the “dead wood”, doesn't agree with the conclusions or tim
choices made by the association, and doesn't follow the guidelines, damaging the
whole growp”.

Evidence points in the direction of an important role of associations in
fostering collaborative strategies, and they seem to suggest that Venice's
difficulties may lie in this domain.

Conclusions

In this paper we contributed to answer the question of whether COH@QM
tive actors located in the middle level of a cultural tourism network help in
fostering collaborative strategies between organizations at the top and low-
er levels of the network. The case study of the Venice Film Festival and the
ocal hospitality system was selected as our research smtiqg, g’n‘ven the ac-
ual presence of a middle level and its difficulties in building inter-organt-

1
i\: .
zational relationships.

Tourist destination management research widely acknowledges the rele-
vance of a network form of governance and inter-organizational relation-
ships. Yet the investigation of how this process can be sustained b:y the role
pmj\/@ai by collective actors has somehow been neglected by the literature.

Making Cultural Tourism Networks Work — the role of coll

five actors

We developed our hypotheses in order to investigate if trust and conflict
with the association (our case study’s collective actors of the middie level)
had a positive and negative impact, respectively, on hotels” collaborative
strategies with the VFE Our results confirm that collective actors operating
at the middle level actually affect the likelihood of adopting a collaborative
strategy by actors at the base level of the cultural tourism network. In par-
ticular, in our case, this was an “inhibiting role” due to problems of repre-
sentativeness.

Managerial implications

In the analysis of the tourism destination of Venice, focused on the in-
teraction between the local hospitality system and the Venice Film Pesti-
val, it emerged how the relationships between hotels and both the VFF
and their associations are characterized by a paucity of trust. Hence, a po-
tential path to exiting the failing dynamics of collaboration would be, on
the one hand, to begin some trust-building actions within each associa-
tion, and between hotels and the VFF; on the other hand. to develop
processes of sharing goals and mutual interest communications (Provan
and Kenis, 2007). Associations should promote trust-building processes
among their associates. As the literature highlights (Zaheer er al., 1998),
trust within collective actors could be enhanced through more transparent
communication and decision-making processes, In addition, associations
should be able to enhance trust towards the VFF, for example through a
more extensive communication on the potential benefits of a systemic co-
operation.

Moreover, Zaheer et al. (1998) found that interpersonal and inter-orga-
nizational trust are two different concepts, although highly correlated: thus
developing individual-level trust through tearn building processes (for in-
stance, the creation of small project-oriented commissions) would have a
posifive impact also on inter-organizational trust (Das and Teng, 2001
Likewise, building routines or specific policies and procedures for interac-
tions would create some reciprocal control mechanisms between organiza-
tions (Littler and Leverick, 1995).

Finally, the present study highlighted the importance for cultural
tourism destinations to have reliable collective actors: these subjects, in
fact, could be able to manage the convergence of their members’ interests,
often numerous and fragmented, toward shared and collective strategies
(Della Corte and Aria, 2014). Thus the local administrator could foster the
emergence of such collective actors and promote their legitimacy, in order
to find the best interlocutors for public policies and project development.

Future research directions
Our work contributes to developing a general framework for the analy-
sis of cultural tourism destinations that are amenable for network gover-
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natice. This study: could be replicated in other research settings in order to
assess its external validity, and namely to investigate the role of collective
actors in different contexts. Moreover, an interesting extension of the pre-
sent work would be a further investigation of the role of collective actors,
assessing the magnitude of their influence on collaborations’ successes or
failures. In-our context, the scarcity of actual collaberative strategies adopt-
ed did not allow for the development of a deeper analysis of the weight
collective actors have in the collaboration-building process. Nevertheless,
our preliminary ﬁmdmga sustained by the qualitative analysis suggest that
mobilizing practices within associations (our reference for the middle lev-
el) can significantly affect the possibility of developing network forms of
governance. Hence, an intriguing possibility for future research in this field
could consider the extension of the analysis of collective actors”™ role to
theories of political coalitions (March, 1962) and social movements (Ka-
plan, 2008).
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