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and the Principles

of Management

Since people have always traveled there has always been a

need for housekeepers and hospitality. The function of

housekeepers has changed over the years, from doing spe-

cific tasks to managing the people, material, and other re-

sources required for task accomplishment. In Part One we

trace this change and see how the developing science of man-

agement relates to the profession of executive housekeeping.

We continue Mackenzie’s ordering of the principles of man-

agement, which include the sequential functions of planning,

organizing, staffing, directing, and controlling. These sequen-

tial functions will be used as the organization structure for

Parts Two and Three of the book. Part One of this edition

also introduces Atchison’s “Preparing for Change,” as he

separates the management of systems and programs from

the issues of leadership. (Part Four addresses special topics

and offers a summary of the book.)
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The Executive 
Housekeeper and 

Scientific 
Management

Over the last 30 years 
the profession of executive housekeeping has passed
from the realm of art to that of scientific management.
Previously, professional housekeepers learned technical
skills related to keeping a clean house. Now, the execu-
tive housekeeper and other housekeeping supervisory
personnel are not only learning how to do such work but
also how to plan, organize, staff, direct, and control
housekeeping operations. They are learning how to in-
spire others to accomplish this with a high degree of
quality, concern, and commitment to efficiency and cost
control. In order to understand how the art melds with
the science, we will trace the origins of professional
housekeeping and of scientific management.

Origins of Hospitality 
and Housekeeping

Hospitality is the cordial and generous reception and en-
tertainment of guests or strangers, either socially or com-
mercially. From this definition we get the feeling of the
open house and the host with open arms, of a place in
which people can be cared for. Regardless of the reasons
people go to a home away from home, they will need
care. They will need a clean and comfortable place to
rest or sleep, food service, an area for socializing and
meeting other people, access to stores and shops, and se-
cure surroundings.

Americans have often been described as a people on
the move, a mobile society; and since their earliest his-
tory Americans have required bed and board. Travelers
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in the early 1700s found a hospitality similar to that in
their countries of origin, even though these new accom-
modations may have been in roadhouses, missions, or
private homes and the housekeeping may have included
only a bed of straw that was changed weekly.

Facilities in all parts of young America were com-
mensurate with the demand of the traveling public, and
early records indicate that a choice was usually available
at many trading centers and crossroads. The decision as
to where to stay was as it is today, based on where you
might find a location providing the best food, overnight
protection, and clean facilities. Even though the inns
were crude, they were gathering places where you could
learn the news of the day, socialize, find out the business
of the community, and rest.

With the growth of transportation—roadways, river
travel, railroads, and air travel—Americans became
even more mobile. Inns, hotels, motor hotels, resorts, and
the like have kept pace, fallen by the wayside, overbuilt,
or refurbished to meet quality demands.

Just as the traveler of earlier times had a choice, there
is a wide choice for travelers today.We therefore have to
consider seriously why one specific hotel or inn might be
selected over another. In each of the areas we men-
tioned—food, clean room, sociable atmosphere, meeting
space, and security—there has been a need to remain
competitive. Priorities in regard to these need areas,
however, have remained in the sphere of an individual
property’s management philosophy.
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Creating Proper Attitudes

In addition to the areas of hospitality we discussed, pro-
fessional housekeeping requires a staff with a sense of
pride. Housekeeping staffs must show concern for
guests, which will make the guests want to return—the
basic ingredient for growth in occupancy and success in
the hotel business. Such pride is best measured by the
degree to which the individual maids (guestroom atten-
dants or section housekeepers) say to guests through
their attitude, concern, and demeanor,“Welcome, we are
glad you chose to stay with us. We care about you and
want your visit to be a memorable occasion. If anything
is not quite right, please let us know in order that we
might take care of the problem immediately.”

A prime responsibility of the executive housekeeper
is to develop this concern in the staff; it is just as impor-
tant as the other functions of cleaning bathrooms, mak-
ing beds, and making rooms ready for occupancy.
Throughout this text, we present techniques for devel-
oping such attitudes in housekeeping staffs.

Origins of Management

While the evolution of the housekeeping profession was
taking place, professional management was also being
developed. In fact, there is evidence that over 6000 years
ago in Egypt and Greece, complex social groups re-

CHAPTER OBJECTIVES

After studying the chapter, students should be able to:

1. From memory, describe how the role of housekeepers has changed over the years.

2. Identify the management theorists mentioned in the chapter and describe each theorist’s major contribu-
tion to the field.

3. From memory, list the three elements managers work with, according to Mackenzie.

4. From memory, list the continuous and sequential functions of management.

5. Given the basic activities associated with the sequential functions, define them and correctly associate
each with its sequential function.

6. List and describe five normative characteristics associated with housekeeping employees.

7. Explain why delegation is the key to managerial success.

8. Describe the link between rewards and motivation.

9. Explain why there has been a shift away from cleaning for appearance to cleaning for health.

10. Differentiate between a manager and a leader.

11. Define the key terms and concepts at the end of the chapter.



quired management and administration. It is even possi-
ble to derive evidence of the study and formulation of
the management process as early as the time of Moses.
Henry Sisk1 reminds us that in the Bible (Exod.
18:13–26) Jethro, Moses’ father-in-law, observed Moses
spending too much time listening to the complaints of
his people. Jethro therefore organized a plan to handle
these problems that would in turn relieve Moses of the
tedium of this type of administration. A system of dele-
gation to lieutenants thus emerged. We can therefore as-
sign some of the credit to Jethro for establishing several
of the principles of management that we recognize to-
day: the principles of line organization, span of control,
and delegation.

Schools of Management Theory

Although it is beyond the scope of this book to provide
an exhaustive examination and comparative analysis of
all of the approaches to management theory that have
appeared over the past 2000 years, the following discus-
sion is an attempt to identify the major schools of man-
agement theory and to relate these theories to the mod-
ern housekeeping operation.

The Classical School
The classical school of management theory can be di-
vided into two distinct concerns: administrative theory

and scientific management. Administrative theory is
principally concerned with management of the total or-
ganization, whereas scientific management is concerned
with the individual worker and the improvement of pro-
duction efficiency by means of an analysis of work using
the scientific method.These two branches of the classical
school should be viewed as being complementary rather
than competitive.

Administrative Theory
Considered by many to be the father of administrative
theory, Henri Fayol2 (1841–1925) was a French engineer
who became the managing director of a mining com-
pany. Fayol sought to apply scientific principles to the
management of the entire organization. His most fa-
mous work, Administratim Industrielle et General (Gen-

eral and Industrial Management), first published in 1916
and later in English in 1929, is considered by many to be
a classic in management theory.

Fayol asserted that the process of management was
characterized by the following five functions:

1. Planning—the specification of goals and the means
to accomplish those goals by the company

2. Organizing—the way in which organizational struc-
ture is established and how authority and responsi-
bility are given to managers, a task known as 
delegation
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3. Commanding—how managers direct their 
employees

4. Coordinating—activities designed to create a rela-
tionship among all of the organization’s efforts to ac-
complish a common goal

5. Controlling—how managers evaluate performance
within the organization in relationship to the plans
and goals of that organization3

Fayol is also famous for his Fourteen Principles of
Management and his belief that administrative skills
could be taught in a classroom setting.

Scientific Management
Fayol’s counterpart in the management of work was
Frederick W. Taylor4 (1856–1915), the father of scientific
management.Taylor was an intense (some would say ob-
sessive) individual who was committed to applying the
scientific method to the work setting. In 1912, Taylor
gave his own definition of scientific management to a
committee in the U.S. House of Representatives, by stat-
ing what scientific management was not:

Scientific Management is not any efficiency device, nor
a device of any kind for securing efficiency; nor is it
any branch or group of efficiency devices. It is not a
new system of figuring cost; it is not a new scheme of
paying men; it is not a piecework system; it is not a
bonus system, nor is it holding a stop watch on a man
and writing down things about him. It is not time
study, it is not motion study nor an analysis of the
movements of men.

Although Taylor’s definition of scientific manage-
ment continued at length in a similar vein, he did not ar-
gue against using the aforementioned tools. His point
was that scientific management was truly a mental revo-

lution, whereby the scientific method was the sole basis
for obtaining information from which to derive facts,
form conclusions, make recommendations, and take ac-
tion. Taylor’s contribution was a basis for understanding
how to administer a project and the people involved.

In his Principles of Scientific Management published
in 1911, he outlined four principles that constitute scien-
tific management:

1. Develop a science for each element of a man’s work,
which replaces the old rule-of-thumb method.

2. Scientifically select and then train, teach, and de-
velop the workman, whereas in the past he chose his
own work and trained himself as best he could.

3. Heartily cooperate with the men so as to ensure all
of the work being done is in accordance with the
principles of the science which has been developed.

4. There is an almost equal division of the work and
the responsibilities between the management and
the workmen, while in the past almost all of the
work and the greater part of the responsibility were
thrown upon the men.5



Taylor also pointed out that the mental revolution
had to take place in the workers’ as well as the man-
agers’ minds.

The School of Management Science
An outgrowth of “Taylorism” is the school of manage-

ment science, or, as it is alternatively known, operations

research. Management science is defined as the applica-
tion of the scientific method to the analysis and solution
of managerial decision problems. The application of
mathematical models to executive decision making grew
out of the joint U.S. and British efforts during World War
II to use such models in military decision making at both
the strategic and the tactical levels.

The Behavioral School
A predecessor to the human relations school of man-
agement was the nineteenth-century Scottish textile mill
operator, Robert Owen.6 He believed that workers
needed to be “kept in a good state of repair.” Owen
urged other manufacturers to adopt his concern over im-
proving the human resources they employed. He
claimed that returns from investment in human re-
sources would far exceed a similar investment in ma-
chinery and equipment.

Unfortunately, it was not until the second decade of
the twentieth century that the results of Elton Mayo’s
Hawthorne Studies affirmed Owen’s position and
caught the imagination of American management.

Mayo7 (1880–1949) was a faculty member of the Har-
vard University School of Business Administration
when he began to study workers at the Hawthorne
Works of the Western Electric Company in Chicago in
1927. From this study, Mayo and his colleagues con-
cluded that there were factors other than the physical as-
pect of work that had an effect on productivity. These
factors included the social and psychological aspects of
workers and their relationships with managers and other
workers.

Mayo’s work effectively demonstrated to managers
that in order for them to increase productivity in the
work setting, they must develop human relations skills as
well as the scientific management methods of Taylor and
the other classical theorists.

Managerial Temperament

The behavioral school does not end with Mayo. Douglas
McGregor summarized certain assumptions about tradi-
tional, or work-centered, theory of management under
the heading Theory X. McGregor’s Theory X assump-
tion is summarized in the following four statements:8

1. Work, if not downright distasteful, is an onerous task
that must be performed in order to survive.

2. The average human being has an inherent dislike of
work and will avoid it if he can.
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3. Because of the human characteristic to dislike work,
most people must be coerced, directed, controlled, or
threatened with punishment to get them to put forth
adequate effort toward the achievement of organiza-
tional objectives.

4. The average human being prefers to be directed,
wishes to avoid responsibility, and has relatively little
ambition, and wants security above all.*

Simply stated, Theory X indicates that there is no in-
trinsic satisfaction in work, that human beings avoid it as
much as possible, that positive direction is needed to
achieve organizational goals, and that workers possess
little ambition or originality.

McGregor also presented Theory Y, which is the op-
posite of Theory X. His six assumptions for Theory Y are
as follows:9

1. The expenditure of physical and mental effort in
work is as normal as play or rest. The average hu-
man being does not inherently dislike work. De-
pending upon controllable conditions, work may 
be a source of satisfaction and will be voluntarily
performed.

2. External control and the threat of punishment are
not the only means for bringing about effort toward
organizational objectives. Man will exercise self-
direction and self-control in the service of objectives
to which he is committed.

3. Commitment to objectives is a function of the
awards associated with their achievements. The most
significant of such work, e.g., the satisfaction of ego
and self-actualization needs, can be direct products
of effort directed toward organizational objectives.

4. The average human learns under proper conditions
not only to accept but to seek responsibility. Avoid-
ance of responsibility, lack of ambition, and empha-
sis on security are general consequences of experi-
ence, not inherent human characteristics.

5. The capacity to exercise a relatively high degree of
imagination, ingenuity, and creativity in the solution
of organizational problems is widely not narrowly
distributed in the population.

6. Under the conditions of modern industrial life, the
intellectual potentialities of the average human be-
ings are only partially utilized.

An important point is that the opposite ways of think-
ing, as reflected in McGregor’s Theory X and Theory Y,
are what are actually conveyed by managers to their em-
ployees through everyday communication and attitudes.

Satisfiers and Dissatisfiers

Another leading theorist in the behavioral school was
Frederick Herzberg. Herzberg and his associates at the

*Assumptions 2, 3, and 4 are quoted directly from McGregor. Assump-

tion 1 has been added as an explicit statement of the nature of the work

to which humans are reacting.



Psychological Service of Pittsburgh10 found that experi-
ences that create positive attitudes toward work come
from the job itself and function as satisfiers or motiva-
tors. In other words, satisfiers are created by the chal-
lenge and intrigue of the job itself.

A second set of factors related to productivity on the
job are conditions outside of the job itself.Things such as
pay, working conditions, company policy, and the quality
of supervision are all a part of the working environment
but are outside of the task of the job itself.When this sec-
ond set of factors is inadequate, that is, when you believe
that these conditions are not up to par, they function as
dissatisfiers, or demotivators. When these factors are ad-
equate, however, they do not necessarily motivate em-
ployees for a lasting period of time but may do so only
for a short time.

Stated another way, Herzberg argued that the pres-
ence of satisfiers tends to motivate people toward
greater effort and improved performance. The absence
of dissatisfiers has no long-lasting effect on positive mo-
tivation; however, the presence of dissatisfiers has a ten-
dency to demotivate employees.

Participative Management

Rensis Likert,11 another leading behaviorist, introduced
the term participative management, which is character-
ized by worker participation in discussions regarding de-
cisions that ultimately affect them.

Participation occurs when management allows hourly
workers to discuss their own observances and ideas with
department managers. (Such techniques have been seen
as being one of the greatest motivators toward quality
performance in a housekeeping operation.) More about
this technique will be said when we discuss employee
morale and motivation. Theory Z,12 the highly vaunted
Japanese management model, is heavily based on this
participative management model.

The Managerial Grid

Blake and colleagues13 presented a revolutionary idea
concerning the methods that underlie the thinking process
involved in decision making. They found that a manage-

rial grid could be established, whereby a maximum or
minimum concern for production could be equated with a
maximum or minimum concern for people. The manage-
rial grid attempts to define the various ways in which peo-
ple think through decisions. The way people think or feel
can have a great influence on the quality of commitment
from a group decision, especially when it comes to resolv-
ing conflicts. Blake and Mouton held that the best man-
agers have both a high concern for production and a high
concern for people in the organization.

One of the most recent attempts at group involve-
ment in decision making has come out of a major con-
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cern for the loss of U.S. prestige in its own automobile
market. Specifically, Japanese managers and workers
have coined the term “quality circle,” which is a way of
explaining total worker involvement in the processes as
well as in the management decisions about production
and quality that will ultimately affect worker welfare.
Quality circles are now undergoing heavy scrutiny in the
United States and are being used to help rekindle auto-
mobile production.

Situational Leadership

Situational leadership,14 or the contingency approach,15

to management asserts that there is no one universally
accepted approach to a management problem. It main-
tains that different problems require different solutions.
This approach perhaps best reflects the complex nature
of management in the organizational setting. Adherents
to this approach agree that there is no “one best” way to
manage; flexibility is the key to successful management.
The works of Fred Fiedler,16 Victor Vroom,17 and Ken
Blanchard and Paul Hersey18 have contributed to this
model.

So What Do Managers Do?

Ask a manager that question and you will probably re-
ceive a hesitant reply, leading to answers such as, “What
do I do?” or “That’s hard to say,” or “I’m responsible for
a lot of things,” or “I see that things run smoothly,” none
of which are responsive to the question asked. After
many years of researching the diaries of senior and mid-
dle managers in business, extended observation of street
gang leaders, U.S. presidents, hospital administrators,
forepersons and chief executives, Mintzberg19 was able
to codify managerial behavior, as follows:

1. Managers’ jobs are remarkably alike. The work of
foremen, presidents, government administrators,
and other managers can be described in terms 
of ten basic roles and six sets of working 
characteristics.

2. The differences that do exist in managers’ work can
be described largely in terms of the common roles
and characteristics—such as muted or highlighted
characteristics and special attention to certain
roles.

3. As commonly thought, much of the manager’s
work is challenging and nonprogrammed. But
every manager has his or her share of regular, ordi-
nary duties to perform, particularly in moving in-
formation and maintaining a status system. Fur-
thermore, the common practice of categorizing as
nonmanagerial some of the specific tasks many
managers perform (like dealing with customers, ne-
gotiating contracts) appears to be arbitrary. Almost
all of the activities managers engage in—even
when ostensibly part of the regular operations of



their organization—ultimately relate to back to
their role as manager.

4. Managers are both generalists and specialists. In
their own organizations they are generalists—the
focal point in the general flow of information and
in the handling of general disturbances. But as
managers, they are specialists. The job of managing
involves specific roles and skills. Unfortunately, we
know little about these skills and, as a result, our
management schools have so far done little to
teach them systematically.

5. Much of the manager’s power derives from his or
her information. With access to many sources of in-
formation, some of them open to no one else in the
organizational unit, the manager develops a data-
base that enables him or her to make more effec-
tive decisions than the employees. Unfortunately,
the manager receives much information verbally,
and lacking effective means to disseminate it to
others, has difficulty delegating tasks for decision
making. Hence, the manager must take full charge
of the organization’s strategy-making system.

6. The prime occupational hazard of the manager is
superficiality. Because of the open-ended nature of
this job, and because of the responsibility for infor-
mation processing and strategy making, the man-
ager is induced to take on a heavy workload and to
do much of it superficially. Hence, the manager’s
work pace is unrelenting, and the work activities
are characterized by brevity, variety, and fragmen-
tation. The job of managing does not develop re-
flective planners; rather, it breeds adaptive infor-
mation manipulators who prefer a stimulus-response 
milieu.

7. There is no science in managerial work. Managers
work essentially as they always have—with verbal
information and intuitive (nonexplicit) processes.
The management scientist has had almost no influ-
ence on how the manager works.

8. The manager is in kind of a loop. The pressures of
the job force the manager to adopt work character-
istics (fragmentation of activity and emphasis on
verbal communication, among others) that make it
difficult to receive help from the management sci-
entist and that lead to superficiality in his or her
work. This in effect leads to more pronounced
work characteristics and increased work pressures.
As the problems facing large organizations become
more complex, senior managers will face even
greater work pressures.

9. The management scientist can help to break this
loop by providing significant help for the manager
in information processing and strategy making, pro-
vided he or she can better understand the man-
ager’s work and can gain access to the manager’s
verbal database.

10. Managerial work is enormously complex, far more
so than a reading of the traditional literature would
suggest. There is a need to study it systematically
and to avoid the temptation to seek simple pre-
scriptions for its difficulties.
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Perhaps managers are not readily adept at answering
the question about what they do because they are too
mindful of what they are doing when they are actually
performing their jobs. This writer also recalls once being
asked the question, “What do you do?” I was stumped
by the question, until many years later, when I discov-
ered that a manager performs more than just the se-

quential functions. There are also those continuous func-
tions—analyzing problems, making decisions, and
communicating—as noted in the next section.

Principles of Management

Executive housekeepers today recognize the need for a
clear understanding and successful application of man-
agement principles. They may, however, feel over-
whelmed by the many terms in the field of scientific
management, both from the past and in the present. It is
important for executive housekeepers to be familiar and
comfortable with these terms and principles, since there
is no department within the hospitality industry in gen-
eral, and hotels in particular, that will provide a greater
opportunity for applying management skills.

To help you understand the concept of management,
we present an ordering of the management process as
developed by R. Alec Mackenzie.20 Building on the
works of Fayol, he created a three-dimensional illustra-
tion relating the elements, continuous and sequential
functions, and activities of managers. Refer to Figure
1.1, Mackenzie’s diagram, when reading the following
material.

Elements

According to Mackenzie, the elements that today’s man-
agers work with are ideas, things, and people. These are
the main components of an organization and are in the
center of the figure. The manager’s task that is related to
ideas is to think conceptually about matters that need to
be resolved.The task related to things is to administer or
manage the details of executive affairs. The task related
to people is to exercise leadership and influence people
so that they accomplish desired goals

Functions

The functions of a manager can be thought of as contin-
uous functions and sequential functions. Many times a
question may be asked: “But what does the manager
do?” The manager should be seen to do several continu-
ous functions, as well as several sequential functions.

The continuous functions relating to ideas and con-

ceptual thinking are to analyze problems. Those related
to things and administration are to make decisions, and
those related to people and leadership are to communi-
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cate successfully. Problems are analyzed, facts gathered,
causes learned, alternative solutions developed, deci-
sions made, conclusions drawn, communications gener-
ated, and understanding ensured.

The sequential functions of management are more
recognizable as a part of the classical definition of man-
agement. They involve the planning, organizing, staffing,
directing, and controlling of ideas, things, and people.
Mackenzie sets forth various activities in each of these
sequential functions that should be studied and recalled
whenever necessary.

Activities of Sequential Functions

According to Mackenzie, a manager’s sequential func-
tions are divided into five areas—planning, organizing,
staffing, directing, and controlling.

Planning
The management plan involves seven basic activities:

1. Forecasting: Establishing where present courses will
lead

2. Setting objectives: Determining desired results
3. Developing strategies: Deciding how and when to

achieve goals
4. Programming: Establishing priorities, sequence, and

timing of steps
5. Budgeting: Allocating resources
6. Setting procedures: Standardizing methods
7. Developing policies: Making standing decisions on

important recurring matters

Organizing
Getting organized involves arranging and relating work
for the effective accomplishment of an objective. Man-
agers organize by making administrative or operational
decisions. The four activities involved in getting orga-
nized are as follows:

1. Establishing an organizational structure: Drawing up
an organizational chart

2. Delineating relationships: Defining liaison lines to fa-
cilitate coordination

3. Creating position descriptions: Defining the scope,
relationship, responsibilities, and authority of each
member of the organization

4. Establishing position qualifications: Defining the
qualifications for people in each position

Staffing
The third sequential function, staffing, involves people.
Leadership now comes into play, and communication is
established to ensure that understanding takes place.
There are four activities:
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1. Selecting employees: Recruiting qualified people for
each position

2. Orienting employees: Familiarizing new people with
their environment

3. Training: Making people proficient by instruction
and practice

4. Developing: Improving knowledge, attitude, and skills

Directing
The first three sequential functions of management—
planning, organizing, and staffing—might be performed
before an operation gets under way. The last two se-
quential functions—directing and controlling—are car-
ried out after the operation has begun or is in process.As
with other managerial relationships involving people,
leadership is accomplished through communication. In
the directing of operations, there are five basic activities:

1. Delegating: Assigning responsibility and exacting ac-
countability for results

2. Motivating: Persuading and inspiring people to take
a desired action

3. Coordinating: Relating efforts in the most efficient
combination

4. Managing differences: Encouraging independent
thought and resolving conflict

5. Managing change: Stimulating creativity and innova-
tion in achieving goals

Controlling
The final sequential function of management is to con-

trol organizations and activities to ensure the desired
progress toward objectives.There are five basic activities
in the controlling of operations:

1. Establishing a reporting system: Determining what
critical data are needed

2. Developing performance standards: Setting condi-
tions that will exist when key duties are well done

3. Measuring results: Ascertaining the extent of devia-
tion from goals and standards

4. Taking corrective action: Adjusting plans, counseling
to attain standards, replanning, and repeating the
several sequential functions as necessary

5. Rewarding: Praising, remunerating, or administering
discipline

Management Theory and the
Executive Housekeeper

The question now is, “How can the executive house-
keeper apply these diverse management theories to the
job at hand, that being the management of a housekeep-
ing department?”



Before we attempt to answer that rather encyclo-
pedic question, perhaps we should first turn our at-
tention to some of the inherent organizational and 
employee-related problems facing many housekeeping
departments.

To begin, housekeeping is not a “glamorous” occupa-
tion. Cleaning up after others for a living is not, nor has
it ever been, the American dream. No one wishes his or
her child to become a guestroom attendant or a house-
keeping aide. Housekeeping is viewed by a majority of
the American public as being at the bottom of the occu-
pational hierarchy in terms of status, pay, benefits, and
intrinsic worth.

Even in the hotel industry, housekeeping employees
are among the lowest paid of all workers in the hotel.
Thus, the housekeeping department has traditionally at-
tracted individuals who possess minimal levels of educa-
tion, skills, and self-esteem.

Even the management positions in the housekeep-
ing department have an image problem. In hospitality
education, students normally tend to gravitate to 
the front office, marketing, food and beverage, and
even human resource areas before they will consider
housekeeping.

Normative Characteristics Exhibited
by Housekeeping Employees

In order to more effectively manage housekeeping em-
ployees, we must understand their demographic and
psychographic characteristics. As with most hotel de-
partments, diversity among housekeeping employees is
common. The following employee characteristics can
be found in many housekeeping departments.

■ Cultural diversity abounds in many housekeeping
departments. It is not uncommon, especially in major
U.S. urban centers, for people of different cultures to
be found in the department.

■ It is not uncommon for a variety of languages to 
be heard among the housekeeping staff and some 
employees may not be able to communicate in
English.

■ Housekeeping can often attract individuals with
little or no formal education. Some housekeeping
employees may be functionally illiterate. This can
impact departmental efficiency and communi-
cations.

■ Housekeeping employees may come from lower so-
cioeconomic backgrounds and their attitudes and 
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behavior may not be in parallel with the company’s
culture.

■ A worker may have emotional or economic prob-
lems, or may even have a dependency problem. It is
not suggested that the executive housekeeper is the
only manager within the hotel who faces these prob-
lems, but many would argue that the frequency of
these problems is higher in housekeeping than in
other areas..

Although there are numerous lodging properties
throughout the United States where these traits and
characteristics are not found among the employees of
the housekeeping department, as with any hotel depart-
ment, it requires an astute housekeeping manager to
prepare for such eventualities.

Motivation and Productivity

Motive is defined by Webster’s21 as “something (as a
need or desire) that leads or influences a person to do
something.” The motivation of employees is accom-
plished by the manager creating an environment in
which employees can motivate themselves. Managers
cannot hope to directly motivate other human be-
ings; however, they can provide a climate where self-
motivation will take place.

What we as managers want our employees to do 
is to become more productive. We want them to ac-
complish their duties in a more effective and efficient 
manner. We want to substantially reduce turnover,
absenteeism, and insubordination in the organiza-
tion. We want our organization to be populated with
happy, competent people who believe, as Douglas Mc-
Gregor postulated, that “work is as natural as play or
rest.”22

To do that we must empower our employees with
the abilities and inspiration to accomplish the mutu-
ally held objectives of the organization and the indi-
vidual. There is no magic formula to achieve this goal.
It takes dedication, perseverance, a plan, and plain
hard work. What follows is not a fail-safe prescription
for leadership success, but a series of approaches,
methods, procedures, and programs that incorporate
the best that the previously discussed schools of man-
agement theory have to offer the housekeeping de-
partment. Although not all of these applications may
work in every setting, they have been shown to posi-
tively affect the productivity of a number of house-
keeping departments.



Researching the Motives

First, find out what motivates your best long-term 
employees to perform as well as they do. Find out why
they stay with you.This can be done best by interviewing
these people one-on-one (this is also a great opportu-
nity to personally thank your best employees) in a 
distraction-free setting.

Second, find out why others leave. Conduct exit inter-

views with all persons being separated; but do not do it
yourself and do not do it at the time of separation. Em-
ployees will be less than honest with you about the real
reason for their resignation if you are part of the prob-
lem. Interviewing at the time of separation may also pro-
voke the employee to be less than honest.They may give
an “acceptable” reason for separation, such as more
money, so they do not jeopardize a potential reference
source.

The best approach is to have a third person call on the
former employee a month after the separation. Make
sure that the interviewer is able to convey an image of
trust to the former employee.

Third, find out what current employees really want
regarding wages, benefits, and working conditions. Ad-
minister a survey that ensures the anonymity of the re-
spondent. If English is not the predominant language of
the employees in your department, take the extra time
to have a bilingual survey prepared. Also, form a com-
mittee of employees to assist you in designing the survey.
This will help to lessen the effects of management bias
and ensure that the survey reflects the attitudes of your
department.

Have the employees mail the survey back to the com-
pany (be sure that the form has a stamp and return ad-
dress), or have a ballot box for the forms. You may even
want a third party, such as an outside consulting firm, to
administer the survey.

Finally, administer this survey on a periodic basis—
for example, twice a year—in order to remain current
with the prevailing employee attitudes.

Use the information you have collected to assist you
in strategic policy-making decisions and in the day-to-
day operation of your department.

Selection

Far too often in housekeeping we take the first warm
body that applies for the job. Recruiting is often viewed
as a costly and time-consuming process for the manage-
ment and the property. It is an endeavor fraught with
failure; prospective employees don’t show for inter-
views, newly hired workers quit during their first week
on the job, and so on.

There is one method that can help to substantially re-
duce the cost and time involved in recruiting prospective
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employees. It can also help to reduce employee turnover
and its associated costs.

This method is employee referral; that is, asking your
employees (your best employees, in particular) to refer
people whom they know (friends, family, and acquain-
tances) for entry-level position openings. In order for
this procedure to work, the employer must be ready to
pay a significant reward when a suitable candidate is
presented. Typically, the reward is paid in installments
over a time span of several months to a year or more to
ensure the continued presence of both the employee
who recommended the candidate and, of course, the can-
didate. One benefit to this system is that most conscien-
tious employees will recommend only candidates whom
they honestly feel will be good employees and will not
reflect negatively on their recommendation.

However, safeguards must also be established to pre-
vent unscrupulous employees from taking advantage of
the system.

This author once observed an employee in a large ho-
tel in Las Vegas asking an applicant, a stranger, who was
in the waiting room of the personnel office in the hotel
to put down his name on the referral line of the applica-
tion blank. If the applicant was hired, the employee
would then receive a bonus, which he offered to split
with the applicant.

Other nontraditional sources of applicants for the
housekeeping department include tapping into the dis-
abled worker pool. Most communities have rehabilita-
tion agencies where contacts can be established and co-
operative programs initiated.

Senior citizens, young mothers, and legal immigrants
are other potential sources of nontraditional labor.

Training

As most housekeeping administrators know, a formal
training program is an indispensable element in achiev-
ing productivity goals. There are, however, certain train-
ing approaches and concerns that are not being ad-
dressed by all housekeeping administrators.

These concerns include the educational background
of the staff. As was mentioned earlier, many housekeep-
ing workers may be illiterate or may not be able to com-
municate in English. Written training materials, such as
manuals, posters, and written tests, are quite useless
when the staff cannot read, write, or speak the English
language. Special audiovisual training materials are of-
ten required in housekeeping departments, and the writ-
ten training materials must often be made available to
the workers in Spanish or other languages.

The introduction of these materials does not rectify
the problem, however. Consequently, many housekeep-
ing departments have initiated remedial educational
programs so that employees can not only learn to read



and write in English, but can also earn their high school
diplomas. The Educational Institute of the American
Hotel and Lodging Association has recently developed a
series of language-free videotapes for housekeeping.
These World Trainer videos are superb training aids for
any multilingual housekeeping department.

The executive housekeeper does not have to imple-
ment these remedial programs from scratch; he or she
can turn to a number of sources of assistance found in
most communities, such as the public school or the com-
munity college system. These sources can often provide
qualified bilingual adult instruction at little or no cost to
the company. Another tactic is to reimburse employee
tuition if remedial classes are completed at the local
community college.

The payoff to the housekeeping department is
twofold. First, productivity improves because the level of
communication has increased. Second, the employees’
self-esteem should certainly increase when they begin to
achieve their personal educational goals; and a self-
assured workforce will ultimately become a more com-
petent and productive workforce.

Delegation: The Key to Managerial Success

According to Mackenzie, delegation is one of five activ-
ities of direction. Others view delegation as the most
valuable activity. The other activities—motivation, coor-
dination, managing differences, and managing change—
can be seen as stemming from a manager’s ability to del-
egate properly.

Too often we hear the phrase “delegation of respon-
sibilities and authority.” In fact, it is impossible to dele-
gate a responsibility. To delegate actually means to pass
authority to someone who will act in behalf of the dele-
gator. The passing of such authority does not relieve the
delegator of the responsibility for action or results, al-
though there is an implied accountability of the person
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to whom power has been delegated to the person having
that power. The responsibility of a manager for the acts
or actions of his or her subordinates is therefore ab-
solute and may not be passed to anyone else.

When an executive housekeeper is assigned overall
responsibility for directing the activities of a housekeep-
ing department, carrying out this responsibility may re-
quire the completion of thousands of tasks, very few of
which may actually be performed by the executive
housekeeper. It is therefore a responsibility of manage-
ment to identify these tasks and create responsibilities
for subordinates to carry them out. (The creation of
these responsibilities is done during organization
through the preparation of job and position descriptions;
see Appendix B.) A good operational definition of dele-
gation is the creation of a responsibility for, or the as-
signment of a task to, a subordinate, providing that per-
son with the necessary authority (power) to carry out
the task and exacting an accountability for the results of
the subordinate’s efforts. The lack of any one of the
three elements of this definition creates a situation
whereby the manager abdicates the responsibility to
manage.

Thorough and complete delegation, where possible,
will free the manager from tasks that can be performed
by subordinates, allowing the manager time to manage
the operation. The manager is then left free to: (1) co-
ordinate the activities of subordinates, (2) manage
change (implies that the manager now has time to be
creative and search for changes that will improve oper-
ations), and (3) manage differences (a form of problem
solving).

How does one delegate? There are several methods,
all of which will be useful to the executive housekeeper.

Methods of Delegation
1. By results expected: The manager can make a simple

statement of the results that are to be obtained when
the task has been completed properly.

2. By setting performance standards: The manager can
create conditions that will exist when a task has been
performed satisfactorily. An example of this type of
delegation is found in inspection forms, which spec-
ify conditions that exist when the tasks are ade-
quately performed. Figure 1.2 shows a room inspec-
tion form that sets forth standards that, if met,
signify satisfactory performance.

In hospitals and health care institutions, standards
may become more strict and even require that the
institutions meet agency approval. Figure 1.3 is a list
of standards, prepared by Charles B. Miller, that
could be used as a guide in establishing standards
and adding or deleting them as necessary in hospi-
tals, health care institutions, and hotels.

Motivational Tip

If you have an ESL (English as a second language)
program for your housekeeping department, rec-
ognize those who successfully complete the pro-
gram. Give them “diplomas” and have a gradua-
tion ceremony in their honor. Rent caps and
gowns, invite their friends and relatives, and have a
reception with cake and ice cream. According to
Ronna Timpa of Workplace ESL Solutions, LLC,
for many of your employees, it will be one of the
proudest moments of their lives.



3. By establishing procedures: The major technique in
dealing with routine matters is to prepare standard

operating procedures (SOP) in which the tasks to be
performed are set forth in a routine procedure. The
SOP also indicates who will do what in the proce-
dure, thus allowing for the delegation of appropriate
tasks to people.

Another simple and equally important technique of
delegation is to take all tasks that must be done and di-
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vide them into three separate groups. Group 1 contains
tasks that may be done by someone else immediately.
Group 2 contains tasks that may be assigned to other
people as soon as they have been properly trained.
Group 3 contains tasks that must be done only by the
manager. People are assigned group 1 tasks as soon as
staff is available. Training is started for people to under-
take group 2 tasks. As soon as training is complete and
competence is shown, the tasks in group 2 are assigned.
Group 3 tasks remain with the manager. The number of

Figure 1-2 Guestroom Inspection
Form. Acceptable conditions are
specified that, if met, indicate
satisfactory performance.
Checkmarks in boxes indicate
satisfactory performance; 
N.I., needs improvement; 
U, unsatisfactory condition (must
be corrected before renting the
room).



tasks remaining in group 3 is usually a measure of the
manager’s confidence to train people and let them be-
come involved.

Why Managers Do Not Delegate
Often, managers do not delegate tasks properly.The rea-
sons can be summed up as follows:

1. Some managers do not understand their roles as man-

agers. This happens most often with newly appointed
managers who have been promoted from within as 
a reward for outstanding service. For example, the
section housekeeper who has been doing an out-
standing job as a room attendant is rewarded by be-
ing promoted to the position of supervisor, although
he or she is given no supervisory training. Having
been physically very busy in the act of cleaning guest-
rooms, the person is now in charge and, as such, feels
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out of place. The new supervisor (manager) has been
moved from a realm in which he or she was very
competent to a position in which he or she has little
or no expertise. In Figure 1.1, we saw that a manager
should be continually analyzing problems, making
decisions, and communicating. Failing to understand
this new role, the new supervisor does someone
else’s work. For this reason, supervisory training is
an absolute must when promoting first-line workers
into positions requiring managerial performance
such as supervising.

2. Managers who enjoy physically doing work are some-

times reluctant to let go of such tasks. Again, this is a
matter of training. The new manager needs to be re-
minded that doing the physical task is not what he or
she is being paid to do. A new manager may need to
be reminded that, by doing physical work that should
be delegated, situations requiring management 

Figure 1-2 Guestroom 
Inspection Form (continued)



decisions may go unnoticed because the manager is
too busy to observe, evaluate, and direct operations.

3. Less competent people fear the consequences of being

outperformed. There are managers who refuse to
delegate routine tasks for fear that their own incom-
petence will be magnified. Surprisingly enough, their
incompetence will be in managing the activities of
others, not in their ability to perform the task that
they do not delegate. These people are uneasy be-
cause they fear that a stronger person will eventually
be able to perform their jobs. What some managers
forget is that they cannot be promoted themselves
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until someone is available and competent enough to
replace them.

4. Some managers feel that delegation is an all-or-

nothing situation. This may occur in spite of the
fact that there are several degrees of delegation.
Imagine the situation in which a manager needs to
investigate a situation, decide if action is needed,
and, if so, take the appropriate action. This task, or
portions of it, may be delegated to another person,
depending upon the degree of training and demon-
strated ability of the person. Here are several de-
grees of delegation, any one of which might be

Figure 1-3 A list of
items that may be used
as a basis for
establishing standards
and adding or deleting
them as neccessary for
adaptation to a specific
institution. This list can
be used to develop an
inspection form.
(Reprinted with permission

from How to Organize and

Maintain an Efficient Hospital

Housekeeping Department,

by Charles B. Miller, published

by American Hospital

Publishing, Inc., © 1981.)



used, depending upon the skill level and reliability
of the subordinate.
a. Investigate and report back
b. Investigate and recommend a course of action
c. Investigate and advise of intended action
d. Investigate, take action, and keep manager 

informed
e. Investigate and take action

5. Some managers feel that if they do not do the task

themselves, it will not be done properly. This is syn-
onymous with the often-heard phrase, “If you want
something done right, do it yourself.” Sometimes it is
ego that prompts this type of thinking, but more of-
ten it is the mark of a Theory X thinker. This type of
attitude encourages inaction on the part of the em-
ployees and a feeling that they are not trusted with
important matters. More important, it is counterpro-
ductive to the creation of good morale-building envi-
ronments. Many managers fear the possibility that
some subordinate will rise to the occasion of being
able to replace the manager. Said another way, some
managers keep themselves in the position of being
indispensable. Other managers recognize that until
someone is capable of replacing them, they them-
selves are not promotable. What is important to re-
member is that until the manager trains people to
act in his or her behalf, and delegates as much as
possible to subordinates, the manager need not think
of promotion, vacation, or even becoming ill, lest the
operation crumble.

Tangibles versus Intangibles

Thomas Atchison23 indentified a significant difference
between the tangibles and the intangibles associated
with management and leadership. He consulted with
many organizations regarding the industrial downsizing
that took place in the early 1980s, and he noted the
tremendous pressures that befell many organizations be-
leaguered with the necessity of either downsizing or de-
claring bankruptcy. As a result of his investigations as a
consultant, he was instrumental in helping several com-
panies prepare for change as they moved toward new life
in the twenty-first century. Atchison was able to identify
the significant difference between the tangible and in-
tangible inputs and outputs that occurred in the business
world (Figure 1.4).

Atchison recognized that tangible inputs and outputs
are measurable and fairly predictable. Tangible outputs
(e.g., profit, market share, growth, etc.) are the tradi-
tional goals of management, but it is the organization’s
intangible inputs and outputs that produce inspired fol-

lowers. Intangible inputs, such as the company’s mission
and values, produce the intangible outputs, such as the
organization’s culture and the commitment of its em-
ployees. Leaders should focus on the intangibles rather
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than on the tangibles. To successfully deal with change,
Atchison said, it is necessary for leaders to have follow-
ers who commit to achieving a vision by building teams
to manage change.

Essential leadership activities must include:

1. Challenging the process by seeking out opportuni-
ties, without being afraid to take risks

2. Inspiring a shared vision by seeing the future and
communicating it to others; making it their vision
also

3. Enabling employees to act by fostering teams and
empowering others

4. Modeling the way by setting an example, and re-
membering that success is gradual

Atchison concluded that when you lead well, others
become willing followers in a new direction of managed

change. He also concluded that management, in a sense,
might be nothing more than a title. You are a manager
until you get promoted, become retired, or are fired.
Leadership, however, is earned, by having followers, and

Figure 1-4 Atchison has expressed tangible and
intangible inputs and outputs in relation to their
application to either management (producing
predictable results) or leadership (producing inspired
followers). (Thomas A. Atchison, “Tangibles vs. Intangibles:

Managing for Change.” Seminar notes; reprinted with permission.)



it is reearned every day. There is no accrual, no equity,
no transfer in leadership. Every day, a leader must in-
spire followers.

The significance of these thoughts is that, as time goes
on, you have only one choice. Are you going to react to
change, or are you going to manage it, because change is
going to happen at a continually accelerating rate. Auto-

cratic change always produces passive aggressive behav-
ior, and this will destroy an organization.To the contrary,
managed change is inspiring and what most employees
actually hope for. Managed change has five ingredients.

1. Be specific in what change is desired.
2. Think small. Break the project into small increments.
3. Move quickly from one small increment to the next.
4. Evaluate whether progress is being made.
5. Celebrate the completion of each small segment.

It is important to put fun into work. Good work can
be made enjoyable by remembering to grant ownership

to the person who is responsible for the work being
done. When the manager recognizes and passes credit to
the person who performed well, and to that person’s as-
sistant, self-motivation emerges.

Consensus is the glue that seems to hold us back in
America, but trust is the glue that binds leaders to fol-
lowers. One has to work hard and steady to earn trust;
and trust not cherished and protected can be easily 
destroyed.

Atchison provided six frameworks, each with four in-
tangible items, as follows:

Leadership Style
Leaders are intelligent, which is nothing more than be-

ing flexible, are disciplined—have control of them-
selves, have compassion—they care about people,
have energy—stay involved and participate.

Strength of Culture
Is there a mission?
Does everyone know the purpose of the unit? Employ-

ees must understand the value of what they do.
Vision—where will your unit be in ten years? Trust—

work for it, earn it. Your unit must have it to move
forward.

Personal Investment
Seek knowledge—people must know their roles and

their jobs.
Skills—the leader must know how to do his or her 

job.
Attitude—the bad attitude is difficult to deal with—

may warrant disconnecting.
Satisfaction—nothing more than happiness and being

respected.
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Team Spirit
Purpose—a good team knows why they come together.
Fit—everyone with a job must fit on the team and have

value.
Communication—great teams know how to communi-

cate.
Dynamic tension—great teams argue but keep their

egos in check.

Managing Change
Focus—must change for something identifiable.
Barriers—focus and progress will always encounter

barriers; remove them one by one.
Celebrate—every time a barrier is removed.
Courage—employees sometimes sense danger in

progress; leaders set good examples.

Intangible Quality
Meaning—when put in employees’ work lives, little

guidance will be required.
Motivation—create the atmosphere in which employ-

ees can motivate themselves.
Harmony—like a great symphony, everyone fits 

together.
Commitment—requires three ingredients: pride, loyalty,

ownership.

Rewards and Motivation

Recognizing and rewarding proper employee perfor-
mance is essential. Virtually all employees want to know

Motivational Tip

One of the highlights of the Las Vegas Interna-
tional Hotel and Restaurant Show is the Hospital-
ity Skills Competition. This event shows off the
skills of the staff of 22 housekeeping departments.
Games include the Bed-Making Competition, Vac-
uum Relay, Johnny Mop Toss, and Buffer Pad Toss.
Each game has specific rules, and the contestants
are judged on speed, accuracy, and the appearance
of the contestant. Judges include top hotel man-
agement. Each team has a cheering section in the
packed audience, holding up signs of support and
cheering incessantly for its colleagues. In addition
to the recognition received, the hotels donate
dozens of great prizes to the winners (see Figure
1.5). The event is usually covered by the local news
media, so contestants can see themselves on the
evening news. Every state hospitality show should
sponsor an event like this one.



if their performance meets management expectations,
and most want to see a linkage between that perfor-
mance and rewards.

A question often asked by managers is, “What form
should these rewards take?” Some experts believe that
although certain intangible rewards, such as recognition
for achievement, may be nice, they are not as crucial to
raising productivity as are the more tangible rewards
(that is, money).24

This theory seems to be borne out by some recent
experiments linking pay to productivity levels. The
Country Lodging by Carlson chain, a subsidiary of the
Carlson Hospitality Group, pays its housekeepers by
the rooms they clean rather than by the hour.25 This
approach has reduced the need for full-time house-
keepers, and it has reduced the turnover and hiring
costs in the housekeeping department. Housekeepers
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earn more, and they earn it, on average, in a shorter
workday.

Three cautions regarding the implementation of a
pay-per-room program should be addressed. First, man-
agement must not take advantage of the employee by
raising the benchmark standards of how many rooms
ought to be cleaned in an hour. As Country Lodging’s
Vice President Kirwin says, “The goal is to get your
rooms cleaned, not to take advantage of people.”26 The
productivity standard has been set at 2.25 rooms per
hour at Country Lodging.

Second, an incentive room inspection program should
be part of the program so that the hotel’s room cleanli-
ness standards do not erode because of the pay-per-
room program.

Third, it is doubtful that this program could be
adopted in most union environments at this time.

Figure 1-5 A flyer from the
Las Vegas International Hotel
and Restaurant Show
Convention Committee asking
for donations for the
Hospitality Skills Competition.



We stated in the beginning of this section that intan-
gible rewards, such as recognition, may not be as crucial
to the improvement of productivity as the more tangible
effects of money. Although we believe this to be true, we
certainly hold that recognition for employee achieve-
ment is an essential management technique.

Management Theory and
Housekeeping Administration

We have looked at the roles of employee participation,
management delegation, training, and rewards in influ-
encing productivity in housekeeping. Each of these prac-
tices evolved from management theories. The answer,
then, to the question of which theory should be applied
in the housekeeping department is, none of them, and at
the same time, all of them. Each of them is appropriate
at different times and under different circumstances (sit-
uational leadership).

Current research also seems to favor the situational
leadership or contingency approach. Studies27 have indi-
cated that different circumstances demand different
management approaches; an unchanging leadership

style does not work as effectively as a flexible style. The
key variable that influences a manager’s style, according
to the situational leadership theorists, is the ability and
attitude of the follower.

Although a manager’s behavior may change, or an ap-
proach to a problem may be dictated by the ability and at-
titude of the follower, we believe that a manager should al-
ways maintain a high level of concern for both the
organization and the employee; this concern should be re-
flected in everything that is said and done by management.

Reflecting that dual concern for productivity and
people is the current shift from cleaning for appearance
to cleaning for health. The emphasis on cleaning for
health includes not only the health of the guest, but also
the health of the employees—particularly the very em-
ployees who are cleaning the property. We are now dis-
covering that many of the methods of cleaning, and the
chemicals used in the cleaning process, negatively affect
the environment, and the most immediate impact is on
those who are implementing these processes and using
these chemicals. If a worker’s health is negatively im-
pacted, that worker’s productivity is either curtailed or
eliminated and the business may incur unnecessary med-
ical and legal expenses. Further in the text, there is con-
siderable space devoted to this topic.

New Horizons in Management

Recent attempts to gain better guest acceptance of the
service product being presented have yielded reports
that the root problem noted by guests usually centered
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on the employee failing to perform adequately. Em-
ployee attitudes and motivations were also highly sus-
pect; this was noticed when guests were asked to rank
their most common complaints when visiting a hotel.
Appearing at the top of most lists were the guests’ con-
cerns about employee attitudes. More detailed studies,
however, have indicated that a clear 85 percent of all
guest and service quality problems were the result of
systems, policies, and procedures that were either out-
dated, inappropriate, or restrictive, and, consequently,
did not take care of the guest. Only 15 percent of quality
problems were associated directly with the employee’s
failure to perform properly in the employee’s relation-
ship with the guest. Basically, in our industry, employees
have been overmanaged and underled.

Other studies addressed the issue of quality assurance
in hotel operations. Such was the case of the American
Hotel and Motel Association’s sponsored study con-
ducted at the Sheraton Scottsdale in Scottsdale, Ari-
zona.28 This study was primarily concerned with prob-
lem solving in areas where guest comments indicated a
quality problem in rendering service to the guest.

Theory Z technique was applied at the Sheraton
Scottsdale, and several focus groups (created from
among several first-line employees who would be most
conversant with the particular problem being discussed)
were formed to address the problem areas identified by
guest comments. (The terms focus group and quality cir-

cle are interchangeable.) The focus group concept, once
and for all, took recognition of the fact that it was the
front-line employee who was actually delivering the
product or service being offered—not the company, gen-
eral manager, or the middle management of the prop-
erty, or even the first-line supervisor. It is the front-line
employee who, having the greatest contact with the
guest, actually represents the entire organization to the
guest. Too often in the past, when talking to the guest,
the only answer available to the employee was,“You will
have to talk to the manager.”

By placing the guest’s problem in front of those em-
ployees (focus group) who had the greatest knowledge
about how to solve a problem (because they did the
work in the area of the problem), quality standards
would be raised. Having been involved in creating the
new and better-quality standard, the employees would
be more inclined to personally commit themselves to
meeting the new standards. These new standards then
became the benchmarks for training or retraining of all
employees: standards set by employees and agreed to by
management.

The results of the changes developed through this
sponsored study, as reported by Sheraton Scottsdale
General Manager Ken MacKenzie, included “growth in
revenue of twenty-eight percent in the first year of the
program, twenty-five percent in the second year, and a
group of supportive employees. You don’t buy them or
hire them, you develop them.”29
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Executive Profile Bryan Cornelius A Future CEO on the Go

by Andi M. Vance, Editor, Executive Housekeeping Today

The official publication of the International Executive Housekeepers Association, Inc.

(This article first appeared in the March 2003 issue of Executive Housekeeping Today.)

It’s a pretty safe bet to say that at age 22, Bryan Lee Cornelius is the

youngest member of I.E.H.A.; however, he’s really not your typical young

adult. At the moment, he has no time for video games or college courses.

Working ten hours a day, six days a week as the Executive Housekeeper

at the Radisson Hotel in the Historic District of Savannah, Georgia, he is

prevented from doing much even in terms of socializing with his friends.

He spends his time managing the housekeeping department as well as

cross-training in other departments. In fact, sleeping comprises much of

his free time. By going against the grain, diligently working and learning

everything within his reach, Bryan Cornelius continues to gain promi-

nence in the hotel industry. He confesses that he’s found his niche.

Many jobs in the service industry don’t come without their fair share of

challenges. Cornelius’ persistence and dedication to his position has

yielded many rewards throughout his short career. At the age of 18, he

was completely green to hotels. Looking to earn some spending money

during high school, he worked as a shipping and receiving clerk at a local

Marriott hotel. Fueled by an intense desire mixed and driven by foresight,

Bryan anxiously pursued the countless opportunities available to him in

the hotel business.

Unlike many of his younger peers, Bryan wholeheartedly dedicates

himself to his job. His job is his life. Watching the construction of the 403-

room Westin Savannah Harbor Resort across the river, Bryan anxiously

submitted his application for employment along with half of the town of

Savannah. An article in the local paper had revealed that over 20,000

people had applied at the hotel, so he was quite shocked to find he was

one of only 300 who were selected.

With experience in shipping and receiving, he gained employment in

this department, only to find they had overstaffed it. Cornelius volun-

teered himself to be transferred elsewhere, landing himself a supervisory

position in Housekeeping at age 19. “After speaking with one of my

friends and the Executive Housekeeper, I accepted the position,” he anx-

iously recalls. “That was probably one of the best decisions I’ve made in

my life. It was a daredevil opportunity. From then on, I knew Housekeep-

ing was for me.”

Equipped with little knowledge, but armed with a fierce work ethic,

Cornelius set to face the many battles lying before him. Breaking down

stereotypes and misjudgments regarding his young age presented his

biggest dilemma. “It’s very tough when you are trying to work with 

room attendants and show them the proper way of doing something,

and they just look at you and say, ‘I have grandchildren as young as you.

You’re not going to show me anything about this job I don’t already

know.’”

Depictions of young adults

these days are filled with tales

of apathy, hours on the

PlayStation, laziness, misbe-

havior and over-indulgence.

For those young people who

strive for something better for

themselves, they follow the

well-worn path from high

school to college, which leads

them to a career in something

that oftentimes pertains little

to what they studied in school.
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Gaining Respect

Not only did Cornelius’ work on the field gain recognition, but his dili-

gence off the clock also brought attention. Little was Cornelius aware

that his dedication on the hotel’s softball team would help him later get

a new job in Miami, Florida. At the time, the General Manager at the

Westin was preparing to leave when he sat down with eight employees

to make them aware of the opportunities available to them as he took

over properties in Miami. Cornelius was a part of the group.

“He said one particular thing to me,” Bryan remembers. “He said that

even though we’d hardly worked together, he had watched me play soft-

ball. My dedication had shined through whenever I’d hit the ball. Even

though I knew it was an easy catch, I ran right through first base.”

Soon after, Cornelius accepted a supervisory position in Housekeeping

at the Mandarin Oriental Hotel in Miami. “This hotel is just awesome,” he

relates with a sound of awe in his voice. “It’s a 5-star hotel where rooms

start at $600. If you want a suite, that runs you at $8,000 a night. It was a

whole new ball game.”

As if moving from Savannah to South Beach wasn’t enough culture

shock thrown at Cornelius, the carpets of the hotel were routinely stud-

ded with famous actors and movie stars who required particular atten-

tion. “I met Puff Daddy, and Michael Jackson stayed there for a month,”

he casually mentions. “It was fun; every day, you’d go up to the computer

and print out the sheet of arrivals. When you saw Scooby Doo or Super-

man, you knew it was a celebrity. It was definitely exciting.”

When a family situation beckoned his presence, Cornelius returned to

Savannah eight months later. At the time, his identical twin brother, Ryan

Lee Cornelius, continued to look for employment where he’d be happy.

Seeing his brother’s success in the hotel business, he sought employment

in Bryan’s former position at the Westin. Bryan’s hard-working reputation

at the hotel proceeded his brother, and Ryan was hired even without an

interview. Ryan’s hard work has also helped put him through the ranks 

as well.

Since his return home in February 2002, Bryan has enjoyed the amount

of responsibility placed upon his shoulders in the Housekeeping Depart-

ment at the Radisson Hotel Historic in downtown Savannah. Hired ini-

tially as the Assistant Executive Housekeeper, he gained a promotion to

Executive Housekeeper at the age of 21.

He remembers the day like it was yesterday. “Everyone was standing

around and congratulating me when realization hit: I was now responsible

for running the entire department. This was now my whole department.

The GM sat me down and acknowledged that while they could 

have hired anyone for the position, I was the first person who came to

their minds. He wanted to enhance operations in the department and

wouldn’t have offered me the position if he didn’t think I could do it.”

Staff

Turning the department around involved reducing turnover and keep-

ing operations under budget. Cornelius admits that keeping people

working can sometimes be difficult in Savannah, due to the poor eco-

nomic conditions, but he found a way to establish loyalty. “If someone 
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from up North were to try to come and handle some of these situations,”

he advises, “he might not be so effective. I grew up around this type of

environment, so I know how to get them to work. You want to speak

with them and stay on their level, never acting like you’re better than

them. They are Southern people and they do things a certain way, and

they’ll continue doing things that way. In Miami, I found the workers to

be completely different. The work ethic between the two cities just varied

greatly. In Savannah, they come to work because we make it a pleasant

environment.”

Bryan’s interaction with his staff begins with their point of hire. During

the interview, he details the Three Zero-Tolerance Rules, which are cause

for termination: 1) If you pop sheets (don’t change them), you’re gone; 

2) If you no call, no show, you’re gone; 3) If you leave a room at the end of

the day without cleaning it, you’re gone. In his experience, over 95% of the

housekeepers who are discharged leave for one of these three reasons.

After welcoming a new employee to his staff, Bryan makes an effort to

spend time with an employee to better know him or her. “I get to know

them on a personal level,” he relates. “I want to know their favorite

foods, interests, movies, and about their families. This shows them that

you not only care about an employee as a worker, but a person as well. It

pays off in the long run, because when you really need someone to come

into work, they will respond to you a lot better.”

Bryan Cornelius on Southern Hospitality

Savannah, the oldest city in Georgia, is a Mecca for Southern Hospital-

ity. When asked what comprises the essence of Southern Hospitality, Bryan

summed it up with three things: cuisine, décor and attitude.

“[All the people at the hotel] have lived here for all their lives, so we

exemplify Southern Hospitality to the core. Visitors come to Savannah and

continually ask why everyone’s so nice. That’s just us,” he admits. “We get

tons of comment cards from people who are so impressed with the extra

efforts our staff makes, but to us, we’re not doing anything special. It’s

the way we were raised.”

When guests are in need of certain items, Bryan rifles through his re-

sources to see if he can find exactly what they need, or an item they can

use to improvise. For example, the single most often left item in a room is

a cell phone charger. He has a huge array of various chargers for every

make and model of cell phone. When a guest calls Housekeeping on a

whim, in dire need of a charger, Bryan asks which model is needed and

sends one to the room immediately.

“Guests are always blown away by that,” he says. “All I do is accumu-

late them, so if someone needs one, we can provide them. I’ve got tons;

like 20 of the same type. Lost and found can be a really good thing.”

He routinely advises his staff not to throw away the things for which

they don’t foresee a guest returning. Paperwork is a great example, says

Cornelius. “I’ve probably had more paperwork sent out to guests than

jewelry. This is a great area to show exemplary service. If I can find a num-

ber or a way to reach guests when they’ve left something, then I’ll try to

call them and let them know. Sometimes, it’s even before they’ve realized

that the article is missing. That’s when they’re really impressed!”
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St. Patrick’s Day

On St. Patrick’s Day, pandemonium erupts on the streets of Savannah,

and Bryan Cornelius’ hotel is at the heart of it. Savannah is home to one

of the largest St. Patrick’s Day celebrations in the world, which presents

countless issues for facilities housing the partygoers. “It’s the one event

none of us enjoy,” Bryan admits. “I used to look forward to it because I

used to be out in the crowd. Now I’m in the hotel and it’s mayhem. The

two or three days they’re here are the worst the hotel rooms look all

year. It takes a lot of work to get cleaned up after that.”

At the time of his interview, Bryan had been working for at least five

months with other hotel personnel, party coordinators and vendors to as-

sure the smoothest celebration possible. Security efforts are heightened

during this time to assure the least amount of damage to property and

injury to the participants possible.

“It’s the most I work all year,” says Bryan. “Last year, I worked a total

of 23 hours in one day. I went from my normal duties to Manager on

Duty to security. We all have to pitch in a hand to get through it.”

Awards

Bryan Cornelius’ early managerial success is the result of a perfect

recipe of dedication, hard work, ambition and a willingness to learn

everything he can from everyone around him. Much recognition has al-

ready been bestowed upon him as a result. In fact, the week prior to his

interview, the Radisson awarded Bryan with the Manager of the Year

Award for 2002.

“I was so surprised,” he admits. “Everyone had been saying that I

would get it, but until my name came out of my GM, Whip Triplett’s,

mouth that night, I didn’t believe it. It was amazing.

One of the first things I did was call my mother. She was so happy for

me; I work so hard to make my mother proud.”

Bryan has also received the Bill Tiefel Award of Excellence. Distributed

by the Marriott, this award is given to employees who show such exem-

plary service that a guest writes a letter to Bill Tiefel and expresses appre-

ciation for the service. Bryan has no recollection of the guest who was

impressed by his service, but was extremely honored by the award. He

has also been honored as Employee of the Month.

Regardless of the facility or state where he works and the administra-

tion or staff with whom he works, Bryan Cornelius maintains five-star

standards. He goes to every effort to ensure the best possible experience

for everyone, while aiming to become a mogul in the hospitality industry.

“I tell my friends who want me to go out and party that I’m a future CEO

on the go. I spend a majority of my time working to advance my career.”

Mentors have given him guidance along the way, steering him away

from trouble and toward success. Mark Stratton, one of Bryan’s current

managers, sees Bryan’s potential and assists in opening doors for him.

Bryan really appreciates the recognition of his current G.M., Whip Triplett

as he’s provided Bryan with great opportunities. “He’s the one who disre-

garded my age as a consideration,” he relates. “He had faith in me, and I

have done an excellent job for him in return.”



Employees Renamed and Empowered

Further recognition of the results obtained with Theory
Z and focus groups has resulted in many hotel compa-
nies referring to their employees no longer as employees
but as “associates.”

In addition, associates are being empowered to do
whatever is necessary to resolve problems for the guest,
rather than to refer problems to management.

Empowerment is actually a form of ultimate delega-
tion that allows the person who is delivering the product
and is most closely in touch with the problem to do
(within certain boundaries) whatever is necessary to
“make it right” for the guest.

Empowerment as a program is not reflected by the
employee taking power, but by being granted power
from the supervisor after being properly trained to meet
written standards that have been prepared by the asso-
ciates and have been accepted by management. Should
an employee make a mistake through empowerment, he
or she may be counseled or retrained.

These quality and empowerment concepts are now
being developed by several hotel organizations into
what is becoming known as Total Quality Management
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(TQM). According to Stephen Weisz, Regional Vice
President, Middle Atlantic Region, Marriott Hotels, Inc.,
“TQM encompasses having an understanding of cus-
tomer requirements, and modifying product and service
delivery to meet these requirements, customers being
both external and internal to the company.”

Summary

In this chapter we briefly traced the origins of hospital-
ity and housekeeping, as well as the development of
management theory and its application to the house-
keeping function.

Our exploration of housekeeping and management
theory has by no means been exhaustive. It is impossible
to discuss all of the contributors and their contributions
to management here, but we will be referring to some of
the major contributors throughout this text, particularly
the sequential functions of management as revised and
expanded by R. Alec Mackenzie. Keep these principles
in mind and refer to them as you read this text. Also,
compare these ideas with those of Tom Atchison.

Bryan’s Advice to Other Young Aspiring 

Executive Housekeepers and Professionals:

1. Set one goal at a time. If you set too many, you’ll get discouraged. So

set one and follow it through.

2. Always ask questions.

3. Listen. It’s the most effective way to gain intelligence.

4. Keep your eyes open to opportunities.

5. Work hard.

6. Defy adversity and negativity.

7. Never set yourself above your coworkers.

8. Remember that age is only a number.

9. Always ask for additional responsibilities, when you can handle it.

Bryan Cornelius can be reached at Radisson Hotel Historic in Savannah, Georgia, 

(912) 790-4708, or by e-mail at bryancornelius99@hotmail.com.

Conclusion
Bryan Cornelius’ mom has al-

ways desired her son to go to

college. While much of his

drive and ambition is fueled

by a desire to please his

mother, Bryan has yet to step

into a college classroom, al-

though he advises that he will

go at some point. Recognizing

the plethora of opportunities

available in hospitality, he’s

pursued his career with a zest

that goes unparalleled. His

commitment is to be admired

and respected. Upon calling

his mother regarding his

award last week, she asked

him if he realized what he had

accomplished at such an early

age. “I do realize,” he says,

“but I don’t want to dwell on

it too much. I’m constantly

moving and I don’t want to get

a big head. I want to sharpen

my skills and do a lot more in

the future, so I don’t have too

much time to think about the

present.”



1. How has the function of executive housekeepers
changed over the years?

2. Discuss the contributions of the following people to
the science of management:

Henri Fayol
Frederick W. Taylor
Douglas McGregor
Frederick Herzberg
Rensis Likert
R. R. Blake

3. Explain Theory X and Theory Y. Why are these theories
significant in the development of worker morale and
job enrichment?
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4. What are the three elements of delegation? Discuss the
importance of each element. What are some of the
reasons why managers do not delegate?

5. Alex Mackenzie provides us with a matrix that relates
many management principles, terms, functions, and ac-
tivities. Recall as many as you can from memory. Iden-
tify them as elements, continuous functions, sequential
functions, or activities of these functions. In your opin-
ion, which ones are the most important?

6. Discuss the difference between managers and leaders.

KEY TERMS AND CONCEPTS

Hospitality
Line organization
Span of control
Delegation
Classical school
Administrative theory
Scientific management
Scientific method
Management science
Operations research
Behavioral school
Human relations
Theory X
Theory Y
Satisfiers
Dissatisfiers
Participative management
Theory Z
Managerial grid

Quality circle
Situational leadership
Contingency approach
Elements
Ideas
Things
People
Functions
Continuous functions
Conceptual thinking
Administration
Leadership
Sequential functions
Management plan
Organize
Staffing
Directing
Control
Motivation

Productive
Turnover
Absenteeism
Insubordination
Exit interviews
Delegation
Standard operating procedures
Degrees of delegation
Tangibles
Intangibles
Inputs
Outputs
Inspired followers
Autocratic change
Passive aggressive/behavior
Leadership style
Associates
Empowered

DISCUSSION AND REVIEW QUESTIONS
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