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ABSTRACT: It is well known that guests are able to make an initial impression within seconds.
Additionally, surveys have frequently ranked cleanliness and appearance among the most imporroom maintenance issues? Product defects such as a frayed carpet, or a non-functioning remote
negatively affect guest’s perceptions of the hotel. Whereas properties typically schedule routine
maintenance checks, and respond to guest-initiated requests, could a crowdsourced approach to
guest initiated maintenance service calls in order to determine if there exists a solution in which
gion was selected in order to study the phenomenon. conversations were held with employees
to better understand current practices, and follow-up interviews were conducted with key stakean overview of the current processes and procedures in relation to product defects and maintenance service. The study provides an assessment of the applicability of implementing a crowders has been distilled into opportunities for implementation, and challenges that would be faced.
Keywords: Lodging, hotels, crowdsourcing, open Innovation, Maintenance, Product defects

InTroducTIon
one day you might have the pleasure of staying at a four diamond
rated hotel in orlando, florida. The hotel, a grand affair, will most
Brendan M. Richard is a doctoral candidate in the Methodology, Measurement and Analysis program at the university of central florida, uSA. email: brendan@rollins.edu. William P.
Perry, Jr., is a senior hotel executive and Global head of hotel Asset Management for cii hotels & resorts, Johannesburg, South Africa. email: William@ciiholdings. com.
kon is a Professor at the faculty of Management of the university of economics in Katowice,
Poland. email: wojciech.czakon@ue.katowice.pl. Katarzyna Czernek, Phd, is Assistant Professor at Katowice university of economics, Poland. email: katarzyna.czernek@ue.katowice.pl.

197

The IMPAcT of croWdSourcInG

likely be a luxury-class resort with ample grounds, a golf course and a
convention centre. Lavish by hotel standards, but not terribly uncommon here in the theme-park capital of the world, which is a focal point
for attractions, entertainment and excitement. driving down the treeits lush green surroundings. The entrance, predictably, is dominated
by a large water fountain, and is populated by an army of attendants
ready to assist the guest. The lobby, expansive and themed reminiscent of an Italian villa is imposing, tidy and polished. The accommodations, stocked with amenities, and possessing expansive views of the
surrounding scenery, are a welcome respite from the frenzied nature
of business travel. Given the luxuriousness of the surroundings, the
our story begins here, inside of a pleasant hotel room, at a luxuryclass resort, in the heart of one of the world’s entertainment capitals.
yourself in a corner suite high in the hotel’s main tower. While perusing the room, you begin an almost ritual process of relaxation that acfamiliarize yourself with the surroundings. running through a mencasual inspection of the room. It is at this point that you might notice
an almost inconsequential product defect, something that draws little
emotion, or causes negligible concern, but non-the-less represents a
deviation from the high standards of the property.
inconsequential. Given the extensive usage of the room by the guests,
and the vigorous regiment of cleaning, upturned carpet can be a common occurrence. Along the same vain are tens of other small, simple,
that bulb in the desk lamp is broken? have you ever attempted to turn
died? Perhaps you have encountered some small product defect yourself
over the course of your travels. More often than not it is a forgettable
defect, a problem that if deemed serious enough by the guest results in
Why care about such a trivial affair? An occurrence of this nature
frequently. but certainly the hotel maintenance staff isn’t oblivious to
these small product defects? certainly they must take some form of
pro-active action to limit the extent to which guests experience product
defects? The answer to that question is yes. Most properties do have
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in place processes and procedures that seek to limit the exposure of
product defects to the guest. even so, every maintenance issue that
occurs that is unaccounted for prior to a guest’s arrival represents a
potential loss due to a perceived failure of the service and / or brand.
operating in this reality of a constant stream of minor product defects,
how can a hotel best act in order to minimize their potential impact to
guest satisfaction and loyalty?
hotels cannot be faulted for a lack of effort, or a lack of a determination to minimize the incidence rate of product defects. Preventative maintenance programs are designed to limit the potential exposure
of product defects to guests, in so much as the effort doesn’t unduly
try stemming from the limitations of traditional processes and procedures are candidates for non-traditional, innovative solutions. The
researchers propose that crowdsourcing, the process of opening up
the problem solving process to a large group of individuals, can assist
In this study the researchers seek to better understand the relationship that exists between hotel product defects, and efforts to combat
them. existing research supporting the proposed negative impact of
product defects on guest impressions and behaviours is utilized as a
are: how often do product defects occur, what is being done to minimize product defects, what are the limitations of the current method,
and can crowdsourcing play a role in further reducing defect incidence
rates? In order to better understand the answer to these questions a case
study analysis of a luxury resort located in orlando, florida is undertaken. document analysis, observations, and interviews are employed
to better understand the existing processes, the challenges being faced,
and the potential for crowdsourced solutions. The study concludes
that while crowdsourcing can play a role in reducing the exposure of
maintenance issues to the guest, and can do so in a cost-effective manner, the primary obstacle to implementing crowdsourced solutions will
be overcoming organizational culture barriers.
LITerATure reVIeW
Guest Perceptions
-
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guests experience distinct emotions related to hotel services, including
maintenance issues. We propose that when a guest enters a property
ness, and appearance of the hotel and its facilities. The same process is
proposed to hold true for the hotel room and its amenities. These assessments can affect the perceived service quality of the hotel, which in
turn can impact key hotel metrics such as guest satisfaction and loyalty.
first impressions are important. first impressions can also be almost
instantaneous. only a brief exposure to the item of interest is required in
ferred from brief exposure to images of facial features. The results speak
for themselves, “judgments made after a 100-ms exposure correlated highly
with judgments made in the absence of time constraints, suggesting that
ity of brief impressions to lead to perceptions of personality, competence
pose that this same process, responsible for near-instantaneous collection
and analysis of external observations is relevant and applicable to hotel
not only can guests quickly assess their surroundings and form initial impressions, these impressions help form the overall perception of
the service quality of the hotel. research has shown that guests consistently rank cleanliness and appearance highly in factors associated with
sions within the quality construct to be Tangibility, which represents the
included the tangibility items of “the hotel’s interior and exterior were
the importance of physical environment, concludes that the customer’s
perceptions of service quality are affected by the cleanliness of the hotel.
beyond initial impressions and assumptions of service quality, the
cleanliness and appearance of the hotel share a connection with the emotional experience of the guests. An empirical study conducted by desmet,
common as pleasant emotions experienced during a hotel stay. unpleasant
emotions included: dissatisfaction, aversion, boredom, sadness and fear

the eliciting conditions were mapped against the emotional responses, the
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category of maintenance was shown to be closely related to the emotions
of dissatisfaction and fear. Why are hotel guests emotions related to maintenance issues important? Studies have shown that emotions have an imhas been shown that the key metrics of satisfaction and loyalty are strongly
The body of research that studies the impact of the physical surroundings on a service process, so called servicescapes, has sought to bet-

the guest perceives and experiences these dimensions. regulating the
temperature, maintaining the décor, and repairing furnishings are some
examples of how hotel maintenance operates within all three dimensions.
customer’s emotions and satisfaction concluded that servicescapes inchical surroundings can positively affect future behavioural intentions, a
In light of a guest’s ability to make rapid assessments of their physical surroundings, coupled with that assessments’ ability to result in an
hotels must aggressively guard against product defects and maintenance
issues that threaten to damage perceptions of the physical surroundings.
Taking a page from the six sigma literature, the goal of hotels should
always be to minimize deviations from the intended service quality,
ultimately reaching zero product defects exposed to guests. Whether
or not it is practical and / or achievable to reach zero product defects
is irrelevant, as long as it is the long-term goal, the desired end state.
Hotel Maintenance
Given that guest’s impressions of, and emotional reactions to the
upon key lodging metrics such as satisfaction and loyalty, what is the
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current state of hotel maintenance and its efforts to minimize product defects and their exposure to the guest? According to the british
connection with different technical and administrative actions to keep
a physical asset in, or to restore it to, a condition where it can perform
hotels it is the difference between replacing a remote’s batteries prior to
a complete loss of power, thus ensuring continuous operation of the
remote, versus replacing a remote’s batteries after a complete loss of
power, which carries with it the potential to negatively affect the guest.
The challenge presented to hotel management is how to prevent and
repair product defects in a 24/7/365 operating environment, while at the
same time adapting to increasing levels of external competition, and guest
awareness and social media utilization. All hotels to varying extents posa brand synonymous with luxury and service quality excellence, utilizes
a preventative maintenance program named “clean and repair everyits vision and mission for maintenance, in addition to the scope of the
At ritz-carlton this c.A.r.e. team typically consists of a general engiAccountable to the director of engineering and the General Manager,
c.A.r.e. teams are accountable for improving the consistency of the
product, as well as internal, and ultimately, external customer satisfaction. Typical of many other hotel chains with upper-upscale and luxury
properties, ritz-carlton seeks to visit rooms once they have been occuGiven the attention to detail and the effort expended in order to carefully craft the standards and operating procedures for guestroom maintenance one wouldn’t be remiss in asking why this study is necessary. Surely ritz-carlton, and similar hotel chains, with their wealth of knowledge
and access to resources, have determined how best to minimalize the incidence rate of product defects? based on our analysis of one such hotel
property, detailed below, the researchers would agree that while guestroom
maintenance has been optimized based on traditional approaches to maintenance, through the use of non-traditional methods such as crowdsourcing the maintenance process can become more inclusive, co-producing the
Crowdsourcing
-
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require new innovative products, processes, organizational practices or
innovations represent small, pragmatic adaptations of existing products
cremental in nature, representing marginal changes to existing processprocess innovations, management ones and institutional innovations, it
is well-understood that innovations can transcend individual categories
guest exposure to product defects would more than likely involve improvements in both processes and managerial practices.
-

observes that, “companies are increasingly rethinking the fundamental
ways in which they generate ideas and bring them to market — harnessing external ideas while leveraging their in-house r&d outside their curnumber of innovative ideas, a decrease in innovation cost and process
time, and a decrease in the time it takes to bring the product to market
it to a large group or community. This group can collaboratively peerproduce solutions, or work independently. relative to more traditional
methods of outsourcing, crowdsourcing has the potential to provide
Lakhani, 2010). In order to obtain the advantages of crowdsourced soon internal employees, removing hierarchical structures, and allowing

MeThodoLoGY
endeavouring to better understand not only the preventative maintenance plan itself, but the underlying motivations and expectations as well
as the intended and actual outcomes, the researchers sought out a luxury
hotel property to evaluate. The researchers located a hotel within the or-
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obtained to have conversations with employees and to interview key employees within the operations and housekeeping teams. The results of
these discussions and observations are presented along with select quotes
maintenance plan is in place at this property, and that despite the current
operating procedures, maintenance issues are occurring with regular frequency. Second, to query the maintenance process participants on the current state of stakeholder support, and to challenge them to envision how
stakeholders could play a greater role in the maintenance process.
Data Collection
The data were collected by the researchers via conversations and
interviews that took place over the course of two months in late 2013
and early 2014. The selection of participants was determined by a
combination of insights from the literature in addition to the extensive
based on the availability and approval of the individual participants.
In order to gain a better understanding of the hotel, how it functioned, and how various functions interfaced with the maintenance
employees within the hotel: a manager with operations, and a housekeeping supervisor. These conversations were informal, took place
over coffee, and each were completed within one hour. These initial
phenomenon and assumptions based upon previous research. conversation participants were queried on the interview questions, providing feedback on the appropriateness of the questions, relative to the
unique characteristics of the lodging industry. Interviews were then
conducted with three individuals within the hotel, one from operations
were centered around the set of questions developed by the researchers to gain insight into: existing preventative maintenance, frequency
of issues, the role of peripheral stakeholders, and ways in which the
hotel could completely prevent guest issue exposure.
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Table 1. Participant Overview
Participant

Type

Function

Title

Exp. (Years)

1

conversation housekeeping

Supervisor

5

2

conversation operations

Manager

5

3

Interview

housekeeping

Manager

4.5

4

Interview

operations

Asst. director

6

5

Interview

housekeeping

Supervisor

3

Data Analysis
collected data, in the form of recorded interviews, were transcribed
ysis. An initial review of the data consisted of assessing each interview
individually to better understand the responses provided. At this point
a second review of the data was conducted assessing the interviews collectively in order to determine how the contributions were related and
transcended the individual business functions of the hotel. finally the

reSuLTS
The Current State of Affairs
based on the observations gleaned from the conversations as well
as the formal transcribed interviews an assessment of current practices and standard operating procedures was undertaken. According
a dedicated staff for preventative maintenance, but did note that they
can get redirected to other tasks to handle emergencies as they occur.
When asked about the hotel’s current preventative maintenance sched-

of complaints portends the discussion that would take place later on
When asked which preventative maintenance system the hotel was curManagement System) was being utilized. he went on to explain its functionality noting that “the issue can be entered using the guestroom phones
and putting it codes or calling our hotel operation department. once they
put the code in or request, it gets dispatched to the working team member
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preventative maintenance process. Most importantly though, while housekeepers have the ability to assist the maintenance team, the statement in
itself doesn’t indicate the extent to which they actually do.
many room maintenance/engineering issues would you say your housethat this was a highly variable number, but that 30 calls per day was a reasonable average value based on his experience in his role over the past
two years. This is certainly an accomplishment for the hotel, as it rep-

noting that she “identif[ies] 5 to 10 [defects] a day that are directly related
to an engineering issue that needs immediate attention that will affect
process noting, “I am the last person to check the quality of a room before releasing it for check-in for a guest. If I do not report it, it will not

-

While the researchers weren’t able to quantify the neglected and hidden populations of issues, the researchers did inquire as to the numdirector) responded by indicating that over the course of one month
anonymity) possible room nights and under 6% of our guests had probinformation it is clear that while the housekeeping staff is assisting in
the preventative maintenance program, they are only responsible for
issues are included. It should also be noted that all of these issues are
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occurring in addition to the traditional preventative maintenance program, and its recurring 90 day guestroom inspection process.
Per the review of the literature maintenance issues discovered by the
guest will potentially negatively affect their emotional state, their satisfaction with the hotel and their intentions to visit in the future. Given these
to assist in conceptualizing the various hotel functions and their potential
as concentric circles, with bolded lines distinguishing the products from
internal and external stakeholders. The diagram has been adapted from
to organize the contributions of the crowd.

Figure 1. Preventative Maintenance Process Stakeholders

Resolving the Gap
If product defects are occurring outside of the control of the preventative maintenance program, and its inspection processes, what are
the current actions being undertaken by the hotel, and what future ac– operations) when asked about the formal role of internal partners in
the inspection process, replied “Yes, housekeeping is our eyes and ears in
open lines of communication and a dotted line organizational structure
between the two departments is on the surface encouraging. When then
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asked as a follow-up question, if housekeeping receives any compensation or recognition for identifying and reporting issues, the answer was a
ager – housekeeping) was asked a similar question regarding recognizing housekeeping contributions, his response was,
“I do. It’s clear when a housekeeper takes pride on their job and will report
every single detail in order to maintain her section and guests happy. I’ve seen
cases where the housekeepers would carry batteries, new remotes and even tools
over. I would always congratulate them for those kind of actions.”
from participant #3’s statement it can be deduced that while no
overarching reward or recognition system is in place, there are ad hoc
instances where good practices at the managerial level result in employee recognition at the team level.
participant closest to the actual process. She is as she calls it on the
turned around quickly, defect-free, ready for the next guest. Still when
tenance Management System), she expressed the following concern:
“My experience with the system to report issues is that it is easy to use.
However, I have a very busy schedule and it is very time consuming to put each
task code in due to the speed of the automated system. There are many pauses
and when I am short on time, which is most of the time, I end up not putting
it in and postponing to a later date. In addition, I have to look up the number
of the task code to enter the information.”
housekeepers themselves have in their ability to report issues. Participation
challenging when it is seen as burdensome to use, and lacking incentives.
from the researchers industry knowledge and the initial conversaapparent though that ad hoc efforts to motivate housekeeping staff
staff can be contract hire, or temporary staff, get paid very close to
the state minimum wage, and have a high level of turnover. Supportin the rochester, nY area, concluded that a majority of housekeeping staff had left a past job due to low wages, and that a high level of
dissatisfaction was caused by lack of upward mobility, job insecurity
and working weekends. Participant #5 provided her assessment of
the challenges and possibilities in regard to motivating housekeepers
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will avoid entering the issues in the phone in order to save time. There is no incentive or motivation for the team member. As a Supervisor, it would be more
that the rooms would be much better maintained and in better quality. Instead
of one person reporting most of the issues, it would be a team of many which
would yield more positive and effective results.”
here again we see the reinforcement of previous assessments of the
situation. employees rushing to meet the ambitious cleaning schedule,
primarily focused on turning over rooms, have little time to allocate to reporting issues, especially when no formal system for recognition is in place.
Given the potentially encouraging, but mixed results of attempts to
entice housekeepers into becoming a stakeholder in the preventative
maintenance process, identifying whether or not any external stakeholders, namely the hotel guests, can play a role in identifying issues remains
an important consideration. When asked what the guest’s role was in
the preventative maintenance process, participant #4 responded with, “I
don’t believe the guest should have a role. The guest should experience
somewhat with participant #3’s response that “issues such as light out,
remote control not working are hard to prevent since the room may have
been closed for a day or a week. I think the guest should have a minimal
tion, participant #4 noted that “we appreciate any comments we receive
Given the mixed effectiveness of the utilization of housekeeping in
the current system, and the hesitancy of key stakeholders to involve the
how best improvement can be achieved. When both participants were
ry statement of his prior analysis, that “94% of our guests in december
didn’t experience any problems. We love to receive this feedback on our
that will ever happen, a light bulb can goes out at any time. The TV sigtial for improvement, but at a cost, “I don’t think it’s possible as stated
above. It would also be very expensive to maintain proper staff to walk
Thus it would seem that in addition to the maintenance team and their
90 day inspection cycle, the opportunity exists for a potentially increased
role of the housekeeping staff, and a longer-term discussion on the role
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cess, clearly the guest already plays a role as noted by the study participants.
While the question of whether or not guest participation is appropriate is
-

dIScuSSIon
At present, this hotel property is in fact actively utilizing a crowdThis is accomplished through the preventative maintenance software, and
While the hotel has successfully deployed a platform to capture the conits ability to motivate the crowd to help accomplish its goals. Thus we
must look beyond the capabilities of the platform, and instead focus on
the hotel’s efforts to motivate the crowd, which at present are relatively
an outline for those factors that will enable effective crowdsourced solutions including: understanding the nature of the crowd, properly motivating the crowd participants, and ensuring organizational factors such
as the platform and incentivizing mechanisms are in place. of all the
nancial incentives will be the most effective for the housekeeping staff.
centives would help alleviate both of these sources of dissatisfaction.
The incorporation of the guest into the preventative maintenance process, currently occurring haphazardly and against the best intentions of
the hotel, represents a challenge for hotels. If the guests are included in
the process it must be done with hesitancy, in a slow rollout process, testing and evaluating at every stage. The rationale for caution is that one of
the hotel’s primary missions is to provide a relaxing, stress-free environprocess could damage the perception that the hotel is solely responsible
incentives to guests allows for the possibility of guest deviant behaviour.
Still as guest’s are currently involved in the process, by identifying product
failures as they experience them, it is logical to ask how this process can
be improved. The issue again becomes one of understanding the crowd,
and how best to motivate it. While there are guests who won’t wish to be
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included in any activity that detracts from their business or leisure activiincentives. If some token incentivizing mechanisms were put in place,
such as a website recognizing guest’s efforts to improve the hotel, and /
tion, a subset of guests, likely either die-hard fans of the brand, or those
that those guests who are more than willing to contribute would do so,
participate) would be exposed to product defects.
concLuSIonS
relative to the initial goals of this study, this paper was successful in:
providing a better understanding of current preventative maintenance
external), detailing the opportunities for reducing product defect exposure to guests, and providing recommendations for the utilization of
crowdsourcing methods in order to help achieve this goal. hoteliers
should take note that in attempting to apply the lessons learned from
this study, results will vary based on the unique conditions inherent in
each property. Motivating staff at lower tier hotels may be even more
challenging than proposed in this study if wages are lower, turnover is
higher, and training is less rigorous. on the other hand, hotels located
in countries where minimum wage is higher and social support structures are more developed and substantial would conceivably face less
issues in motivating staff and implementing crowdsourced solutions.
Limitations
While this study helps to better understand the phenomenon of prodlimitations do exist. As all case studies do, this paper seeks to expose current practices, in an in-depth and informative manner, at the expense of
generalizability. The conclusions from this study obtained from a luxury
resort hotel within the South-eastern united States can only be generalized
to other similar hotels with the additional of follow-up quantitative research.
and three interviews with representatives of housekeeping and operations were conducted. While these participants collectively represented
over 24 years of direct experience in their roles, including employees at
the supervisor, manager and director level, the participants only repre-
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sent one viewpoint of the process, that of the hotel. understanding of
current preventative maintenance practices relative to stakeholder’s inclusion could be better understood when more entities and different types
cial to conduct interviews also with them. Additional interviews would
lead to a more comprehensive understanding of guest motivations, spetypes of incentives that would be most effective. finally, the research is
exploratory rather than conclusive. It is only a starting point to future reFuture Research
The researchers call for additional empirical research in this area,
in order to better assess the likelihood of staff and guest participation
in crowdsourced solutions to preventative maintenance challenges. It
is recommended that researchers study the links between the level of
of employees’ wages, their work satisfaction, or guest’s satisfaction.
research seeking to better understand stakeholder’s motivations to
guests’ and employees’ perceptions of crowdsourcing in product deSometimes one party can attribute different motivations and attitudes

defects) in hotels would also be valuable – answering questions such
ies seeking to develop comparisons between different types of hotels
and the same hotel types but in different countries could be interesting. from these studies the effects of differences in organizational culin order to better understand the issues addressed in this article.
referenceS
Personality: A psychological interpretation. new York: holt.
tudes and emotions as predictors of behavior at diverse levels of behavioural experience. Journal of Consumer Research

rIchArd, PerrY, cZAKon And cZerneK

213

tangible service quality through the creation of a cleanliness measurement scale. Managing Service Quality
loyalty. Cornell Hotel and Restaurant Administration Quarterly
on customers and employees. Journal of Marketing

Glossary of terms used in
Terotechnology, british Standards Institution, London, uK.

Industrial and Corporate Change

-

Americans Pick Cleanliness Over Hotel Security, According to Survey. retrieved on 02/01/2014 from
http://www.chubb.com/corporate/chubb14110.html.
competences. Strategic management journal
to using Crowdsourcing to grow your business. Advanced human Technologies Inc.
tiating emotional hotel experiences. Proceedings of the International Hospitality & Tourism Educators EuroCHRIE Conference, helinski, finland.
ers’ perceptions of quality delivery. International Journal of Contemporary Hospitality Management
Premier, Ipswich, MA.
of Personality and Social Psychology

Journal

firms in the uK. Review of Industrial Organization
analytical typology, Tourism Management
Tourism Management, 23, 465-474.
ism Management, 31, 1-12.

Tour-

ioral intentions: Application of an extended Mehrabian–russell model to
for development of crowdsourced systems. Communications of the ACM,

214

The IMPAcT of croWdSourcInG

ing software through crowdsourcing. Harvard Business School General Management Unit case, 610-032.
counter, and Perceived congruency on customers’ emotions and Satisfaction. Journal Of Hospitality Marketing & Management
Hospitality Management, 22, 297-305.

ior: a systematic literature review and research agenda. Service Industries Journal
mental psychology. cambridge, MA: MIT free Press.
nological activities. Proposed guidelines for collecting and interpreting technological
innovation data
Journal of
Quality Assurance in Hospitality & Tourism
Harvard Business Review
faction response. Journal of Consumer Research
sessment of validity and dimensions, International Journal of Contemporary
Hospitality Management
tives on Technical Innovation, Management and Policy
Age Publishing: charlotte, nc.

Contemporary Perspec-

Preventative Maintenance, Standards & operating Procedures. The ritzcarlton hotel company, L.L.c.
Strategic Direction
Wikinomics: How mass collaboration
changes everything. new York, nY: Penguin Group.

Submitted: 30th January 2014
Final version: 07th March 2014

Accepted: 28th March, 2014
Refereed anonymously

