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Abstract: The purpose of this study was to determine if social undermining as perceived by frontline
employees significantly affects their emotional exhaustion and procrastination behavior and to clarify
the moderating role of positive psychological capital. A total of 310 deluxe hotel employees in
South Korea participated in this study by completing a self-administered questionnaire. The study
results showed that social undermining perceived by deluxe hotel employees positively influenced
their emotional exhaustion. In addition, when emotional exhaustion became severe, employees’
procrastination behavior, which harmed their organizations, increased. Additionally, the findings
suggest a mediating effect, thereby indicating that employees’ procrastination behaviors may increase
when they experience emotional exhaustion resulting from social undermining. When employees
perform their jobs with a positive attitude in a work situation, the negative influence of social
undermining and emotional exhaustion may be partially offset. Limitations and future research
directions are also discussed.

Keywords: social undermining; emotional exhaustion; procrastination behavior; positive psychologi-
cal capital; deluxe hotel

1. Introduction

Individuals’ healthy and supportive relationships with those they encounter in an
organization are a highly important resource for their happiness and performance [1,2].
From an organizational perspective, smooth interpersonal relationships are essential to its
efficient and effective functioning [3]. Individuals’ failure to form positive relationships
with others in a social group, such as an organization, leads to their decreased organiza-
tional performance. Social undermining is an offense committed by an individual that
intentionally diminishes another’s good reputation and obstructs positive relationships
with others in an organization [4]. Hence, social undermining can be viewed as a type
of interpersonal relationship abuse [5]. Social undermining causes interpersonal relation-
ship behavior that can damage social capital [6,7], ultimately incurring social costs [8].
Damage due to social undermining by an individual is initially minor, but can become a
serious problem when an employee advances their own position through actions, such
as continuous underestimation, slander, non-disclosure of information, ignorance, and
intentional silence, that adversely affect others [9]. The victims’ resulting perception of a
negative social environment triggers their conflictive social interactions, which results in
an undesirable outcome for the assailant as well as the organization as a whole [3,10–12].

Deluxe hotels specifically provide a wide range of special services to customers. Their
employees perform tasks that place them in close relationships with their superiors, cowork-
ers, and customers. Mathisen et al. [13] asserted that disadvantageous and poor working
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conditions aggravated negative emotions among employees, making them overlook and
take social undermining for granted, and they found that such social undermining had
a high possibility of taking place in a hierarchical organizational culture [14]. Such a sit-
uation corresponds closely with the culture and organizational characteristics of hotels.
Nonetheless, there has been no research that has investigated social undermining in deluxe
hotels. In addition, employees’ procrastination behaviors are highly expensive to an organi-
zation [15]. Ferrari et al. [16] and Sirois [17] noted that procrastination behaviors ordinarily
accompanied employees’ stress, psychological discomfort, and poor health conditions, and
therefore resulted in the organization’s negative performance. Sharma and Gupta [18]
observed that 50% of the time used surfing on the Internet during working hours was
unrelated to the job. In addition, our study will be able to provide substantial results, as
employees at five-star hotels comprise a typical occupational group that performs emo-
tional labor and emotional exhaustion is their most significant stress factor [19] and the
organizational climate can be changed through positive psychological capital [20]. Positive
psychological capital, which refers to psychological conditions experienced in working
circumstances, is highly important because it can change depending on the organizational
climate, rather than being fixed as a personal characteristic [21]. Therefore, the purpose of
this study was as follows: (1) to examine the influence of social undermining on emotional
exhaustion and procrastination behavior; (2) to verify the influence of emotional exhaustion
on procrastination behavior; (3) to clarify the mediating effect of emotional exhaustion
on social undermining and procrastination behavior; (4) to investigate the moderating
effect role of positive psychology capital. Through this study, awareness of the importance
of social undermining that occurs in the socialization process of organization can be in-
creased. Investigations into the negative influence of social undermining will provide an
opportunity to discuss responsive measures at an organizational level.

2. Literature Review and Conceptual Model
2.1. Theoretical Framework

A study proved that social undermining is in a close relationship with negative be-
havior based on the social cognitive theory [22], arguing that learning takes place through
interaction among personal factors, environmental events, and behaviors. Social undermin-
ing negatively affects individuals’ social relationships and their success [9] and refers to
intentional behaviors to continuously impede individuals’ efforts to have positive interper-
sonal relationships and to develop a favorable reputation [4]. Sassali [23] defined emotional
exhaustion as a state in which energy is exhausted due to the continuous frustration of
individual desires. Montgomery et al. [24] defined emotional exhaustion as decreased
job performance ability resulting from exhaustion of physical, emotional, and mental
energy [25]. Procrastination behavior means procrastinating work for unnecessary and
unreasonable purposes in a job situation [26]. PPC is an organizational member’s positive
psychological state and considers an individual’s psychological state in a job situation, not
their characteristic disposition [21]. In addition, we tried to verify if the negative impact
of social undermining can be recovered through positive psychological capital through
resource conservation theory [27–29]. In this study, we intended to explore the effects of
social undermining on emotional exhaustion and procrastination behavior using these
variables and examine the moderating role of PPC (Figure 1).

2.2. Relationships among Social Undermining and Emotional Exhaustion

Several studies have focused on social undermining and its positive relationship
with employees’ emotional exhaustion (see hypothesis below). Grant et al. [30] suggested
that social undermining made social welfare workers hypersensitive and increased their
emotional exhaustion, triggering depression or anxiety. Additionally, Andersson and
Pearson [31] stated that behaviors by individuals’ coworkers, customers, and superiors
that weakened and intimidated these individuals provided motivation for the victim to
retaliate with similar behavior by responding adversely to such negative behavior, thereby
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triggering serious conflicts in the workplace. Bakker et al. [32] observed that social under-
mining perceived by employees in their socialization process had a significant positive
correlation with their emotional exhaustion. In addition, Strongman [33] found that so-
cial undermining aggravated individuals’ psychological pain and emotional exhaustion,
whereas social support increased their emotional health. Rahimnia et al. [34] determined
that social undermining experienced by nurses in their work environment increased their
burnout and that decreasing the elements of social undermining may weaken their burnout.
Furthermore, Sârbescu et al. [2] asserted that social undermining committed by supervisors
increased employees’ burnout and that their experience of social undermining was closely
related with their emotional exhaustion [35]. In a similar context, Kalliath and Beck [36]
argued that supervisors’ insufficient support and their lack of assistance were major fac-
tors for increasing employees’ burnout, and Muhammad and Hamdy [37] observed that
employees’ emotional exhaustion decreased when they perceived they were receiving
support from their superiors. Charoensukmongkol et al. [38] found that collaboration with
coworkers and supervisors and their support reduced employees’ emotional exhaustion.
In addition, Meier and Cho [39] cited that social undermining among colleagues increased
psychological separation. Cho et al. [40], Prof and Yagil [41], and Silter et al. [42] asserted
that employees’ emotional exhaustion rapidly increased when they were subject to social
incivility or unjust treatment by customers. Based on these integrated results of previous
studies, we opined that employees’ increased experience with social undermining in their
organizations would lead to their increased emotional exhaustion.

Hypothesis 1. Social undermining has a positive relationship with emotional exhaustion.
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2.3. Relationships among Social Undermining, and Procrastination Behavior

No previous study examined the relationship between social undermining and pro-
crastination behaviors. Nonetheless, the following studies examined the association be-
tween social undermining and employees’ negative behaviors under the assumption that
employees’ procrastination behaviors are negative behaviors that harm an organization.
Duffy et al. [4] noted that social undermining encouraged counterproductive behaviors in
employees. Duffy et al. [43] asserted that a high level of undermining in a social context
increased the possibility for employees to harm to their organizations and that there was a
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close correlation between social undermining and counterproductive worker behaviors.
Lee and Spector [44] found that disputes with supervisors and coworkers encouraged coun-
terproductive behaviors by employees. Crossley [14] observed that social undermining
committed by supervisors or coworkers may provoke avoidance behaviors or retaliation
against an unidentified member(s) of the general public. Duffy et al. [9] suggested that
frequently occurring social undermining leads to employees’ moral deviation. Yoo [45]
argued that a person believes that they are not appropriate for certain work when they be-
come aware of social undermining from boss and colleagues; the possibility of conducting
actions harmful to the organization and customers increases in this case. On the contrary,
low awareness of social undermining can make the member not only fulfill their own role
but also conduct behaviors that benefit the organization. Ong and Tay [46] asserted that
social undermining by coworkers decreased the positive effect of the employees’ organiza-
tional citizenship behaviors. In a similar context, Sabeen and Arshad [47] noted that social
undermining has a direct impact on psychological and overall wellbeing. Furthermore, it
affects work performance and eventually causes negative behaviors, such as withdrawal
or drop out from voluntary action. Consequently, the social undermining experienced by
employees will reduce the possibility that they behave positively for their organizations.

Hypothesis 2. Social undermining has a positive relationship with procrastination behavior.

2.4. Relationships between Emotional Exhaustion and Procrastination Behavior

Studies have shown a positive relationship between employees’ emotional exhaustion
and procrastination behavior, Liang and Hsieh [48] observed that emotional exhaustion
experienced by employees in their organizations significantly increased counterproductive
behaviors that were harmful to their organizations. Krischer et al. [49] said that employees
with emotional exhaustion were highly likely to execute counterproductive work behav-
iors. Additionally, Cropanzano et al. [50] and Van Jaarsveld et al. [51] determined that
employees’ emotional exhaustion is a type of chronic exhaustion that positively influences
employees’ deviant behaviors because such undermining is detrimental to their ability to
properly maintain their job-related behaviors and to inhibit inadequate job-related behav-
iors. Furthermore, Çelik et al. [52] noted that when employees experienced exhaustion
in a job situation, they were likely to act aberrantly in interpersonal relationships. In a
study of students, Balkis [53] observed that their exhaustion and intentional academic
procrastination had a very close correlation. Ugwu et al. [54] found that, compared to those
with a low level of exhaustion, employees with a high level of exhaustion were likely to
intentionally use counterproductive behaviors harmful to their organization. Given these
findings, a third hypothesis was developed:

Hypothesis 3. Employees’ emotional exhaustion has a positive relationship with procrastination
behavior.

2.5. Moderating Role of Employees’ Positive Psychological Capital (PPC)

No research has examined PPC as a moderating variable that alleviates the negative
influence of social undermining in employees’ socialization process in an organization.
However, Luthans et al. [21] emphasized the effectiveness of employees’ positive psychol-
ogy, noting that employees’ PPC affected an organization’s supportive climate. In addition,
employees’ PPC increased their positive behaviors and decreased their negative behaviors
within an organization [55]. Lee and Choi [56] reported that PPC boosted employees’
positive psychological state and motivational process, thereby increasing their degree of
satisfaction with their job and significantly affecting their perceived performance. George
and Brief [57] found that employees’ positive psychology or experiences were directly
related to their willingness to help their coworkers or superiors. In a study of variables
that may moderate the negative influence of social undermining, Rahimnia et al. [34]
noted that self-esteem decreased the influence of social undermining on burnout and that
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high self-esteem may offset the negative influence of social undermining. In addition,
Grant et al. [27] explained that the negative influence of social undermining on burnout
was reduced when employees perceived that they were receiving social support. Yoo [45]
argued that the effect of social undermining perceived by employees on their negative
performance decreased when they perceived organizational fairness or had a high level of
ethical faith. Lee et al. [58] also observed that employees may unwittingly display the same
behaviors, but they were less likely to if they had a high level of moral identity. Meier and
Cho [39] said that the higher the positive job satisfaction with social relationships in an orga-
nization, the lower the negative impact of social undermining. Shu and Lazatkhan [7] also
demonstrated that positive confidence weakens the negative impact of social undermining.

Based on the above studies, we supposed that the negative influence of social un-
dermining on employees’ emotional exhaustion and procrastination behaviors decreases
when they have adequate PPC. Thus, we assumed that the effects would be felt through
the moderating role of PPC, as stated in Hypothesis 4:

Hypothesis 4. Employees’ PPC reduces the effect of social undermining on emotional exhaustion
and procrastination behavior.

3. Research Methodology
3.1. Sample and Data Collection

The data used in this study were collected from five 5-star hotels in Seoul, the capital
of South Korea, in 2018. The 5-star hotels were defined as those with 200 or more rooms.
A total of 22 five-star hotels were selected using the 2017 data from the Korea Tourism
Organization. The authors requested participation in a survey from all 22 hotels. Among
them, five hotels agreed to take the survey. A total of 100 questionnaires were distributed
to each of the five hotels after consent was obtained from their human resource managers.
The sample size was determined by population size. Assuming the number of frontline
employees of each hotel to be 400 on average and the number of total employees to be
approximately 8800, the number of experimental subjects was 440 with a 5% margin of
error. The sample size was determined to be 500 by considering the effective sample size.
Convenience sampling was employed because it was impossible to obtain the consent of
each respondent. A total of 500 employees participated in the study by completing a self-
administered questionnaire. Survey participants were able to withdraw from participation
at any time, even after the survey was initiated, and they were notified in advance that there
would be no disadvantage resulting from such withdrawal. Our explanation of the research
purpose was provided in the first part of the questionnaire. The subjects completed the
survey questionnaire in a separately prepared place during their designated breaks. The
completed questionnaires were put in a sealed envelope to protect anonymity, which we
then collected. Incomplete questionnaires were removed, and a total of 310 questionnaires
were used for final analysis. The sex ratio was 58.4% male to 41.6% female. Most employees
(51.5%) were 30 to 39 years of age. Employees’ education levels were reported as primarily
holding a university degree (46.1%), and 42.3% of the sample had been working for 6 to
10 years at the current hotel.

3.2. Instrument Development

By referring to Brislin [59], the questionnaire items originally written in English
were translated to the Korean language using the reverse-translation method. According
to Adler [60], the reverse-translation method should be performed by those who are
well-aware of the relevant culture as well as the language. For conceptual homogeneity
and accuracy, we corrected ambiguous expressions before administering the survey. The
ambiguous expressions were deleted through a pre-test (50 subjects). The confirmed
operational definition of the measurement items is described next. Social undermining
was measured using the 12-item instrument developed by the scales by Duffy et al. [4]. In
addition, emotional exhaustion was evaluated using a 5-item scale developed by Tepper [61]
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and Maslach and Jackson [62]. To measure employees’ procrastination behavior, seven
items were adopted from the scales developed by Lay [63] and Metin et al. [64]. PPC was
evaluated with a 6-item scale developed by Luthans et al. [21] and Luthans and Youssef [65].
All items were rated on a 7-point Likert scale (1 = strongly disagree to 7 = strongly agree).

3.3. Data Analysis

We ascertained the validity and reliability of the measured items and verified the
study hypotheses using IBM SPSS ver. 23.0 (IBM, Armonk, NY, USA) and IBM Analysis of
a Moment Structures (Amos) ver. 24.0. SPSS was employed to examine the respondents’
demographic characteristics and the reliability of the scales and to perform a descriptive
statistical analysis. In addition, a second-order confirmatory factor analysis was per-
formed [66] because the first-order structure was reflective and the second-order structure
was formative. In particular, this analysis method was chosen to find the three-factor
structure if there were multiple sub-dimensions, as in social undermining. Amos was used
to verify the validity of measured items, and to analyze structural equation modeling (SEM)
aimed at verifying the four hypotheses.

4. Results
4.1. Measurement Model

The CFA was conducted using the two-step approach of Anderson and Gerbing [67],
and a second-order confirmatory factor analysis was performed for a clear inference of the
sub-concepts of social undermining. CFA is a method used to analyze the validity of the
factor structure of measured variables collected before investigating the causal relationships
of a developed theoretical model. Notably, we used higher-order construct models to test
the unidimensionality of concepts, and to test the validity of multiple sub-dimensions.
First, the adequacy of the measurement models for the three sub-dimensions of social
undermining was evaluated based on the results of a comparative analysis. This showed
that one second-order factor and three first-order factors were most appropriate (Table 1).
Based on this result, a second-order CFA was performed. As shown in Table 2, Cronbach’s
alpha ranged from 0.718 to 0.966 according to the reliability test, which is acceptable [68].
The composite construct reliability was 0.6 or higher. Path coefficients of all measured
items were 0.7 or higher except for the second-order values [67,69]. In addition, the overall
goodness-of-fit of the model was excellent (χ2 = 750.865; degree of freedom = 396; χ2/degree
of freedom = 1.896; comparative fix index (CFI) = 0.854; normed fit index (NFI) = 0.915;
CFI = 0.958; root mean square error of approximation (RMSEA) = 0.054). ASV and MSV
were smaller than the AVE value; thus, the discriminant validity of the model was proved
(Table 3).

Table 1. Comparison of measurement models for social undermining.

Model Factor χ2 df ∆χ2 χ2/df GFI CFI RMSEA AIC

1 One factor 1077.754 54 - 19.958 0.554 0.658 0.235 1125.754
2 Three first-order factors 404.074 54 - 7.483 0.831 0.883 0.137 452.074

3 One second-order factor
with three first-order factors 163.383 51 123.30 *

∆df = 3 3.204 0.926 0.962 0.080 217.383

Note: * p < 0.05 (∆χ2
df=3 7.81).

4.2. SEM

Table 4 displays the directionality and the influence of the structured path coefficients.
The chi-squared value shows that the overall model was not appropriate for the data
(df = 246, χ2 = 501.555, p < 0.001); as it sensitively responded to the size of the sample [70],
other goodness-of-fit indexes were reviewed. The χ2/df, GFI, NFI, CFI, IFI, RMSEA, and
RMR were 2.039, 0.875, 0.920, 0.957, 0.958, 0.058, and 0.092, respectively, and the goodness-
of-fit of the structural model was verified [71].
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Table 2. Reliabilities and confirmatory factor analysis properties.

Construct Standardized Loading t-Value Composite
Reliabilities (AVE) Cronbach’s Alpha

Supervisor undermining 0.837 0.890
SU1 0.804 Fixed (0.670)
SU2 0.792 15.212 ***
SU3 0.883 17.310 ***
SU4 0.794 15.256 ***

Co-worker undermining 0.849 0.904
SU5 0.856 fixed (0.703)
SU6 0.843 18.192 ***
SU7 0.799 16.769 ***
SU8 0.857 18.636 ***

Customer undermining 0.925 0.922
SU9 0.862 fixed (0.768)
SU10 0.893 27.214 ***
SU11 0.884 26.742 ***
SU12 0.867 25.137 ***

Social undermining 0.621 0.718
Supervisor undermining 0.789 fixed (0.421)
Coworker undermining 0.552 6.259 ***
Customer undermining 0.582 6.674 ***

Emotional exhaustion 0.869 0.901
EX1 0.700 fixed (0.650)
EX2 0.868 13.261 ***
EX3 0.808 12.523 ***
EX4 0.851 13.066 ***
EX5 0.822 12.697 ***

Procrastination behavior 0.899 0.948
PB1 0.863 fixed (0.723)
PB2 0.869 20.776 ***
PB3 0.854 20.089 ***
PB4 0.784 17.303 ***
PB5 0.842 19.585 ***
PB6 0.856 20.183 ***
PB7 0.883 21.427 ***

Positive psychological
capital 0.940 0.966

PPC1 0.921 fixed (0.826)
PPC2 0.918 28.309 ***
PPC3 0.908 27.326 ***
PPC4 0.907 27.360 ***
PPC5 0.900 26.669 ***
PPC6 0.901 26.654 ***

Note: χ2 = 750.864, df = 396, χ2/df = 1.896, goodness-of-fit index (GFI) = 0.854, normed fit index (NFI) = 0.915,
comparative fit index (CFI) = 0.958, root mean square error of approximation (RMSEA) = 0.054; *** p < 0.001.

Table 3. Mean, standard deviations and correlations among the latent constructs.

Construct
Discriminant Validity Descriptive Statistics

1 2 3 4 AVE ASV MSV M ± SD

1. Social undermining 1 0.421 0.179 0.260 4.77 ± 0.87
2. Emotional exhaustion 0.424 1 0.650 0.124 0.260 4.67 ± 0.99

3. Procrastination behavior 0.101 0.301 1 0.723 0.091 0.158 3.73 ± 1.24
4. Positive psychological capital −0.183 −0.190 −0.388 1 0.826 0.062 0.158 3.85 ± 1.25

Note: All correlations are significant at p = 0.05; SD = standard deviation; AVE = average variance extracted;
ASV = average shared variance; MSV = maximum shared variance.
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Table 4. Structural parameter estimates.

Hypothesized Path (Stated as Alternative Hypothesis) Standardized Path
Coefficients t-Value Results

Hypothesis 1: Social undermining→ Emotional exhaustion 0.511 5.669 *** Adopted
Hypothesis 2: Social undermining→ Procrastination behavior 0.068 0.810 ns Not adopted

Hypothesis 3: Emotional exhaustion→ Procrastination behavior 0.360 4.605 *** Adopted
Goodness-of-fit statistics χ2

(246) = 501.555 (p < 0.001)
χ2/df = 2.039
GFI = 0.875
NFI = 0.920
CFI = 0.957
IFI = 0.958

RMSEA = 0.058
RMR = 0.092

Note: *** p < 0.001, ns not significant; GFI = goodness-of-fit index; NFI = normed fit index; CFI = comparative
fit index; IFI = incremental fit index; RMSEA = root mean square error of approximation; RMR = root mean
square residual. Fully mediating role of emotional exhaustion. Indirect effect: Social undermining→ emotional
exhaustion→ procrastination behavior. Point estimate: 0.184 (p < 0.05); bias-corrected bootstrap 95% CI: 0.125
(LL); 0.270 (UL). Aroian version of the Sobel test: Z = 2.651 (p < 0.05).

The analysis led to the support of hypothesis 1, on the positive relationship be-
tween social undermining perceived by employees and their emotional exhaustion (beta
value = 0.511, t value = 5.669, p < 0.001). These analysis results indicated that employees
who clearly perceived social undermining were likely to experience increased emotional
exhaustion. On the other hand, hypothesis 2, on the positive relationship between so-
cial undermining and procrastination behavior, was not supported (beta-Value = 0.068,
t-Value = 0.810, p > 0.05). In this study, social undermining perceived by employees had no
direct significant effect on employees’ procrastination behavior. As predicted, hypothesis
3, on the positive influence of employees’ emotional exhaustion on their procrastination
behavior, was supported (beta value = 0.360, t-value = 4.605, p < 0.001). This means that
employees were likely to use procrastination behaviors harmful to their organization as
their emotional exhaustion increased. The support for hypotheses 1 and 3 means that em-
ployees’ perceived social undermining indirectly affected their procrastination behaviors
via their emotional exhaustion, although their social undermining and procrastination
behavior had no direct association with each other. Accordingly, such a causal relationship
verified the mediating effect of emotional exhaustion. In the model, the direct effect of
emotional exhaustion on procrastination behavior was controlled to be zero to examine the
mediating effect of emotional exhaustion. We evaluated whether the four conditions for
the mediating role of emotional exhaustion, for which we referred to Baron and Kenny [72],
were met (beta value = 0.184, p < 0.05). As a result of bootstrapping to confirm the statistical
significance of the indirect effect, as mentioned by Preacher and Hayes [73], we found
that zero was not included in this section (LL and UL). The Sobel test also showed the
importance of emotional exhaustion [74], supporting its fully mediating effect (Z-score
2.651, p < 0.05), whereby the fully mediating effect of emotional exhaustion being verified
was considered.

In addition, to verify hypothesis 4, of the causal relationship among social undermin-
ing, emotional exhaustion, and procrastination behavior being moderated by employees’
PPC, the unconstrained model and the constrained model were comparatively analyzed
(Table 5). We performed the analysis by differentiating the subjects into groups with high
and low PPC, based on their average value. The analysis results showed that the pos-
itive influence of social undermining on procrastination behavior was significant only
when the level of PPC was low and when employees with a high level of PPC did not
use procrastination behaviors caused by social undermining. Although there was no sig-
nificant moderating effect of PPC on the relationship between social undermining and
emotional exhaustion or between emotional exhaustion and procrastination behavior, the
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negative influence of social undermining was partially decreased by high PPC. Accordingly,
hypothesis 4 was partially supported.

Table 5. Moderating effects of employees’ positive psychological capital (PPC).

High PPC (N = 181) Low PPC (N = 129) Unconstrained
Model Chi-Squared

(df = 492)

Constrained Model
Chi-Squared

(df = 493)

∆χ2

(df = 1)Standardized
Coefficients t-Value Standardized

Coefficients t-Value

Social undermining→
Emotional exhaustion 0.376 3.105 ** 0.588 4.537 *** 865.011 3.981 ns

Social undermining→
Procrastination behavior 0.173 1.686 ns 0.402 2.625 ** 861.030 871.555 10.025 *

Emotional exhaustion→
Procrastination behavior 0.287 3.146 ** 0.477 3.479 *** 861.038 0.008 ns

Note: χ2/df = 1.750; GFI = 0.797; NFI = 0.852; TLI = 0.930; CFI = 0.938; IFI = 0.939; RMSEA = 0.049; * p < 0.05,
** p < 0.01, *** p < 0.001, ns Not significant.

5. Discussion and Implications
5.1. Discussion and Theoretical Implications

The aim of this study was to examine the influence of social undermining on the
emotional exhaustion and the procrastination behavior of deluxe hotel frontline employees
and to clarify the moderating role of PPC in this causal relationship. This was prompted
by the increasing importance of social undermining experienced by employees during the
socialization process in their organizations. The study results showed that social undermin-
ing perceived by deluxe hotel employees positively influenced their emotional exhaustion.
This is consistent with previous studies that showed that employees’ emotional exhaustion
became severe when they experienced social undermining in a job situation [30,31,34]. In
addition, when emotional exhaustion became severe, employees’ procrastination behavior
that was harmful to their organizations increased; this suggested that the emotional exhaus-
tion they experience in their organizations is likely to lead to a high level of procrastination
behavior [53]. On the contrary, a low level of emotional exhaustion decreased procrasti-
nation behavior. Nonetheless, a prudent approach is necessary to interpret the analysis
results of the insignificant relationship between social undermining and procrastination
behavior. The results of the present study are not consistent with those of previous studies
that verified the causal relationship between social undermining and employees’ negative
behaviors [4], and a direct causal relationship between social undermining and employees’
procrastination behaviors was not ascertained. In other words, procrastination behaviors
may not increase even after experiencing social undermining. Nevertheless, we verified the
mediating effect, indicating that employees’ procrastination behaviors may increase when
they experience emotional exhaustion resulting from social undermining. The findings of
Ong and Tray [46] support the results of this study, showing that there is no direct correla-
tion between social undermining and employees’ counterproductive behaviors. Another
study concluded that employees with a high level of PPC were relatively less likely to use
procrastination behaviors resulting from social undermining than those with a low level of
PPC [21]. This means that when employees perform their job with a positive attitude in
a work situation, the negative influence of social undermining and emotional exhaustion
may be partially offset.

Based on these results, theoretical implications of this study can be summarized as
follows: The subject of this study was employees performing services in the forefront of
deluxe hotels. In case of the deluxe hotel employees who work through regular interaction
with bosses and colleagues in a restricted space of hotel, the occurrence frequency of social
undermining is likely to be higher than for other jobs. From this perspective, this study’s
findings have academic significance as this was a pioneering work in which we examined
the extent of social undermining that prevails in deluxe hotels. Furthermore, most of the
previous studies related to the social undermining were single-dimensional research that
examined the differences in awareness at an exploratory level. In our study, in which
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we examined social undermining from multiple perspectives through second-order factor
analysis, provides fundamental data necessary for stimulating or expanding future studies.

5.2. Practical Implications

We suggest the following points: Through this study, we attempted to call the attention
of managers of 5-star hotels to the importance of social undermining by highlighting its
negative effect on organizational performance. One important finding of this study is that,
thus far, many studies have examined the significant association between social undermin-
ing and employees’ negative behaviors, but no research had been conducted on deluxe
hotel employees. In addition, a scarcely considered dependent variable, procrastination
behavior as a negative behavior, was employed for this study. Clearly, social undermining
does not directly contribute to increasing employees’ procrastination behaviors. Nonethe-
less, this study’s findings clarified the organic mechanism that may encourage employees’
procrastination behaviors as social undermining perceived by them during the socialization
process increases employees’ emotional exhaustion. This study has practical meaning:
organizations can encourage members to progressively respond to disadvantageous social
undermining. They should encourage their members to control and manage negative emo-
tions in an appropriate way. Furthermore, this study verified that the negative influence
of social undermining may be alleviated by a high level of PPC, which is an intangible
resource and not a fixed character that may be changed by the employees’ organizations,
coworkers, and supervisors. We explored a new variable that may moderate the causal
relationship rather than simply verifying it. Specific measures to equip employees with
a high level of PPC are needed to weaken the influence of social undermining. Among
others, establishing a supportive organizational culture and atmosphere by providing
diverse learning opportunities and psychological counseling is necessary to understand
organizational members’ psychological conditions. Moreover, supporting activities other
than work tasks, such as leisure programs after work or small group meetings within the
company, is necessary so that employees can share positive emotions with their coworkers
and superiors. Another implication of this study is that the importance of social under-
mining should be recognized and that attention should be paid to it. The perpetrators of
social undermining that occurs in an organization may be unaware that they are harming
others; therefore, education using visual data or videos should be provided that publicize
socially undermining behaviors. In addition, we verified that the role of a manager is
important in creating an ethical atmosphere so that social undermining does not take place.
Management should be aware of the ripple effect of social undermining and should make it
known that it is a significantly negative and harmful behavior that employees should avoid.
From a long-term perspective, a systematic tool to prevent social undermining should be
developed. To this end, an organizational cultural atmosphere should be established in
which members do not denounce or undermine others during the socialization process. In
particular, it should be emphasized that such behaviors may affect individual employees’
performance and their organization’s morale, and may disturb the organization’s goals. An
organizational culture in which social undermining is prevalent is directly related to the
ethical image of the organization, and the resulting ripple effect is considerable. Therefore,
improvement in the communication system at an organizational level or the formation of
an autonomous organizational atmosphere is necessary.

5.3. Limitations and Future Research

First, the sample of this study was confined to frontline employees in deluxe hotels,
and generalization of the results should be applied to the specific scope of this industry.
Moreover, the respondents participated in the survey based on their own free will, but
their managers encouraged their participation, which may have influenced their responses.
Second, this study emphasized the importance of social undermining but did not determine
a direct effect of social undermining perceived by employees on their procrastination
behaviors. Therefore, future research should explore and evaluate a new variable that
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mediates or moderates social undermining and procrastination behaviors. Furthermore,
individual variables, such as sensitivity to ethical values, sex, or cultural differences that
may weaken the relationships among the elements should be taken into consideration. For
example, research is necessary on whether employees in an Asian culture more frequently
experience social undermining than their counterparts in a Western culture and whether
the negative influence of social undermining on the former is stronger than that on the
latter. Third, in this study, social undermining perceived by hotel employees in deluxe
hotels was examined experientially. Such research results provide valuable insights into the
associations among social undermining, emotional exhaustion, procrastination behavior,
and PPC. In future research, the scope of the subjects should be expanded to include
customers, superiors, coworkers, and managers to reduce social undermining by employees
given the dynamics of the deluxe hotel industry.
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