An analysis of the impact of outsourcing the housekeeping department: A case study of Mercure Telford Centre Hotel.

BMIH6008 – Hotel placement research project

2120327 – Laura Lewis

Maggie-Lan Zhang

Executive summary
This research report critically examines the impact of outsourcing the housekeeping department at The Mercure Telford Centre hotel. The report explores the operational, financial and service-related implications of outsourcing within the hospitality industry.
Key findings reveal that while outsourcing offers financial benefits and staffing flexibility, it also introduces challenges in maintaining service quality and employee engagement. Outsourced staff at the Mercure Telford Centre hotel displayed lower levels of service consistency and less alignment with the hotels standards, resulting in guest dissatisfaction. 

The report recommends several improvements for the hotel including enhanced training for outsourced staff, improved communication between hotel management and the external provider and efforts to better integrate outsourced staff into the hotels culture. These changes would help to address service quality issues and create a more cohesive, efficient operation, ultimately enhancing the overall guest experience whilst remaining cost effective.
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1 - Introduction

In the hospitality industry the goal is to deliver a high-quality service to guests with a cost-effective approach. Some hotels make the decision to employee external service providers to take care of departments such as housekeeping to be able to meet these goals. This is what is known in the industry as outsourcing (Patil, 2023). Outsourcing has become a common strategy in hotels; however, hotel management must keep a close eye on performance to ensure service quality and guest satisfaction goals are being met (Mise En Place, 2024).
The aim of this research project is to focus on the impact of outsourcing the housekeeping department at the Telford Centre Mercure Hotel in Shropshire, the report will look at implications for service quality, customer satisfaction and overall performance. 
The key objectives of this research project are:

1- To look how outsourcing the housekeeping department has influenced the quality of service.

2-  To examine the financial savings and operational efficiency achieved through outsourcing the department.
3- To evaluate the impact of outsourcing on hotel employees.

The Telford Centre Mercure Hotel is a 4-star hotel located in central Telford, the hotel is popular with business users, thanks to the excellent facilities it has to offer which include various size meeting rooms, conference facilities, gymnasium and spa.  It has excellent transport links with the motorway and Telford central train station being nearby.
This report will include a scholarly literature review, to critically analyse the impact of outsourcing the housekeeping department, case study methodology to explain the benefits, case study discussion about the hotel, theme exploration which will critically analyse the hotel, conclusion and recommendations which will highlight the important findings and a reflective account based on the insights and experiences gained at the hotel placement.
2 - Literature review

Outsourcing in the hospitality industry has become a frequent practice, especially in non-core functions such as housekeeping. By giving this task to external service providers, hotels aim to reduce costs and improve operational efficiency (Lamminmaki, 2008). However, outsourcing can also present challenges, particularly in safeguarding employee morale, maintaining the same level of service quality and sustaining long-term financial performance. This literature review will look into the key studies that discuss the effects of outsourcing the housekeeping department.
Outsourcing is defined as the practice of contracting out specific business functions to third party service providers (Quinn and Hilmer, 1994). In the hospitality industry, outsourcing to external service providers is normally done for non-core functions, which allows hotels to concentrate on areas that contribute directly to guest experience (Lamminmaki, 2007). Housekeeping is one of the most common departments that hotels decide to outsource, as it is labour intensive and offers opportunities for cost saving measures (Walker and Salameh, 2017). According to Davidson et al. (2011) hotels outsource housekeeping to get flexibility in staffing levels, benefit from specialised external expertise and adjust labour costs during low demand periods.

Hotels typically outsource for cost reduction and operational efficiency. Lamminmaki (2007) argued that outsourcing allows hotel management to shift the financial and operational risks associated with staffing to the external service provider, Furthermore, it enables hotels to adjust labour needs to fluctuating occupancy rates without the burden of long-term contracts. Outsourcing also allows hotels to maintain flexibility, as external providers can supply additional staff in peak seasons without the long-term financial commitment of hiring additional permanent staff (Baum et al., 2016).
Housekeeping is a critical function in the hospitality industry, directly influencing the guest experience (Tsang and Qu, 2000). Cleanliness is a top priority for guests and links with overall satisfaction and guest loyalty (Parasuraman, Zeithaml, and Berry, 1985). Even minor issues in room cleanliness can lead to negative reviews and a tarnished hotel reputation (Yavas and Babakus, 2019). The cleanliness of guest rooms and public spaces also affects guest’s perceptions of safety, especially post Covid-19, where hygiene standards have become even more crucial (Zhu et al., 2020).

Several studies highlight the risk that outsourcing poses to service quality. Lam and Han (2019) argue that outsourcing can result in a decline of consistency and quality of services, especially if external providers fail to meet the hotel’s high standards. This issue normally happens during the early phases of outsourcing, where there may be differences between the expectations of the hotel and the practices of the third-party service provider (Kundu and contractor, 2017).

Davidson et al. (2011) found that hotel’s that rely on outsourced housekeeping teams often experience variability in the cleanliness and room upkeep. Outsourced employees may lack in the training, experience and motivation that in-house employees have, which can have a negative impact on guest satisfaction. Additionally, service providers may prioritise cost cutting over quality, which would lead to lower service standards (Baum et al., 2016). Lamminmaki (2008) has similar views, suggesting that the external nature of outsourced teams can result in a loss of direct control over the daily operations, which will increase the risk of inconsistencies in the service delivery.

Outsourced housekeeping staff may also lack the hotel’s specific brand standards and culture, which could lead to brand inconsistency. Research done by Zhu et al., (2020) found that third party employees often do not receive the same level of training or integration into the hotels culture as in house employees. Lack of integration can result in lower service standards, especially in more exclusive hotels where guest expectations are higher.

Some studies offer solutions for minimising the risks associated with outsourcing. Heung and Kucukusta (2014) highlight the importance of comprehensive service level agreements and regular audits to ensure that third party providers meet the required standards. Others argue that hotels need to implement strong monitoring systems to ensure that the external providers deliver consistently high-quality services (Quinn and Hilmer, 1994).

Outsourcing can negatively affect the morale of both inhouse and outsourced employees. For inhouse staff, outsourcing may lead to job insecurity, especially if their department is being outsourced (Baum et al., 2016). Furthermore, outsourced employees may face poor working conditions, lower wages and fewer benefits compare to their inhouse colleagues (Lam and Han, 2019). Outsourced employees are also more likely to experience high turnover rates, which can cause disruption in team dynamics and lead to inconsistencies in service levels (Davidson et al., 2011).

Effective integration of outsourced employees into the hotels team is important for creating a positive working environment. According to Kundu and Contractor (2017), hotels that invest in the training and development of outsourced staff can enhance team cohesion and reduce employee turnover. Lamminmaki (2007) agrees with this, stating that hotels should treat outsourced staff as part of their team, providing them with the same opportunities and the same level of support for professional development.
Another critical factor in determining the success of outsourcing is communication between hotel management and outsourced staff. Davidson et al. (2011) states it is important to keep open lines of communication between the hotel and the outsourcing provider. By creating positive relationships with third party service providers, hotels can ensure that outsourced employees are aware of the hotel’s standards and expectations, which can enhance service quality and employee satisfaction.

One of the main motivations for outsourcing in the hospitality industry is the potential for cost savings. Studies show that outsourcing can lead to significant cost reductions, particularly in areas such as housekeeping (Walker and Salameh, 2017).
According to Davidson et al. (2011), hotels that outsource the housekeeping department can reduce their labour costs by as much as 20-30%. This is because service providers are able to offer flexible staffing models, where labour can be adjusted according to demand. This is beneficial for hotels during low occupancy periods or off-peak seasons.

Despite the potential for cost savings, outsourcing can also introduce hidden costs. Research by Zhu et al. (2020) highlights the risks of outsourcing, including the potential for service quality decline, increased managerial oversight and the need for more extensive training programmes. These indirect costs can offset the initial financial gains associated with housekeeping.

Furthermore, Davidson et al. (2011) argues that outsourcing can lead to long term financial consequences if the service quality drops and guest satisfaction decreases. Poor guest experience can result in negative reviews, reduced occupancy rates and damage to the hotels brand reputation, which would affect the hotels financial performance.

Walker and Salameh (2017) found that hotels that successfully manage outsourcing relationships by implementing rigorous quality control measures and maintaining strong communication with service providers can achieve long term financial benefits. Outsourcing can allow hotels to be more efficient, improve operational flexibility and reduce labour costs, but the success of the outsourcing arrangement depends on the hotels ability to maintain high service standards and guest satisfaction.

The literature on outsourcing in the hospitality industry presents a mixed view. While outsourcing offers hotels cost saving opportunities and increased operational flexibility, it also introduces risks to service quality, employee morale and long-term financial performance. Studies emphasise the importance of strong contractual agreements, effective communication and integration strategies to ensure that outsourcing does not negatively affect the guest experience. For outsourcing to be successful, hotels must carefully manage relationships with third party providers, monitor service quality and invest in the training and development of outsourced employees.

3 - Methods

The case study methodology is a qualitative research approach commonly used to explore a particular subject in detail. It is especially helpful when researchers want to investigate complex issues within their real-life context. Case studies are widely used in many different types of organisations (Veal, 2006).
One of the biggest advantages of using case studies is the ability to dig deep into a specific context, Yin (2018) explains that case studies are particularly useful when studying a situation where the boundaries between it and its real-world context are not clear.

Saunders et al. (2012) also note that case studies are especially good for answering ’how’ and ‘why’ questions. This makes them useful for studying things like business strategies, leadership styles or organisational change. Since case studies focus on specific examples, they give researchers the opportunity to gather rich, detailed data. This can come from various sources, such as interviews, observations and documents, allowing for a comprehensive understanding of the subject being studied. According to Cottrell (2014), this can be particularly helpful for students working on research projects because it shows them how to analyse complex situations thoroughly.
Another benefit of case studies is their ability to contribute to theory building. As Eisenhardt and Graebner (2007) explain, case studies help develop new theories, especially in areas that are not well researched. By focusing on a real-world example, researchers can uncover patterns and relationships that might not be obvious in larger scale research methods (Friedman et al., 2022).
An issue with case study research is the risk of researcher bias. Since case studies often involve qualitative data, the researchers own perspectives or assumptions can influence the way they collect and interpret data (Yin, 2018). This means there is a risk that the researchers conclusion could be influenced by their personal views rather than the data itself. Cottrell (2014) suggests that researchers can avoid bias by being transparent about their assumptions and using different techniques to validate their findings.

In summary, case study methodology provides researchers with the opportunity to explore complex real-world situations in depth. Its flexibility and ability to gather rich data from multiple sources makes it a powerful tool (Hassan, 2024).
4 - Case Study
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The Telford Centre Mercure Hotel is a 4-star hotel located in Telford, Shropshire, which is well known for its industrial history and proximity to the Ironbridge Gorge (Accor, 2024).
The 4-star hotel boasts 153 guest bedrooms, restaurant, bar, meeting and conference facilities and leisure and spa amenities (hotelsone, 2024). The hotel caters for a diverse range of guests including, business travellers, tourists and event attendees.
The hotel offers 3 different types of rooms for guests. Classic rooms, privilege rooms, which include complimentary soft drinks, bath robe, slippers and a coffee machine in the room and accessible rooms for guests with disabilities (Guest Reservations, 2024).
The hotel is part of the Mercure brand, the brand was founded in 1973 and has rapidly grown, now in 2024 Mercure has 960+ hotels which are spread across 65+ different countries worldwide (Mercure, 2024).
Mercure is a brand belonging to the Accor group, who are a world leading hospitality group. They have 45+ brands, 5700 hotels, which are spread over 110+ countries worldwide (Accor, 2024).

The hotel benefits from excellent transport links, it is located next to the M54 motorway which provides easy access to large cities such as Wolverhampton and Birmingham and the Telford Central railway station is a short walk away, providing links all over the West Midlands and nationwide (Tripadvisor, 2024).
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The Telford International Centre is just a short walk from the hotel, the Telford International Centre is a large versatile conference and exhibition venue. It is one of the UK’s leading event spaces, they host a variety of events such as trade shows, conferences, exhibitions, sporting events and entertainment performances. Due to its size and versatility, the venue is a popular choice for national and international events across different industries (Telford International Centre, 2024).
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Many tourists visit Telford to come to Ironbridge, Ironbridge Gorge is a UNESCO World Heritage Site, which is known as the birthplace of the industrial revolution. It became historically significant in the late 18th century due to advancements in iron production and engineering. The gorge is named after the Iron bridge, which was completed in 1779. This bridge was the first in the world to be made entirely of cast iron and symbolised the transformative impact of industrialisation (UNESCO, 2024). Beyond the Ironbridge itself, the town is dotted with museums and preserved industrial sites. Including, Blists Hill Victorian town, which allows visitors to travel back in time and experience the sights, sounds and smells of Victorian life, and the museum of iron and Coalport china museum which shows the areas historic contributions to ironwork and ceramics (Ironbridge Valley of Invention, 2024).
SWOT analysis
Strengths – 

· Strong brand association with Mercure – The hotel benefits from the brand’s established reputation for quality and high service standards, attracting both new and existing customers (Accor, 2024).
· Great location – The hotel is close to key transport links and popular local attractions, making it an ideal choice for both business and leisure travellers (Accor, 2024). Which drives consistent demand.

· Diverse facilities – The hotel offers a wide range of amenities, including meeting and conference rooms, gym and spa facilities, swimming pool, event spaces, restaurant and bar (Accor, 2024).
Weaknesses – 

· Age of the property – Due to the age of the property, it requires frequent renovations and needs updating.

· Price – Being part of a high-end brand can cause prices to be higher than local competitors, which may deter cost conscious travellers (Touhami, 2023).
· Limited market focus – If the hotel predominantly focuses on business clients due to the meetings/conferences held there and also being in close proximity to the Telford International Centre, it could miss out on leisure based and family travellers who seek different experiences.

Opportunities – 

· Growth in Telford’s tourism – As Telford is continually growing and developing as both a business and leisure destination, the hotel can capture new market segments such as weekend tourists, families and international visitors, increasing overall occupancy (Visit Telford, 2024).
· Partnerships with local attractions – Telford offers nearby attractions, including several museums and the famous Ironbridge Gorge, a UNESCO world heritage site. Collaborating with attractions and offering packages could increase occupancy rates (Medium, 2024).
· Sustainability initiatives – Growing demand for eco-friendly practices could allow the hotel to attract environmentally conscious travellers; by including sustainability programmes they could boost brand image (hospitalitynet, 2024).
· Digital marketing – By enhancing their online presence, the hotel could boost direct bookings and reduce reliance on third party platforms such as booking.com (Statista, 2024).
Threats – 

· Competition from local hotels - There are several main competitor hotels in the area, creating pricing and service pressures (Smith, 2022).
· Economic downturns – Any economic slowdown in the UK or globally, could impact both business and leisure travel, affecting the hotels occupancy and revenue (UK Hospitality, 2023).
· Changing travel trends – The rise of rental platforms such as Airbnb could reduce demand for traditional hotel stays, especially for leisure travellers (hospitalitynet, 2024).
By analysing and comparing the various components of the SWOT analysis, Mercure can identify internal and external challenges and look at opportunities for new business (Pereira, 2023).

PEST analysis

Political factors – 

· Local government regulations – Policies regarding health, safety and licensing for hospitality businesses can affect daily operations. Compliance with food safety standards, building codes and environmental regulations are essential (Abbie, 2022).
· Brexit impact – Since the UK’s exit from the European Union, changes in immigration laws could affect the availability of international employees, who are often employed in hospitality roles (Barnes, 2022).
· Tourism policy – Government initiatives to promote tourism in the UK could benefit the hotel by increasing domestic travel to Telford and the surrounding areas (VisitBritain, 2024).
Economic factors – 

· Local economic conditions – The economy in Telford, which relies on local industries and tourism can affect the demand for the hotel’s services. If local businesses flourish, it will lead to more business travellers at the hotel (Invest Telford, 2024).
· UK economy and inflation – Inflation and cost of living increases may reduce guests spending on travel, which would impact both leisure and corporate bookings. Rising costs with utility bills, food and wages could also increase operational expenses for the hotel (Bank of England, 2022).
· Interest rates – A favourable interest rate could encourage hotel owners to invest in improvements of the hotel (Bank of England, 2024).
Social factors – 

· Changing consumer preferences – There is a growing demand for eco-friendly and sustainable practices in hospitality. An increasing number of guests are expecting environmentally conscious policies which could affect booking decisions (World Travel and Tourism Council, 2023).
· Demographic shifts – Hotels must cater for all demographics; they need to adapt to the diverse preferences of different age groups from retirees to millennials (Statista, 2024).
· Remote working – With a rise in numbers of people working remotely, many professionals combine work with travel, leading to longer stays and increased demand for business amenities, such as high-speed internet, flexible workspaces and comfortable meeting areas (Hilton, 2024).
Technological factors – 

· Online booking systems – A strong online presence is crucial for the hotel industry, investing in a user-friendly website, mobile app and seamless booking system can improve direct bookings, reducing dependence on third party platforms (Hollander, 2024).
· Social media influence – The use of social media for marketing and guest interaction is crucial for maintaining visibility. Positive reviews and engagement on platforms such as, TripAdvisor, google and Instagram are essential for maintaining a good reputation (Tripadvisor, 2024).
· Automation and AI – Automated check in and check out, AI driven customer service such as chatbots and personalised marketing by using data analytics can enhance guest experiences and streamline operations whilst reducing labour costs (Accor, 2024).
The PESTLE analysis is an important tool for the hotel management team, it allows businesses to anticipate future challenges and opportunities (Van Zandt, 2023).

Competitor analysis

There are several competitors in the local area. By doing a competitor analysis focusing on price v quality can help to identify how the hotel stands in the local market compared to others (Site Minder, 2024).
The main competitors are:

Holiday Inn Telford 

Price – Mid-range, competitive with Mercure.
Quality – 

Strength’s – Part of the globally recognised IHG brand, direct access to Telford international centre, close proximity to tourist attractions such as Ironbridge Gorge (IHG, 2024).
Hotel amenities – Restaurant, bar, gym, spa, swimming pool, conference/event facilities (Booking.com, 2024).
Room quality – Modern, functional rooms, well maintained, slightly less premium than Mercure’s.

Target audience – Business travellers and families attending events at Telford international centre.

Comparison – Slightly more family friendly and more competitive pricing than Mercure but slightly less premium than Mercure.

The International Hotel Telford

Price – Budget to mid-range, typically lower than Mercure.
Quality – 

Strengths – Very competitive on price, targeting budget conscious travellers.

Hotel amenities – bar and lounge, guests have the use of the leisure facilities and restaurant next door at the Holiday Inn hotel (the international hotel, 2024).
Room quality – Rooms are functional and clean but lack in the comfort and luxury features of higher end competitors like Mercure.

Target audience – Event attendees and budget conscious travellers (Tripadvisor, 2024).
Comparison – More basic in terms of amenities and service levels, but it has a strong value for travellers looking for accommodation with no frills.

Ramada by Wyndham Telford

Price – Mid-range, similar to Mercure.
Quality – 

Strengths – Known for good customer service and competitive pricing within the mid-range hotel market.

Hotel amenities – Restaurant, bar, gym, swimming pool and event/conference facilities (Ramada, 2024).
Room quality – Well maintained rooms, but generally less upscale than Mercure.

Target audience – Business travellers, leisure guests and event attendees.

Comparison – Offer a similar range of amenities but slightly less premium than Mercure.

Telford hotel and golf resort
Price – Upper mid-range, typically higher than Mercure.

Quality – 

Strengths – Known for its luxurious golf course, large spa and leisure facilities. The hotel offers panoramic views of the famous historic Ironbridge Gorge. The resort is ideal for golfers, leisure travellers and weddings (Telford hotel & golf resort, 2024).
Amenities – 18-hole championship golf course, large spa, gym, swimming pool, restaurant, bar, Wedding/event spaces (Booking.com, 2024).
Room quality – Spacious modern rooms, offering a more luxurious experience compared to Mercure, many rooms have scenic views.

Target audience – Primarily leisure guests, golfers, couples and those seeking wellness retreats. The hotel also caters to weddings and events.

Comparison – Telford hotel and golf resort is more of a luxury leisure destination with higher pricing due to its upscale amenities. While the Mercure caters to both business and leisure travellers, it does not have the same level of premium recreational offerings.

After comparing hotels, it is clear to see that the Telford hotel and golf resort is the most direct competitor in terms of quality, but they operate at a higher price point focusing on luxury leisure travellers, offering golf, spa and scenic views.

Telford Centre Mercure hotel balances between business and leisure guests, offering premium amenities without the luxury price of a golf resort.

Competitors such as Holiday Inn and Ramada are in the same price range but generally offer less luxurious experiences, focusing more on business travel.

The international hotel is more of a budget option, aimed at event attendees, offering fewer amenities, making them less of a direct competitor in terms of quality.

5 - Theme exploration
Outsourcing involves contracting a third-party provider to manage certain business functions that were previously handled in-house (Quinn and Hilmer, 1994). In the hotel industry, outsourcing is often applied to non-core services such as housekeeping (Lan and Ham, 2019). The main reasons hotels decide to outsource are cost reduction, increased flexibility and access to specialised expertise (Lamminmaki, 2008). By outsourcing housekeeping, hotels can reduce fixed labour costs, transfer external risks to external service providers and focus on core competencies like guest satisfaction and brand management (Walker and Salameh, 2017).
Despite these benefits, outsourcing also presents risks, related to maintaining service quality. Housekeeping plays a critical role in guest satisfaction and any decline in the quality of cleaning service can lead to negative reviews and reduced customer loyalty (Tsang and Qu, 2000). Outsourced employees may not be as committed to the hotels standards or culture, which can also result in inconsistencies in service delivery (Zhu et al., 2020). Additionally, hotels often face challenges in monitoring the performance of third-party providers and ensuring they meet the required standards (Lam and Han, 2019).
Outsourcing can also impact employee morale, particularly when in-house staff are replaced by outsourced workers. In-house employees may feel insecure about job stability, which could lead to lack of motivation and productivity (Davidson et al., 2020). Furthermore, outsourced workers may feel disconnected from the hotels culture and values, which can affect their performance and willingness to go the extra mile for guests (Baum et al., 2016).

The Telford Centre Mercure hotel has faced operational challenges in recent years, including, fluctuating occupancy rates, rising labour costs and pressure to meet high service standards in a competitive market. In 2021 hotel management made the decision to outsource the housekeeping department to Clean Pro Ltd as management sought to reduce costs and improve efficiency.

Prior to outsourcing, the hotel maintained an in-house housekeeping team responsible for cleaning guest rooms, public areas and managing laundry services. However, the financial strain of maintaining full time staff, especially during low occupancy periods, became unsustainable. Moreover, recruiting and retaining qualified housekeeping staff had become increasingly difficult in the local labour market, further justifying the shift to outsourcing.

The hotel decided to outsource to Clean Pro Ltd. A reputable cleaning service provider, known for specialising in hospitality services. Several reasons were behind the choice:

· Cost efficiency – Clean Pro Ltd offered competitive pricing, which promised significant cost reductions compared to maintaining an in-house housekeeping team. Clean Pro’s flexible staffing model allowed the hotel to pay for cleaning services based on occupancy levels, which reduced costs during off peak periods (Clean Pro Ltd, 2024).
· Industry expertise – Clean Pro Ltd has extensive experience in providing housekeeping services to hotels, which was a key factor in the decision. Their expertise in managing large housekeeping teams, implementing efficient cleaning processes and adhering to hotel standards was seen as a major advantage.

· Flexibility and scalability – The company provided a scalable service model, allowing the Telford Centre Mercure hotel to adjust staffing levels quickly in response to changes in occupancy. This flexibility was crucial, especially as the hotel was recovering from the impact of the COVID 19 pandemic.

· Access to advanced technology and products – Clean Pro Ltd was also chosen because of their investment in modern cleaning technologies and environmentally friendly products, which aligned with the Mercure’s brands commitment to sustainability.

While outsourcing to Clean Pro Ltd has helped the Telford Centre Mercure hotel achieve cost savings and operational flexibility, the arrangement has also bought challenges related to service quality. Feedback from guests indicated that cleanliness standards occasionally fell short, with some reporting inconsistencies in room cleaning, such as missed items or delays in room readiness. These issues are consistent with the risks highlighted in the academic literature, where outsourced staff may lack the same commitment to quality as in-house employees (Lam and Han, 2019).
One factor contributing to the service inconsistencies is the disconnect between outsourced workers and the hotel’s culture. Clean Pro Ltd staff, while experienced, may not be fully integrated into the hotels ethos or values, which can result in a lack of motivation to uphold the same high standards that the hotels inhouse team might have maintained (Baum et al., 2016). Moreover, training provided by the third-party company might not fully align with the specific expectations of the Mercure brand, leading to variations in service quality.

To mitigate these risks, the hotel must improve communication and establish clearer expectations with Clean Pro Ltd. Regular performance audits and feedback loops can help ensure the service standards are maintained. Additionally, integrating outsourced workers more closely into the hotels culture, such as through joint training sessions with in-house staff, could help improve service consistency (Zhu et al., 2020). 

Finally, outsourcing to Clean Pro Ltd has provided substantial savings for the Telford Centre Mercure hotel, the transition has allowed the hotel to shift from a fixed labour model to a more flexible one (Singh et al., 2018). Where costs vary according to occupancy rates. This flexibility has been particularly beneficial during the post-pandemic recovery period, where occupancy rates fluctuated dramatically.

In addition to cost savings, outsourcing has also alleviated the administrative burden associated with managing an in-house housekeeping team. Tasks such as recruitment, training, payroll management and compliance with labour regulations has been transferred to Clean Pro Ltd, allowing the hotels management team to focus on core areas such as guest services and marketing (Kundu and contractors, 2017).

However, the hotel must be cautious for the long-term financial implications of outsourcing. While short term savings are clear, any decline in the service quality could result in lower guest satisfaction and negative online reviews, which could ultimately affect the hotels revenue and occupancy rates (Walker and Salameh, 2017). Therefore, it is essential that cost-cutting measures do not come at the expense of guest experience.

The decision to outsource housekeeping has had mixed effects on employee morale at the hotel. Several inhouse housekeeping staff were made redundant and several transitioned to Clean Pro Ltd as part of the outsourcing arrangement, leading to concerns about job security among the remaining hotel employees. This shift created some tension between in-house staff and outsourced workers (Davidson et al., 2011).

Furthermore, outsourced employees may feel disconnected from the hotels culture, as they are not directly employed by the hotel and may not receive the same level of recognition or support. This can result in lower engagement and motivation, which may negatively impact service delivery (Baum et al., 2016). To address these issues, the hotel could integrate outsourced staff better into their team. Initiatives such as joint team building exercises, recognition programmes and shared training sessions could help bridge the gap between in-house and outsourced workers and foster a more cohesive working environment (Zhu et al., 2020).

While the outsourcing arrangement with Clean Pro Ltd has delivered operational and financial benefits, there are several ways the hotel could improve the effectiveness of this partnership.

· Enhancing training and integration – To address the inconsistencies in service quality, the hotel should work closely with Clean Pro Ltd to enhance training programmes for outsourced housekeeping staff. These programmes should be tailored to the specific standards and expectations of the Mercure brand, ensuring that all staff, whether in-house or outsourced, adhere the same high standards of cleanliness and service (Heung and Kucukusta, 2014). Moreover, integrating outsourced employees into the hotels training sessions would help to align the performance with the hotel’s objectives (Semwal et al., 2023).
· Strengthening communication – Improved communication between the hotel and Clean Pro Ltd is essential for maintaining service quality and resolving issues in a timely manner. Regular meetings between hotel management and the outsourcing team should be established to review performance metrics, address concerns and ensure alignment with the hotel’s goals. Clear lines of communication will help ensure that the hotels expectations are consistently met (Zhu et al., 2020).

· Monitoring – The hotel should implement a more robust system for monitoring the performance of Clean Pro Ltd. This could involve setting clear service-level agreements with defined performance metrics, such as guest satisfaction scores, cleanliness audits and response times to guest requests (Lam and Han, 2019). Regular reviews and audits will help ensure accountability and allow the hotel to take corrective action if necessary.
The decision to outsource the housekeeping department to Clean Pro Ltd has provided financial and operational benefits for the Telford Centre Mercure Hotel, which has allowed it to reduce costs and increase flexibility (Thompson, 2024). However, the hotel has also faced challenges in maintaining service quality and integrating outsourced staff into its organisational culture. To maximise the benefits of outsourcing, the hotel should focus on improving training, enhancing communication and improved performance monitoring (Samir, 2024). By addressing these areas, the hotel can ensure that its outsourcing arrangement continues to deliver both cost savings and high-quality service to the guests. 
6 - Conclusion

The decision to outsource the housekeeping department at the Telford Centre Mercure Hotel to Clean Pro Ltd presents a classic example of how hotels respond to growing financial pressures and operational issues in a highly competitive market. By outsourcing to Clean Pro Ltd, the hotel has successfully reduced their operational costs and gained flexibility in managing staffing according to fluctuating occupancy rates. This has allowed the hotel to change fixed labour costs into variable costs, providing financial relief.
However, the outsourcing strategy has not been without its challenges. Service quality, guest satisfaction and employee morale have all been negatively impacted by the decision. The literature on outsourcing in hospitality highlights these risks. Inconsistencies in cleanliness, delays in housekeeping services and reduced employee loyalty have been recurring issues, as guest and management feedback suggests. This shows the difficulty of maintaining service quality when a department so important to guest satisfaction is outsourced.

Another concern has been the integration into the hotels organisational culture. Outsourced workers from Clean Pro Ltd may lack the brand specific knowledge and motivation that come with being an in-house employee, leading to a decline in overall service standards. The hotel’s internal staff have also reported lower morale and job security issues since the transition to outsourcing the department. This separation between outsourced and in-house employees creates friction, which could further affect service delivery and staff collaboration. 
Ultimately, while outsourcing has bought significant financial benefits to the Telford Centre Mercure Hotel, the long-term success of this strategy depends on addressing the service quality and cultural challenges that have emerged. The following recommendations aim to provide a roadmap for improving the current outsourcing arrangement while safeguarding the hotels reputation and ensuring guest satisfaction remains high.
7 - Recommendations

Enhance training for outsourced staff – One of the main issues identified with the outsourced housekeeping service is the inconsistency in service quality. Clean Pro Ltd employees may not be fully aware of the specific standards and expectations of the Mercure brand, which has likely contributed to guest dis-satisfaction. To resolve this, the hotel management should collaborate closely with Clean Pro Ltd to design and implement thorough training plans tailored to the hotel and service standards (Young, 2024).
Actionable step: Develop training sessions for all new outsourced staff that focuses on Mercure’s brand expectations, cleanliness standards and customer interaction protocols (Clean Boss, 2024).
Expected outcome: By ensuring that all outsourced staff are trained to the same standard as in-house employees, service quality should become more consistent, resulting in fewer guest complaints and higher satisfaction levels.
Strengthen communication channels – Effective communication between the hotels management and Clean Pro Ltd is essential for maintaining high service standards. Miscommunication or lack of coordination has probably been a factor in the lapses in service quality experienced by the hotel. A more structured communication strategy is needed to ensure that both parties are working towards the same goals (Dixit, 2024).
Actionable step: Arrange regular meetings between the hotel management and Clean Pro Ltd supervisors to review performance, address any concerns and align goals. 

Expected outcome: Improved communication will help resolve issues faster and create a stronger partnership between the hotel and outsourcing provider, leading to a better service quality and more seamless operation (Toxigon, 2024).
Implement performance monitoring – The hotel needs to set clear performance metrics and service level agreements with Clean Pro Ltd. Monitoring guest satisfaction and cleanliness standards should be ongoing, with regular reviews to ensure they are meeting their contractual obligations.
Actionable step: Conduct monthly performance audits that include guest satisfaction surveys, cleanliness audits and response times for housekeeping services. Establish clear penalties or incentives based on performance to encourage adherence to the hotels standards (Abbas, 2023).
Expected outcome: Regular monitoring will allow the hotel to address service quality issues proactively, ensuring that Clean Pro Ltd delivers consistent and high quality service. This will also provide accountability and help maintain the hotels reputation for cleanliness and guest care.

Promote organisational culture and integration of outsourced employees – The outsourcing arrangement has created a divide between in-house and outsourced employees, leading to tension and a potential decline in overall service culture. To address this, the hotel should aim to integrate outsourced employees more fully into the hotels organisational culture, ensuring that they feel a sense of belonging and responsibility.
Actionable step: Include outsourced housekeeping staff in team meetings, employee events and brand related training sessions. Additionally, offer incentives such as performance based rewards to motivate Clean Pro Ltd staff (CIPD, 2021).
Expected outcome: By addressing these concerns, the hotel can improve morale, leading to higher engagement and better service delivery from both in-house and outsourced employees (Weddle et al., 2024).
8 - Reflective account 
During my placement at the Mercure Telford Centre hotel, I had the opportunity to closely observe the operations of the housekeeping department, which had been outsourced to Clean Pro Ltd. This experience allowed me to gain insights into the dynamics of outsourcing within the hotel industry and the challenges that arise from this arrangement. Additionally, I was able to compare this with my previous work experience placement at the Premier Inn hotel in Telford, where the housekeeping department was managed in-house and received comprehensive training. The differences between the two approaches highlighted the various impacts that outsourcing can have on service quality, employee morale and guest satisfaction.
At the Mercure Telford Centre hotel, the decision to outsource the housekeeping department was primarily driven by financial considerations. Outsourcing allowed the hotel to reduce labour costs by hiring a third-party company to manage the cleaning staff. This arrangement gave the hotel flexibility in staffing, particularly during periods of fluctuating demand. For example, Clean Pro Ltd could adjust the number of staff based on occupancy levels, which helped the hotel manage operational costs more efficiently.

However, during my placement, I observed several challenges arising from the outsourced arrangement. One of the most significant issues was the inconsistency in the quality of housekeeping services. While Clean Pro Ltd provided staff to handle the hotels cleaning requirements, there were frequent complaints from guests regarding room cleanliness and delays in service. On several occasions, guests expressed dissatisfaction with the state of their rooms, particularly when they were not cleaned promptly or to the expected standard.

I noticed that many of the housekeeping staff lacked the specific knowledge of Mercures brand standards, which often led to inconsistencies in how tasks were completed. Since the employees were not direct members of the hotel team, they had limited engagement in the hotels core values and customer service ethos. This detachment likely contributed to the problems with service quality and guest satisfaction.

Communication was another area where the outsourcing arrangement proved problematic. The hotels management and the outsourced housekeeping team operated somewhat independently, leading to a lack of coordination. This was particularly noticeable during high-demand periods when the need for efficient room turnovers was critical. On several occasions, delays in communication between the hotel and Clean Pro Ltd resulted in late check ins for guests, which negatively impacted their overall guest experience.

In contrast, my experience at The Premier Inn hotel in Telford was vastly different, primarily because the hotel maintained an in-house housekeeping team. The staff were fully integrated into the hotels operations and this integration led to a much higher level of consistency in service quality.
One of the key advantages of the in-house arrangement at Premier Inn was the comprehensive training provided by Whitbread. All housekeeping staff underwent thorough training that emphasised not only the technical aspects of their roles, such as cleaning protocols and room preparation, but also the importance of customer service and maintaining the brands reputation. This training ensured that every member of the housekeeping team was aligned with the hotels standards and values, which keeps brand consistency, a higher level of attention to detail, resulting in guest satisfaction. 
The impact of this training was evident in the guest satisfaction scores at Premier Inn, which were consistently higher than those at the Mercure Telford Centre hotel. During my placement, I had the opportunity to assist with guest feedback and noticed that guests in Premier Inn frequently praised the cleanliness of their rooms and the professionalism of the housekeeping staff. The in-house team took pride in their work and their commitment to the hotels standards was reflected in the positive guest reviews. This level of engagement was much less visible at Mercure, where the outsourced staff did not share the same sense of loyalty or responsibility.

Another significant difference between the two hotels was the level of communication and teamwork. At Premier Inn, the housekeeping team was a crucial part of the hotels daily operations and there was clear communication between housekeeping, front of house and management. This ensured that any issues were quickly addressed and that the team worked together to deliver a seamless guest experience. The sense of belonging among the housekeeping department staff at Premier Inn contributed to a collaborative working environment, where all employees felt valued and motivated to uphold the hotels reputation. 

Reflecting on both placements, it became clear to me that outsourcing can have a significant impact on employee morale and guest satisfaction. At the Mercure Telford Centre hotel, the outsourced housekeeping team from Clean Pro Ltd often seemed disconnected from the rest of the hotel staff. Since they were not direct employees of the hotel, they did not participate in the same training sessions or team building activities as the in-house staff. This separation created a divide between the hotels core team and the outsourced workers, leading to a lack of cohesion and communication issues.

In contrast, at Premier Inn, the housekeeping staff were considered an essential part of the hotel team. They received ongoing training and support from Whitbread with added incentives, which helped them feel more engaged and committed to their roles. This sense of belonging not only improved employee morale but also had a direct impact on guest satisfaction. Guests consistently commented on the friendliness and efficiency of the housekeeping team, which contributed to their positive overall experience at the hotel.
The contrast between the two approaches to housekeeping also highlighted the importance of organisational culture in the hospitality industry. At Premier Inn, the in-housekeeping team was fully integrated into the hotels culture and this created a sense of pride and responsibility. At Mercure, however, the outsourced workers were somewhat removed from the hotels culture, which may have contributed to their lower levels of engagement and the resulting service quality issues.
My placement at the Mercure Telford Centre hotel, combined with my previous experience at Premier Inn, provided valuable insights into the advantages and disadvantages of outsourcing in the hospitality industry. While outsourcing can offer financial benefits and operational flexibility, it can also lead to challenges in maintaining service quality and employee engagement if not managed carefully. The Mercure’s hotels decision to outsource their housekeeping department bought cost savings, but it also introduced service inconsistencies and communication problems that affected the overall guest experience.
On the other hand, the in-house housekeeping team at Premier Inn demonstrated how a well-trained, fully integrated team can enhance both employee morale and guest satisfaction. By investing in their staff through comprehensive training and by creating a strong organisational culture, Premier Inn was able to deliver consistently high standards of service, which positively impacted their reputation and guest loyalty.

In terms of my own professional development, these experiences reinforced the importance of communication, training and employee engagement in the hospitality industry. I learned that while outsourcing can be a practical solution for reducing costs, it requires careful management to ensure that service quality does not suffer. 
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