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Executive Summary
The following report was conducted to investigate the benefits and the risks of outsourcing housekeeping in comparison to in-house housekeeping in application in Hilton Hotels, with a conclusion in the recommendation on the optimal choice for the company currently. 
The main benefits of outsourcing highlighted during the report is reduced labour costs by up to 25%, the opportunity to use new technology and systems in housekeeping, flexibility and the delegation of peace of mind for management to spend time and budgets on other departments. However, it did highlight risks such as implications to corporate social responsibility, data protection, and loss of control. 
In-house housekeeping found to have benefits like control over contracts, better quality service and employee identity within the company. Though is hugely affected by the recruitment crisis, poor working conditions and pay, high rates of turnover and expenditure on recruitment and training. 
It recommended that Hilton continues to outsource but should take action in seeking solutions to resolve the stigma surrounding the housekeeping job role, such as investment in better working conditions, higher wages, flexible working hours and improved corporate culture, such as assigning realistic and achievable daily goals to enhance morale and reduce turnover, costs in the long-term and regain control over in-housekeeping rather than outsourcing staff in the future.
















Introduction to Hilton and Housekeeping
Hilton (2023) hotels is a company that was founded by Conrad Hilton in 1919 in Texas, US. It claims to be “one of the world’s largest, fastest-growing Hospitality companies” with “19 brands, in 123 countries and over 7,000 properties worldwide”. Hilton has over one million rooms. 
The housekeeping department is an integral part of the hotel industry and are facing challenging conditions since the Covid-19 Pandemic and Brexit (Clark, 2021) and have had to consider ways to reduce the stress and pressure the housekeeping team endure. For example, Hilton have adapted a policy to aid their housekeeping staffing schedules, which involves less frequent room cleanings and employing zero hours contracts, however, it also threatens the internal staffs’ job security (Jelski, 2021). With fewer non-EU UK residents choosing to work within the hospitality industry since Brexit, it calls for companies like Hilton to start looking for new avenues of tackling the situation (Kent, 2017). 
This report will discuss the understanding of why hotels choose to outsource staff and what are the benefits and risks associated with the option. Furthermore, it will investigate the financial aspects of outsourcing for general management within Hilton and how it can be monitored. Some industry examples will be included, and a recommendation will then be provided regarding what approach Hilton should consider, with focus upon the cost implications with the argument for or against outsourcing housekeeping.
Outsourcing: The Benefits vs. The Risk
Introduced in the 1950s but gaining popularity since the 1980s, outsourcing has become a strategic tool to strengthen the global economy in the twenty-first century (Corbett, 2004, pg. 1).
In a large corporate firm such as Hilton, outsourcing allows them to take advantage of numerous benefits, whilst maintaining high standards of quality and exceptional hospitality, that is sustainable and aligns their corporate values (Allaf, 2016, as quoted in Hotel & Catering, 2016). Outsourcing allows corporates to take advantage of greater knowledge from an external workforce (Rachael, 2019) and can result in a 25% decrease in labour expenditure because it reduces the recruiting and training costs (Dixit, 2021). According to Elhoushy, et al. (2020), outsourcing is an “integral part of hotels’ operation strategy” which can open windows of opportunities for growth and to maintain a competitive advantage. From a manager’s perspective, they can focus on other core activities to concentrate finance in other departments, schemes or budgets.
Furthermore, since the Covid-19 Pandemic and Brexit, a skills shortage has surged in recent years. Migrant workers make up 37% of housekeeping workforces and has declined since these instances, up to 300,000 people have left the hospitality sector since 2019 (Unique Clean, 2021), (Hancock, 2022). Therefore, this means that with very high turnover rates, hotels like Hilton will find it cost effective to outsource  housekeeping as an evident solution to approach the staff recruitment crisis (Dixit, 2021), (Lutrario, 2022).
Hilton (2018, pg. 3) made a public statement regarding their corporate responsibility when outsourcing housekeeping at their managed operations, stating they are delivering in depth training to their teams to train and bring awareness surrounding responsible sourcing, human trafficking and “risks of modern slavery in the supply chain.” Hilton’s commitment to human rights and full mandatory training to their general managers worldwide has reflected positively on their performance indicators to allow their workers internally or externally sourced “to be able to work in safe and secure environments”, to not be exploited and for their outsourcing firms to be responsibly and sustainably sourced. Hilton Worldwide (as quoted in Harmer, 2013) say they also take it very seriously that any allegations over procurement will be reviewed, they act with due diligence and “require all suppliers to fully comply with all employment laws and regulations.” 
Hilton is not the only company that outsource housekeeping, hotels like Marriott and Intercontinental Hotels Group also do so, a company called Clarity Housekeeping operate their housekeeping services within all three hotels and others (Clarity Housekeeping, 2023). Their benefits to the hotels stated their services are “efficient and streamlined” and “maintain the highest possible quality standards.” 
In an article by AHS Hospitality (2021), another benefit of outsourcing housekeeping is the adoption of “the latest housekeeping technology and systems”, having “a flexible and trained workforce set” and supporting hotels to “meet occupancy rates, decrease in compliance accountability” and “less operational work for management.”
Alternately, insourcing housekeeping can also have its benefits for consideration by Hilton. According to Kleine (2020), insourcing the housekeeping can let companies take control of the staff, they can be cheaper, despite usually being “tied to higher expenditure,” Plus, their knowledge, identity in the organisation and quality of service “remains in the company for longer.” However, the writer continues saying insourcing employees are only compatible when the employees have the skills required to carry out their job, this then means that further training and recruiting expenditure may be required which may not be profitable long-term.
Conversely, there appears a considerable number of risks associated with outsourcing housekeeping. Throughout research of these risks, the prominent concern for outsourcing housekeeping is possible loss of control and flexibility (Corbett, 2004, pg. 3), (Elhoushy, et al. 2020, pg. 3) this can be dependent on the type of relationship the service provider has with the hotel but can mean issues over things like contracts and disruption to daily operations (Linsley, 2019). This means that there is less flexibility, risk to brand reputation and lack of consistency if the operation isn’t run effectively and cooperatively (Lawbite, 2022). 
In addition, Lawbite (2022) also states outsourcing can run the risk of data protection and confidentiality being exposed and can have legal consequences, should data of employees and data of the business be accessed and exploited from hackers or from within the company.
Another risk can be the integration of the outsourcing system and language barriers. Therefore, it would be imperative to focus on the workforce to be able to speak basic English (or the native language of that country) as well as enforcing the inside staff to engage with the staff from outside the company to assimilate effective and consistent communication together and focus on achieving the same objectives (Calbone, 2019, pg. 1-2). Another risk that can stem from integration is employee resistance, accordingly, a considerable time for change needs to be introduced and proper communication and training should be provided by management to break down the resistance and encourage a supportive work environment, explain why it is happening and listen to feedback and suggestions to empower employees (Corbett, 2004, pg. 3), (The Ohio State University, 2022).
In an article by Zese (2021), she says that building a “relationship with the third party” can be difficult, as some workers may not work up to expectations and standards required as they are not part of the main company. However, if there is clear communication and trust, agency workers can be crucial to achieve the same vision and consistency. On the other hand, Zese continues saying that generally, outsourcing has reduced the stress of “scheduling, payroll and overtime costs.” If the contract and labour is managed right, then it can save hassle and money (Burt, 2010, pg.13). Moreover, it can give a company like Hilton a competitive advantage and gives managers a peace of mind, that can assist them finding balance on delegating finance/budgets and time spent on other departments (Openkey, 2018).
Additionally, in a post by Burt (2010) outsourcing housekeeping can allow companies to give the “employees a chance to work full time” which “they wouldn’t be able to offer to direct employees.” This means that in some outsourcing services too, Burt (2010) continues saying “they are offered health benefits, retirement options and other benefits” which can display job security and improved employee morale which is reflected in the guest experiences of high standards and consistency from housekeepers. In a study quoted from Openkey (2018), “57% of people who had a bad experience at a hotel cited unfriendly employees as a catalyst.” This conveys it is imperative to understand what works best for a company like Hilton and how they can utilise the benefits of outsourcing which outweigh the risks that can be monitored and reviewed.










Recommendation
After critically analysing the benefits and risks of outsourcing housekeeping and in-house keeping, there are mixed opinions on the best choice for Hilton to go forward with into the future.
The benefit of in-house housekeeping allows the company to take control of their employees, their contracts, payroll, and their brand image resonates with the employees. This means that the employees are likely to identify themselves as part of the Hilton name and aim for the same vision and consistent standards in their job role. However, recruitment numbers for in-house housekeeping staff are low due to low pay, long hours, the physical demanding work, and the job being identified as an ‘unskilled job’ (Potter, 2014). This means that unless Hilton can discover financially stable solutions to support the working day of housekeepers, it may not be sustainable in the long-term. Changes that would likely have to be introduced is giving Housekeepers realistic goals of daily room changes, flexible working hours and paying them a higher wage – it may attract more numbers of recruits during the recruitment crisis. However, a mix of both in-house and outsourcing staff could be combined to help work towards a solution and ease workload of management and housekeepers. The cost implication may not be too detrimental to Hilton’s revenue and expenditure of investing more in the housekeeping department and may reduce turnover rates and improve employee morale in the long-term (Hearn, 2022).
Furthermore, the research conveys a more favourable option to outsource housekeeping due to the lower labour costs, recruitment and training Hilton would have to carry out which would allow management to spend their time focusing on areas like guest services and marketing (Dixit, 2021).
Financially, the recommendation this report would present to Hilton would be to continue outsourcing housekeeping but to find solutions to the recruitment crisis that they could deploy globally and boost brand image and benchmarking. For example, it is vital to have clear and consistent communication and trust with the third party provider and the staff to maintain sustainable, secure and professional relationships. Hilton shall continue to have a transparent and ethical sourcing to minimise risk of exploitation of workers and seek out options to improve working conditions and morale (Tagg, 2020), (Moyer, 2019). Ultimately, this will be beneficial long-term for their staff to remain focused, efficient, and collaborating together to work towards the same objectives aligning with corporate values and social responsibilities of Hilton.
The cost implications Hilton may encounter to support efforts in sustainability of outsourcing are already in action. According to Hilton’s (2020) ESG report, they invested nearly $30 million to support their workers during the Covid-19 Pandemic, offered training courses, have established their 100% rating on the Human Rights Campaign’s and their commitment to systemic change in the workplace. 
That said, further research and investment could be implemented to kick-start a landmark change for the pay and working conditions of housekeeping staff, in time, after some careful consideration of budgeting and piloting schemes to experiment with what changes are needed and can be controlled internally, focus groups, audits and surveys can be vital data and information to lead these changes. In the long-term, positive change can improve the recruitment crisis, reduce the level of turnover, allow internal control to regain without the use of outsourcing staff and increase profit margins.
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