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Introduction

Marriott International Limited, became the world’s leading hotel company which owns over 700,000 properties across the world, which comprises countries and territories. This company was founded by Willard and Alice Marriott, where the company acquired its name. This company had the influence of the family leadership for the last 90 consecutive years and its head office located in Washington DC. This company is created for harbouring most distinctive luxury hotel brands such as Ritz Carlton and Bulgari etc. By owing those properties Marriott revolutionized American hospitality industry. Marriott exemplifies from premium to luxurious facilities -
 (J. Willard Marriott, 2020).

Swansea Marriott is a four-star hotel which consist of 185 rooms, located in the heart of Swansea, the second largest city in Wales, United Kingdom. This report is solely based on Swansea Marriott Housekeeping department and its guest service issues. This report is about the guest service management issues in the housekeeping department, focusing on the challenges, affects, and cost related problems and issues which arise due to having both internal and outsourced hotel departments.   

1.1 Aims and objectives 

The objective of this report is to root out the interpretations of outsourcing and the reasons for the Marriott hotels aimed to outsource housekeeping departments in the south Wales region. The secondary aims were to pin down the affects have on the employees of the organisation in question, as they primarily belonged to a one organisation and having to changeover to a new organisation with different culture, norms and practises. The third goal is to find out whether the labour conditions of the employees has changed throughout and after the outsourcing process which was commissioned in the workplace.  The fourth objective is about how to persuade employees and their connection with the previous co-workers. The fifth objective is to find out the cost in both internal and outsourced housekeeping in order to understand why Marriott hotels decided upon to keep internal housekeeping. This was to figure out whether outsoaring is done only for financial gain or for some other motive. 
Also, will be discussing in the contrary of internal and outsourced housekeeping departments and how it effects on guest’s in terms of service industry. 


1.2 Delimitation
 
This report is based on the research conducted in Swansea Marriott hotel only. The main reason for choosing this hotel was due to my engagement of the work placement arranged by the university. Over the years Swansea has seen an increase in tourists, and business travellers especially from neighbouring European countries. 


1.3 Research interrogations

· Reason behind Marriott hotels having chosen to outsource their housekeeping department 
· What kind of characteristics can result by having an internal or outsourced housekeeping department?

To obtain the responses pertaining to the research questions and other sub questions needed a survey regarding the working environment of the employees prior to the process, and throughout the process. After gaining proper input or answers to those research questions, that will help gain ideas of about the effects of the outsourcing process not only for the organisational perspective but also in terms of employee’s perspective. The sub questions are;

· How did the working environment recast?
· How did the sentiments change during the process?


1.4 Research techniques

The primary technique mainly focused on qualitative research, is by interviewing the housekeeping manager in Swansea Marriott “Jackie” and other housekeeping employees and those who have undergone the outsourcing processes forthwith, and also the Housekeeping manager “Heidi” from St Pierre Marriott hotel, as it still uses the internal housekeeping management. As stated by Patton (1990) evolutions are used to seek out the viewpoint of the employees, it wasn’t truly a strenuous task as each employee gave answers with no great contradiction to the previous person Interviews were set up during the placement at Swansea Marriott and held face to face. Whereas St Pierre Marriott’s housekeeping manager was @interviewed over the telephone. According to (Carlson & Gilmore2006, p.73) individual interviews has more tension than otherwise for those under reference. (Chrzanowka2002, p. 80) this may be due to individual need to answer the questions by themselves. This report used a semi structured interview as “Jackie, Rhian, mike” from Swansea and “Heidi” Executive Housekeeper from St Pierre Marriott openly answered the questions and it allows more flexibility in terms of questions and answers and also can be argued when carrying out a semi structured interview. Questions were asked not only from managers but also from housekeepers to get their own viewpoints in terms of outsourcing, about their feelings, and also about their opinion during the outsourcing process. The questions were structured on the basis of practical, financial, satisfaction or dissatisfaction over outsourcing processes. (WGC transition who makes decisions over outsourcing departments in the hotel?)

· Why did they make a choice to outsource the housekeeping department?
· Under what criteria they chose the service provider?
· What kind of benefits can they have from both internal and outsourced housekeeping?
· What kind of challengers can they have from internal and external housekeeping?
· Who monitors the standards of both internal and outsourced housekeeping?

Both managers had more likely the same viewpoint over outsourcing as they pose certain preferences and experiences in their own field. When questioning the housekeeping employees by using the same semi structured interview to know how they would think over outsourcing, and how they would feel being internal rather than being outsourced, after interviewing them, it brings a clear depiction on the housekeeping staff. 

Those data were analysed in two stages as primarily interviewed the influential personnel such as managers and executives, and then the subordinates to see their viewpoint over outsourcing. Both segments were utmost necessary to figure out the outcome of internal as against outsourced housekeeping which can be brought to light. 

2 Housekeeping

Housekeeper can be classified as one of the crucial hotel employees (Hotelier Tanji, 2015). The work they perform changes every day. Generally, housekeepers work 8 hours a day, usually the shift begins from 8 am to 4 pm and it depends on the size of the property. They will begin their duties by collecting their charts from the housekeeping office -, which entails how many rooms needed to clean and so forth. It also indicates DND, stayovers, deep clean requirement and out of order (OOO). All housekeepers are compelled with guest requirements such as allergy covers, cribs in rooms etc. Housekeepers are obliged to maintain the utmost company standards, which reflects the Marriott brand standards.

2.1 Definition of outsourcing 

Outsourcing by definition is the handing over of business tasks or process to external companies (Larson & Gray 2001,p.418); It also can be defined as the transferring organisational responsibilities and its employees over to an external service provider (Hays & Ninemeier 2009,P.232) In hospitality industry especially lodging industry it has a great tendency to outsource almost every department which consist of various different functions. The most common departments to be outsourced are housekeeping and restaurants. This is due to the large number of employees and it cost a lot to the employers.

According to Lam and Han (2005) outsourcing can be seen as a management strategy which hotels utilize to form strategic alliance with specialized outsourcing suppliers which deals with hotels, mostly company’s outsourcing departments in order to save money. According to Chelsea et al. (2004) outsourcing is not only transferring internal activity of a firm but also allows decision making authority to an alien company. According to (jones, 2008, p.187) outsourcing can be construed as handing over a functioning department to an outside company where the main company can get freed from that department and could focus on other departmental functions. Outsourcing has a variety of definitions, and in reality, its primary focus on moving cost associate duties and other responsibilities from one organisation to another (Agburu, Anza and Iyortsuun, 2017). 


2.3 Reason for outsourcing

Outsourcing is a very common word among people as they soon realize it’s about saving cost, whereas Marriott in South Wales decided upon outsourcing as they predominately considered saving more money by outsourcing. Now a days outsourcing became more common as most of the hotel establishments tend to outsource their departments to save departmental cost. The outsourcing is more often combines with laid off’s as this word is more common in the present time (Beasley et al 2004). 

According to brown & Wilson (2009, p.32) most common motive for outsourcing is, it helps to acquire new skills, better management, focus on strategy, focus on core functions and to avoid major investments, reduce cost, and to improve flexibility. 

3.1Challenges of outsourcing 

Communication

The challengers for outsourcing are countless as two different companies work together for their own objectives. The risk of something goes wrong, its’ solely based on communication between the Marriott and WGC. Communication is one of the most vital aspects that two organisations must have. It needs to be done on the same wavelength when launch such significant changes in the hotels. The basis stands on what the company want to achieve and their goals. When outsourcing the housekeeping department to a service provider e.g. WGC, it requires utmost close relationship and coordination. This needs to be practiced daily regardless of the season, especially both parties get more tension during high seasons. Both organisations need to understand to be calm when dealing with very demanding situations as it needs to give top priority, which in return helps for the amelioration of both organisations.  

3.2 Conflict

Conflicts are mostly common to be seen when two companies work together. Since different people exhibits different ways of working and when they put together to work on the same project or situation then it’s quite common to arise conflicts between two organizations (Aron et al 2005) . Conflicts cannot expound as a bad practice to a certain extent whereas it emphasises what they can and cannot do or say within the workplace, meantime they can build a good relationship and setup rules in order to communicate effectively between the two companies. Conflicts can occur between employees when working together with different personalities which can be seen quite common in the workplace e.g. those conflicts can be seen quite often between housekeeping and front desk operations. Reason for those conflicts are two different companies run under one roof” Marriott and WGC” and employees not seem to share the same values, neither culture nor priorities nor relationships.  

3.3 Cultural misunderstanding

Cultural misunderstanding can be showcased from its employees from both sides either WGC or Marriott due to non-adequate English language proficiency or their understanding can be predominately unclear. Intricate cultural environments necessitate fluency not in words but significantly in understanding what is not said in order to maintain those requirements, it needs time, patience and dedications (Mullins 2010, p.24). During Housekeeping departmental meetings, it is clearly evident that some of the Eastern European migrant workers showed incompetence of the English language knowledge and even what is being said during the meeting. In fact, the management side itself needs to be more patience and speak more on a slower tone and repeatedly ask questions to see whether they understood the contents of the meeting held completely. Some foreign migrants would not demonstrate the same as competency as the native’s English speakers, but present days most of the big outsourcing companies require its employees to demonstrate sufficient English language abilities as a requirement especially WGC. Cultural misunderstandings can occur between management and subordinates often. Therefore, things said may mean one thing to subordinates and mean something to the supervisors (Hofted 1980). This leads the national and international workers see their workplace in a bit of confusion as the Hotel needs quality cleaning whereas the employer needs quantity cleaning. 

How is your working environnent?
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3.4 Loss of control 

Renouncing the control over the housekeeping department to an outside service provider can be classified also as loss of control from the viewpoint of the hotel. In this aspect it clearly demonstrates Marriott Swansea had control over the housekeeping department before it was outsourced to WGC company. Even the core team is solely depending on WGC while Marriott has no direct authority over them (Larson &Gray 2011, p.33). This indicates communication from both parties that plays a vital role to maintain the linkage between the Marriott and WGC.  Active customer involvement keeps the project team focused on the objectives and reduce misunderstanding and dissatisfaction (Larson &Gray 2001, p.439). Marriott fervently believe that its voice is heard on certain operations e.g.  attending to 10/10 meeting etc. 

The Marriott hotel needs to make sure that even though the housekeeping department is been outsourced, the hotel is the customer to the service provider. Therefore, service provider should realize that the customer is satisfied with their services provided e.g. maintaining the Marriott Standards, and this needs to be given the top priority over anything else.

3.5 Complaints

Predominately, cost of outsourcing can be highlighted as the main reason for outsourcing. This is a crucial factor in regard to complaints received from guests. Therefore, WGC believes Marriott guests are third party customers. Hotel guest buys service from Marriott and Marriott buys service from WGC. This may cause bit of a delay when handling guests’ complaints.  

4.0 Two classes of employees under one roof

When WGC took over Swansea Marriott’s housekeeping department, essentially the new company started its operation in the hotel premises. The relationship between the old workers and the new co-workers would not be the same as they rather think that they no longer work for the hotel but work for a different company. This exhibits a lot with Jackie, as she had worked for the Marriott over 19 consecutive years as the housekeeping manager but upon outsourcing that department, she and the Marriott employees doesn’t show any close bond among each other.  Apparently, Marriott employees must have categorized them as contract workers and see them as the second-class labour force. Therefore, Marriott management needs to explain to their employees’ the reason for outsourcing and make them encourage and think positive about the change). As some employees worked for Marriott company for over 20 years e.g. “Mike” room attendant.  

Internal housekeeping and its cooperation among workers 
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Internal outsourcing challengers

The most important aspect of internal housekeeping is to maintain the cost of staff, as housekeeping is the biggest internal department which consist of large number of employees. Therefore, if the staff cost escalates then the hotel will decide upon outsourcing the entire housekeeping department. When interviewed the housekeeping manager in Saint Pierre Marriott, she declared that the staff cost must not go over 10% of total monthly turnover.

Conclusion

Both internal and outsourced housekeeping face tremendous challenges, as most perplexing situations are the staff motivation. It’s evident that internal housekeeping makes the employees feel that they belong to the hotel as well as employees feel the sense of pride which manifest in their work. Work satisfaction and pride in the job is absolutely an incomparable factor when it comes to outsourcing where it is clearly evident that company doesn’t motivate its staff, staff turnover levels are rampant, primarily as they need quantity of rooms cleaned rather than thinking of the wellbeing of the employee, as they mainly focus on profit for their business. Whereas internal housekeeping is more concerned about the staff, and mainly focus on quality and quantity as well. 

Quality of the room brings good review from the guests, along with good recommendations. Hotels outsourcing housekeeping expects savings not only on saving on cost effectiveness, it also expects quality of service, healthier cooperation as well as communication between the two establishments in the long run, and it enrichers the relationship, confidence, standards and communication between the two companies (Mani et al 2010).
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