HOTEL ORGANIZATION
I- Mission Statement:
It is the unique purpose that sets one (individual / company / government) apart from others. Moreover, it expresses the underlying philosophy that gives meaning and direction to hotel policies.

Hotel mission statement shall address the interests of its 3 main stakeholders:

· Guests
· Managers

· Employees

Lastly, mission statements shall be broad and general hence they should be consistent, meaningful and have to survive and be relevant all along the potential life of companies.

II- Objectives:

Objectives shall be prepared after mission statements. They shall be prepared in a way as to serve the mission statement not conflict with it. Moreover, objectives shall be:
· Specific

· Numerical

· Observable

· Measurable

Hotel management shall continuously evaluate whether goals have been achieved or not (by comparing actual with planned results). This way, management can understand whether remedies (solutions / corrective actions) are needed or not. Moreover, it is common for more than one department to be involved in achieving a goal. To illustrate, decreasing complaints by 50 % compared to last year necessitates the collaboration of nearly all departments in the hotel. Therefore, it can be said that teamwork is a key success factor in hotels. The success of one department often leads to the success of others. Remember, what matters is to contribute (as divisions / departments / managers / employees) to achieve hotel goals and objectives.
III – Strategies and Tactics:

After establishing goals and objectives, hotels shall design ways to achieve them. Those are referred to as strategies and tactics. While strategies are methods a division / department uses to achieve its goals (long-term), tactics are action plans defining how goals will be achieved (short-term).

It is vital that strategies shall be prepared in line with goals and objectives and that tactics be prepared consistently as to serve strategies.
IV – Hotel Organization:
Each hotel shall have its management, people authorized to represent owners’ interests. Hotel management are responsible typically for the following activities / duties:

· Planning
· Organizing

· Coordinating

· Staffing

· Directing / Leading

· Controlling

· Evaluating

In order to carry out its mission, global and departmental goals and objectives, every company shall build a formal structure depicting different hierarchy of management, supervision, and employee (staff) levels. This very structure is refereed to as organization chart. Moreover, the organization chart shows reporting relationships span of management, and staff / line functions.
There are two types of relationships that might exist between any two functions at any organization chart. These are:

1. Solid Lines: (i.e.:((((() this kind of relationship shows Direct Line Accountability. To illustrate, if position A and B are linked with a solid line, it means (for example) that A shall report to B, that B shall tell A what to do, when to do, and how to it. Lastly, B shall be liable (i.e. responsible) for A.

2. Dotted Lines: (i.e. (---------() this kind of relationship entitles both positions linked with dotted lines to have a high degree of Cooperation and Communication but not direct line accountability. Usually in the hotel industry, where the sole aim is to satisfy guests, positions, whatsoever level in the hierarchy they occupy, shall coordinate jointly their efforts so as to provide quality, standard product to their customers. Therefore, examples of dotted lines are numerous in hotel organization charts.

Every organization chart shall be flexible, to reflect the ever-changing environmental dynamics and, hence be able to survive. In accordance, organization charts shall be reviewed periodically in order to determine whether the actual organization chart still match the environment needs (i.e. guests, employees, technology, competitor's needs…) or not. A SWOT analysis (i.e.: Strengths, Weaknesses, Opportunities, and Threats) shall be a good start to initiate a change in the organization chart or not. Last but not least, it is of extreme importance that there are no 2 hotels having exactly the same organization chart, and that a hotel might have an organization chart change over time. For, organization charts shall be tailored to fit the needs of each individual property.

V- Functional / Responsibility Areas:
Hotels design their functional / responsibility areas around divisions or departments (Division is a responsibility area including departments). Whether a responsibility area be designed as a department or division depends on the following 2 factors:
· Number of employees working for that very responsibility area.

· Variety and complexity of activities performed in that very responsibility area.

Commonly, there are two classifications of divisions / departments:

1. Revenue Center (Responsivity area that generate revenue to the hotel) vs. Cost Center (Responsibility areas that lives from hotel’s budget without generating any revenue – called out Support Center).

2. Front of the house (Responsibility area characterized with frequent interaction between guest(s) and hotel employee(s)) vs. Back of the house (Responsibility area where interaction between guest(s) and hotel employee(s) is inexistent / not common or frequent).

In a typical 5-star hotel, the following functional / areas of responsibility are found:

1. Rooms Division: In most hotels, this very department generates more revenue that all other division combined together. It provides the services guests expect during their stay in the Hotel. Lastly, the Rooms Division Department is typically composed of five different departments:
a) Front Office

b) Reservation

c) Housekeeping

d) Uniformed Services

e) Telephone

Beneath is a brief description of the different departments decomposing the Rooms Division Department, along with their related main responsibilities:

a) Front Office: It is the most visible (front of the house) department in a hotel. The front desk is usually the central point of activities in the front office and is located in the hotel’s lobby. Moreover, some of responsibilities of the front office department are as follows:
· Sell guestrooms, register guests and assign guestrooms.
· Process future room reservations, when there is no reservation department or when the reservation department is closed.

· Coordinate guest services
· Provide information about the hotel, the surrounding community, and any attractions or events of interest to guests.
· Maintain accurate room status information.

· Maintain guest accounts and monitor credit limits.

· Produce guest account statements and complete proper financial settlement.

· Maintain accurate statistics, and room key inventories
b) Reservation: It is responsible for receiving and processing reservation requests for future overnight accommodations. Whatever technology used, the aim is to accommodate guest requests in a manner that maximizes hotel occupancy and hotel revenue. Nowadays, reservation departments can, on real time, access the number and types of rooms available, various room rates, and specifications of each room (amenities), along with the various facilities existing / activities (events) taking place in the hotel. Lastly, the reservation department should be in a close relation-ship with sales and marketing division concerning group reservations. For, as reservation department is responsible for FIT’s (Frequent Independent / Individual Traveler) room reservations, sales and marketing department is responsible for group’s room reservations. This implies that, since they both compete to reserve from the same fixed supply of rooms, they have to coordinate with each other. If not, the following risks / dangers might happen:
· Potential room revenue loss

· Overbooking
c) Housekeeping: It often employs a larger staff than any other department in the rooms division. It is the most support department for the front office. That’s why, housekeeping and front office departments shall have a strong collaboration / cooperation with each other. The main responsibilities of this department are as follows:
· Clean occupied and vacant rooms.

· Inspect rooms before they are released for sale.
· Communicate the status of guestrooms to the front office department.
· Clean and press the property’s linens, towels, and guest clothing (if equipped to do so - free of charge or for a pre-determined fee).
· Maintain recycled and non-recycled inventory items.
At the housekeeping department, the following positions exist:
· Executive housekeeper

· Assistant housekeeper(s)

· Room inspectors

· Room attendants (maids)

· House-persons

· Lobby and general cleaners

· Laundry personnel
d) Uniformed Service: Employees of this department aim to provide the most customized / personalized service to each guest. Therefore, their attitudes / behaviors and the way they approach guests play an important role in forming good / bad lasting guest impressions. Some hotels refer to the “Uniformed Service” area as guest service. Some basic positions occupied in this very department as long as carried responsibility(s) are as follows:
· Bell Attendant: provide baggage service between the lobby area and guestroom.
· Door Attendant: provide baggage service and traffic control at hotel entrance.
· Valet Parking Attendant: provide parking services for guest’s vehicle.
· Transportation Personnel: provide transportation services for guests.
· Concierge: Assists guests by making restaurant reservations, arranging for transportation, and getting tickets for theater, sporting, or any other special events.
5. Telecommunications: Can also be called Private Branch Exchange (PBX). It is responsible for the following activities:
· Answer and distribute calls to the appropriate extensions (guest, employee, or management).
· Place wake-up calls.
· Answer questions about hotel.

· Monitor automated systems (ex. door alarms and fire alarms).
· Coordinate emergency communications.
Telecommunications employees shall, while working, protect guest privacy and, hence, contribute to hotel’s security. They can do so by not spelling out guestroom numbers, by implementing a policy stating that guest has to call hotel operator or a special guest service department for all service requests, or by having all house phones ring the operator for call processing.
Technology have tremendously changed the responsibilities of telecommunications employees as well as the various services it offers to guests. For example, technology, nowadays, allows guests to place their own room-to-room or outgoing phone calls. In fact, most guestroom phones offer touchtone convenience and may feature call waiting or caller ID. Other technology-aided services offered by the telecommunications department are as follows:
· Voice mail.

· Automated Answering Devices (AAD).

2. Food & Beverage Division: Generally ranks second in amount of revenue generated, right after rooms division department. In a five-star hotel, food and beverage outlets might have the following forms:
· Quick service
· Table service
· Specialty restaurants
· Coffee shops
· Bars
· Lounges
· Clubs

Moreover, the Food and Beverage division supports other hotel functions such as room service, catering, and banquet planning.
3. Sales & Marketing Division: The primary function of the division is to promote the sale of hotel products / services. In a typical hotel, we should have Sales & Marketing division. However, if the staff size, volume business, hotel size, expected group arrivals is low enough, the hotel might have marketing staff placed under the reservation department (i.e. No need for a Sales & Marketing Division). In a typical five-star hotel, the sales and marketing division is divided into five main responsibility areas:
· Sales.
· Revenue (Yield) management.
· Convention Services.
· Advertising.
· Public Relations.
4. Accounting (Finance) Division: It monitors the financial activities of the property. Some of the activities that are undertaken in the accounting division are listed below:

· Pay outstanding invoices.
· Distribute unpaid statements.
· Collect amounts owed.
· Process payroll.
· Accumulate operating data.
· Compile financial reports.

· Make bank deposits.
· Secure cash loans.
· Perform other control and processing functions.
In many hotels, the night audit and the food and beverage audit are considered accounting division activities.
5. Engineering and Maintenance Division:  It is responsible for maintaining the property's structure and grounds as well as electrical and mechanical equipment. Some hotels might have this very division under different names, such as maintenance division, property operation and maintenance division, technical division…Lastly, as responsibilities handled need to be carefully coordinated with the housekeeping department, some hotels have combined housekeeping and engineering into a single unit called the Operations division / department.
6. Security Division: It is concerned about the safety and security of hotel guests, visitors and employees. Moreover, this very division’s personnel are usually screened from in-house personnel, security officers or retired police officers, across certain physical skills, and prior experience. Lastly, some of the functions of the security division are listed below:

· Patrol the property.
· Monitor supervision / surveillance equipment.
7. Human Resources Division: Some of the responsibilities of the human resources division are listed below:

· External & internal recruitment.
· Training.

· Employee relations (including quality assurance).

· Employees' salaries, benefits, compensation, and tax withholding…
· Employees’ administration (paperwork, attendance…).
· Good relations with labor unions.
· Employees' safety and working conditions.
8. Other Divisions: Depending on the scope of operations, degree of complexity, need of guests as well as competitive requirements, hotels might offer some other revenue generators / cost centers. Below is a list of some other divisions that might exist in a hotel:

· Retail outlets (i.e.: Shops rented to outsiders or managed by the hotel).
· Recreation facilities (ex: Fitness center, tennis courts, and cinema saloons…).
· Conference Halls.
· Casinos.
· Management Information System department (MIS) / IT department.

· Quality department.
VI- Front Office Operations: Commonly front office operations include:

· Reservation.

· Registration.

· Room & rate assignment (Rooming function).
· Guest services.

· Room status.
· Maintenance and settlement of guest accounts.
· Guest history record creation.
While performing those activities, division / department shall develop and maintain a comprehensive database of guest information, coordinate guest services and, ultimately, ensure guest satisfaction. The latter, cannot be ensured without the following:
· Carefully designed front office organization.
· Comprehensive / well planned goals, strategies and tactics.
· Well planned work shifts.
· Well-designed job descriptions.
· Well-designed job specifications
1. Organization of the Front Office:

In large hotels, the front office organization chart shall be designed according to functions. Doing so not only enhances the control front office has over its operations, but also provides guests with more specialized attention. Such a division according to functions, however, is not practical in middle and small size hotels due to the fact that these very hotels don't posses enough and sufficient monetary resources to ensure the existence of at least 3 jobholders (i.e. one for each shift) for each job position. Therefore, in middle size hotels, a front office clerk might be responsible for more than one work position. This is ensured via cross training. On the other hand, in small size hotels, one or two front office clerk(s) might be responsible for all front office activities. In a large hotel, typical functions / positions are as follows:
· Front Desk Agent: Registers guests, and maintains room availability information.

· Cashier: handles money, posts charges, and oversees guest account settlement.

· Information Clerk: Takes messages, provides directions to guests, and handles faxes and packages.
· Telephone Operator: Manages the switchboard and coordinates wake-up calls.
· Reservation Agent: Responds to reservation requests and creates reservation records
.
· Uniformed Service Agents: Handles guest luggage and escorts guests to their rooms.
2. Goals and Strategies:
In every organization, goals and strategies must be prepared bearing in mind the hotel's mission statement and overall goals and objectives. An example might be:

Global Goal: Increase occupancy rate of the hotel by 25%
Department Goal: Increase in the number of walk-ins by 50%
Strategy: Improve sales figures by describing guestrooms and Hotel Services 

3. Work Shift:

In the past, traditional scheduling was applied. Under this approach, each employee shall work 40 hours per week, 8 hours per day, hence, 5 days per week. This implies that the hotel shall ensure 3 shifts per day, each of which lasts for 8 hours to ensure service provision all along day and night. A possible example of traditional scheduling is shown below:

( Day Shift ( 7 a.m. - 3 p.m.

 ( Evening Shift ( 3 p.m. - 11 p.m.

 ( Night Shift ( 11 p.m. - 7 a.m.

Recently, traditional scheduling has been challenged due to several variable such as seasonality, business volume, and available staff in hand. That’s why it is much more common nowadays to use alternative scheduling that might take one of the following forms:
· Flexible Work Hours (Flextime): This kind of alternative scheduling entitles that employees might start work, for example, one hour earlier, just to leave again one hour earlier.
· Compressed Work Schedule: Employees, instead of working 5 days per week, 8 hours per day, might work 4 days per week, 10 hours per day. Therefore, compressed work-scheduling means working all the 40 hours per week in less than the standard 5 days per week.
· Job Sharing: This kind of scheduling entitles that two or more part-timers occupy the job of one full timer. Recently, part-timers constitute an increasing input in the hospitality labor market. Such an input creates usually a win-win situation for part-timers and hotels. Yet, it is important to consider other critical factors, when selecting part-timers, like training, motivation, productivity and loyalty.
Whatever scheduling applied, front office managers shall carefully schedule their employees in order to minimize conflicts that arise between hotel and employee needs. In big hotels operating under fully automated systems, some scheduling software package programs might be installed as to help managers in effective scheduling.

4. Job Descriptions:

They list all tasks and subtasks that are required of a work position. They may also outline reporting relationships, additional responsibilities, working conditions, necessary equipment and materials as well as other important information specific to the place of employment. Moreover, job descriptions shall be tailored and customized to reflect the needs of each single hotel property, and work position. In addition, job descriptions shall be task-oriented rather employee-oriented, meaning that hotels shall try to search for employees who can fit their job descriptions, not design jobs to fit the skills of certain job applicants. Lastly, job descriptions shall be revised periodically to cope with the ever changing demands and needs of the industry as well as to respond to the sophisticated needs of guests. While doing so, managers shall let their employees be involved in the revision process.

Job descriptions might be used as:

· To evaluate job performances.
· Tools to conduct training or retraining.
· Prevent unnecessary duty duplications.
· Help ensure the performance of each job task.
· Help determine appropriate staffing levels.
5. Job Specifications:

They list the personal qualities, skills, and traits an employee needs in order to successfully perform the tasks outlined in a job description. That's why; departments shall first design job descriptions, and later job specifications. Moreover, job specifications usually serve as a basis for advertising job vacancies, and as a tool to identify current employees for promotion purposes. Inside a typical job specification, the underneath key factors may exist:
· Formal education.

· Work experience.
· General knowledge.
· Previous training.

· Physical requirements.
· Communication ability.
· Equipment skills.
Therefore, front office procedures usually requires general skills acquired through education and experience. Yet, valuable employees should possess additional skills (ex. practical skills, knowledge and aptitude skills, mathematical skills, keyboarding skills, language skills…). Eventually, employees in the front office equipped with different skills shall work as a team to achieve hotels goals and objectives.
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