THE ROLE OF HOUSEKEEPING IN HOSPITALITY OPERATIONS
The housekeeping department is one of the busiest sections in the hotel as far as the variety of functions performed, and number of staff working. It is usually situated at the laundry room or any other convenient place close to Housekeeping Supplies. Moreover, the housekeeping department is headed by an executive housekeeper (sometimes referred to as housekeeping manager).

I- Cleaning Procedure:
The procedure of cleaning guestrooms by the housekeeping department can be summarized in the following way:

· Checkout clerk contacts the housekeeping department that a room became vacant and needs cleaning.
· Housekeeping department updates the room status from occupied to on-change and sends a room maid to clean the room.
· Room maid cleans the room and contacts the housekeeping department back about the latest status and condition of the room (especially for out-of-order and out-of-service).
· If the room is out of order for any reason (ex. room is extensively dirty, or needs repair), then the housekeeping department deducts that very room from those available for sale, until either scheduled to be extensively cleaned or post to the confirmation from the maintenance department that the deficiency was repaired.
· Housekeeping department sends room inspector to check whether the stated room has been cleaned to the hotel standards or not.
· If the room is cleaned to hotel’s standards, the housekeeping department shall update the room status from on-change to clean and available for sale and communicate this to the front office department.
· If the room is not cleaned to hotel standards, room inspector communicate to the housekeeping department that the room shall be cleaned again.
II- Communicating Room Status:

Each nights, front desk agent / property management system produces the front office occupancy report (i.e. list of rooms occupied that night and guests expected to check out the next day). Early the next morning, the executive housekeeper consults this report to better schedule occupied rooms for cleaning since those very rooms shall be cleaned and readied for arriving guests. Moreover, executive housekeeper uses 10-day / 3-day forecast reports (reports indicating how many rooms are projected to be occupied each day),  generated by front office system, to effectively prepare staff schedule and ensure that enough room attendants (maids) / inspectors will be scheduled for each day’s workload. In addition, at the end of each shift, the housekeeping department prepares a housekeeping room status report based on the physical check of each room in the property. This very report is compared with the front office occupancy report in order to detect room status discrepancies, which constitute major threat to the ability of the hotel to accommodate guests as well as to maximize its room revenue.
Prompt relay of housekeeping status of rooms is a success key factor in registering early-arrival guests and satisfying them. That’s why, keeping room status information up to date requires close coordination and cooperation between the front desk and housekeeping department staffs.
In automated systems, front office and housekeeping departments have instantaneous access to room status information, hence, eliminating theoretically any probable room status discrepancy. Yet, in practice, some delays in reporting new status of rooms in the system could occur because of various reasons. This problem can largely be solved if the system is directly connected to the guestroom telephone system. With such a network, supervisors can inspect rooms, determine their readiness for sale, and then enter a code on the room telephone to change the room’s status. This way, within seconds, the room’s updated status can be displayed on the screen of the front office.
Wireless connectivity devices, such as personal digital assistant PDA could improve tremendously the work of the housekeeping department. In fact, housekeeper’s work schedule can be pre-loaded into his / her PDA before the beginning of the work shift. Moreover, as the housekeeper’s work is completed, he /she records the information in the terminal and transmits it to the front office system so that the system’s room status data is updated. If the housekeeping manager has an urgent request for a particular guestroom to be readied, he /she can use the terminal to communicate this to the housekeeper working in that area. In addition, if a housekeeper needs additional supplies or identifies a maintenance problem, he /she can use the PDA to communicate such needs to the housekeeping or maintenance department.
III- Housekeeping and Maintenance:

Housekeeping and maintenance department shall coordinate their efforts so that guests are satisfied and room revenues are maximized. Sometimes, however, problems might be observed. For example, housekeeping personnel sometimes resent having to clean up after various types of maintenance. On the other hand, engineering staff may be upset if the misuse of chemicals and equipment by housekeeping personnel results in additional work.

1. Communicating Maintenance Work:
If room maids / inspectors observe guestroom deficiencies or malfunctions that can lead to guest dissatisfaction, they have to report those incidents to the housekeeping department which, in turn, would relay the issue to the maintenance department for the eventual aim of fixing that very problem as soon as possible.
2. Types of Maintenance:

Commonly, there are three types of maintenance activities as the following:

· Routine maintenance: activities related to the general upkeeping of the property. Such maintenance occurs on a regular basis and require relatively minimum training or skills. Examples include sweeping carpets, washing floors, cleaning readily accessible windows, cutting grass, cleaning guestrooms, shoveling snow, and replacing burned-out lightbulbs.

· Preventive maintenance: Consists of three components: inspection (ex. regularly check guestrooms for leaking faucets), minor corrections and work order initiation (in case major corrections are needed).

· Scheduled maintenance: when a member of the housekeeping department fills out a work order form, one copy is sent to the executive housekeeper and two copies to the engineering department. The chief engineer gets one copy and gives the other to the person assigned for the repair. This very person will indicate the approximate number of hours required to complete the work, any parts or supplies required, and other relevant information. He will receive approval from the chief engineer and will be scheduled for the incident. When the job is completed, a copy of the completed work order will be sent to the executive housekeeper.
IV- Identifying Housekeeping Responsibilities:
Most housekeeping departments are responsible for:

· Guestrooms.

· Corridors.

· Public areas, such as the lobby and public restrooms.

· Pool and courtyard area.

· Management offices.

· Storage areas.

· Linen and sewing rooms.

· Laundry room.

· Back-of-the-house areas, such as employee locker rooms.

Moreover, housekeeping department of world-class service hotels are also responsible for those additional areas:

· Meeting rooms.

· Dining rooms.

· Banquet rooms.

· Convention exhibit halls.

· Hotel-operated shops.

· Game rooms.

· Exercise rooms.
IV- Planning the Work of the Housekeeping Department:
With systematic, step-by-step approach to planning, housekeeping department will ensure not only the work is done, but also done correctly, efficiently, on time, and with the least cost to the department.
1. Area Inventory Lists:

In order to plan for the work to be done, the housekeeping department shall first create an inventory list of all items within each area that will need its attention. Those lists are typically long and extremely detailed. Moreover, since most hotels offer several types of guestrooms, separate inventory lists may be necessary for each room type. In addition, when preparing guestroom area inventory list, it is wise to follow the sequence in which room attendants (maids) will clean items and in which supervisors will inspect items. This way, inventory lists can serve as a basis for developing cleaning procedures, training plans, and inspection checklists.
2. Frequency Schedules:

Denotes how often each item on an area inventory must be cleaned or maintained. These frequencies are then transferred to a calendar plan that forms the basis upon which executive housekeeper uses to schedule optimum number of room attendants /inspectors to perform the necessary work. When it comes to deep cleaning (i.e. intensive or specialized cleaning undertaken in guestrooms or public areas), housekeeping department shall schedule this very activity, whenever possible, in days with low occupancy period. Moreover, if the maintenance department schedules extensive repair work for several guestrooms, the executive housekeeper should make every effort to coordinate deep cleaning of these rooms with maintenance’s timetable.
3. Performance Standards:

Standards are required quality levels of performance. They state not only what must be done, but also describe in details how the job must be done. Moreover, when employees are trained on those very standards, work done would be in conformity and consistent with each other.
While determining standards, housekeeping department can consult experienced room attendants / inspectors on what things shall be done and how they are done. After determining standards, the housekeeping department shall ensure conformity to standards by inspection. In this regard, daily inspections and periodic performance evaluations should be followed up with specific on-the-job coaching and retraining.
4. Productivity Standards:

While performance standards establish the expected quality of the work to be done, productivity standards determine the acceptable quantity of work to be done by department employees. Since performance standards vary in relation to the unique needs and requirements of each hotel, it is impossible to identify productivity standards that would apply to all hotels. Moreover, actual productivity standards shall be finalized after the hotel has been operating for a while. To determine the property’s productivity standard for room cleaning, the housekeeping manager must take guestroom size, furnishings, bedding arrangement, bathroom design, and room configuration as well as expected room status (i.e. whether guestroom is to be prepared for a new arrival, a stayover or expected to be vacant) into consideration. Lastly, executive housekeeper shall consider, when determining productivity standards, allowances needed to compensate for fatigue, breaks as well as moving from room to room, floor to floor and even building to building.
[image: image1.emf]Step 1

    Determine how long it should take to clean

    one guestroom according to the department's

    performance standards.

    Approximately 27 minutes*

Step 2

    Determine the total shift time in minutes.

    8½ hours * 60 minutes = 510 minutes.

Step 3

    Determine the time avilable for guestroom

    cleaning.

    Total Shift Time...................................   510 minutes

    Less:

          Beginning-of-Shift Duties...............   20 minutes

          Morning Break..............................   15 minutes

          Lunch............................................   30 minutes

          Afternoon break............................   15 minutes

          End-of-Shift Duties........................   20 minutes

    Time Available for Guestroom Cleaning   410 minutes

Step 4

    Determine the roductivity standard by dividing

    the result of Step 3 by the result of Step 1.

410 minutes / 27 minutes = 15.19 guestrooms per 8-hour shift

*: Since performance standards vary from property to property, this

figure is used for illustrative purposes only. It is not a suggested time

figure for cleaning guestrooms.


5. Equipment and Supply Inventory Levels:

After planning what must be done and how the tasks should be performed, the executive housekeeper must ensure that employees have the necessary equipment and supplies to get their jobs done. This way, housekeeping department would ensure smooth daily housekeeping activities and plan an effective purchasing system.
Typically, the housekeeping department is responsible for two types of inventories as follows:

· Recycled items needed during the course of hotel operations.

· Non-recyclable items consumed or used up during routine activities.

Due to limited storage facilities and management’s desire not to tie up cash in overstocked inventories, the executive housekeeper must establish reasonable inventory (par: number of items that must be on hand to support daily, routine housekeeping operations) and safety stock (i.e. minimum number of purchased units that should be in stock at any time) levels for both recyclable and non-recyclable items.

a) Recycled inventories: Include linens, most equipment items (room attendant carts, vacuum cleaners, carpet shampooers, floor buffers…), and some guest supplies.

b) Non-recycled inventories: include cleaning supplies, guestroom supplies (ex. bath soap), and guest amenities (ex. toothbrushes, shampoos and conditioners – usually referred to as frills).

V- Cleaning and Inspection Sequence:
The housekeeping department shall first clean rooms for expected arrivals, then expected stayover rooms and lastly expected vacant rooms. The reason is that rooms for new arrivals takes more time to be cleaned to hotel standards again and that guests might come any time to request their rooms even before the pre-determined beginning of check-in time.
To illustrate, let’s consider the following example:
Suppose you are a Housekeeping Room maid responsible for cleaning 24 rooms in Corridor C as depicted by the following scheme:
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Corridor C


Moreover, suppose that you were communicated the following expected room statuses:
· Rooms for New Arrivals: 302, 303, 304, 307, 310, 313, 314, 318 , 320 & 323

· Stayover rooms: 305, 308, 311, 315, 316, 319, 322 & 324

· Vacant Rooms: 309, 312, 317 & 321

In addition, suppose, it would take you on an average 27 minutes to clean rooms for new arrival, 21 minutes to clean stayover rooms and 15 minutes to clean vacant rooms. Lastly, you need to add 6 % allowance on the top of the total minutes needed for cleaning, to compensate for fatigue, breaks, and going back and forth the corridor. Lastly, suppose while attempting to clean rooms, you realized that room number 301 is intensively dirty and room 306 have a leaking bathtub.
a) If you are approaching Corridor C from rooms 301 & 302, what is the sequence of cleaning the 24 rooms? (I.e. Which room you start with, then where do you go…?) Why did you choose that very sequence?
b) What is the maximum amount of time (in hours) that shall be spent to clean the assigned rooms? 
c) How shall the housekeeping department act as far as rooms 301 and 306 are concerned?

A possible answer to this problem is as follows:

a) The sequence of cleaning should be (by room number):

302 → 303 or 304 → 304 or 303 → 307 → 310 → 313 or 314 → 314 or 313 → 318 → 320 → 323 → 324 → 322 → 319 → 316 or 315 →  315 or 316 → 311 →308 → 305 → 309 → 312 → 317 → 321.
The reason(s) behind such a very cleaning sequence is:

· New arrival rooms need to be cleaned first, followed by stayover rooms. Lastly, we shall clean vacant rooms.
· Minimize the time lost due to the movement from a room to another.
b) Cleaning Time = (10 * 27) + (8 * 21) + (4 * 15) = 270 + 168 + 60 = 498 Minutes.
Allowance Time = 498 * 0.06 = 29.88 Minutes.
Maximum cleaning time = 498 + 29.88 = 527.88 Minutes → 8.80 Hours.
c) The housekeeping department shall schedule a room maid especially for room number 301 bearing in mind to allot that very room maid enough time for cleaning. On the other hand, the housekeeping department shall communicate to maintenance department the deficiency that exist in room 306 (i.e. leaking bathtub) and make sure not to release this very room until necessary repairs have been confirmed back.
VI- Supervisor Dilemma:
As hotels are searching, nowadays, for more profit and, perhaps, ways to empower hourly employees, the position of housekeeping supervisor is gaining importance day by day. Yet, even though the position of a housekeeping supervisor was initiated previously as a management extension of the executive housekeeper, practically the job is focused mainly on inspecting rooms. Someone would ask here some questions in this regard:

· Is the position of housekeeping supervisor really essential?

· Does the hotel get its money’s worth from this very position?
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