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Section 1
Project Proposal

1.1	The Topic
Enhancing and customizing guest experiences by providing guaranteed room on arrival until departure for non-local guests.
1.2	Rationale
The tourism industry is one of the fastest growing segments in Mauritius and is thus highly competitive. It is very challenging to be among the top performers on guest satisfaction, team engagement and profitability. Constantly enhancing a hotel’s service offerings to ensure guest satisfaction is a must. 
70% of guests coming to LUX* Belle Mare Mauritius travel for more than 10 hours and land before noon. When they arrive at the resort they are required to wait for their room since the check in time is 2 pm and the room is not ready.
Moreover, the majority of our guests’ flights from Mauritius are scheduled in the evening and guests have to check-out at 11 am even though their actual departure time at hotel is late afternoon evening.
The above scenarios lead to frustrated guests and negatively impacts on their first and last experiences. Based on the guest feedback system, the main complaint in Front Office is related to the check in and check out times. Thus a new policy would have the benefit of minimising the complaints from guests. 
1.3	The Intended Impact
The intended impact of the research is as follows: Creating a hassle free check in and check out system for our guests by ensuring that all rooms are ready regardless of their arrival time and that guests can keep their room until their departure time.
1. Eliminate guest complaints related to check in and check out time.  
2. Smooth daily operations in Housekeeping as there is will no back to back rooms to prepare.
This research will also:
· Enhance my personal knowledge of revenue management as it will involve calculating the cost or revenue loss associated with implementing the new policy.
· Improve my time management skills by completing the relevant sections of my research as per the agreed time lime.
· Improve my leadership skills and creating more leaders as a result of the implementation of recommendations.

1.4	The Proposed Methodology 
The research methodology will involve both qualitative and quantitative data (primary and secondary):
1. Interviews with the Front Office team members with emphasis on guest experience and satisfaction upon check in and check out.
2. Interview with the Sales Manager & the Revenue Manager to understand the sales and revenue strategies for the hotel.
3. Focus groups with Housekeeping & Maintenance focusing on their operational challenges and costs associated with the proposed policy.
4. Analysis of Guest Satisfaction Surveys and in the event Guest Satisfaction related data is not available, a secondary internal guest feedback process will be used to capture data required for the research.
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Figure 1: Gantt Chart

1.5 	Ethics and Insider Researcher 
Before the interview, interviewees will be briefed of the purpose of the research and will be requested to share only what they are willing to share. Data collected will be used for the purpose of this research only.
Section 2
Project Report
2.1	Introduction
Analyzing what guests’ value and how to enhance their experience, has contributed to the development of a guaranteed early check in (ECI) and late check out (LCO) system. It is a fairly new system and hence very few hotels in the world follow this practice. LUX* Belle Mare resort, Mauritius, where this study was based has 80% of guests arriving on early flights and leave on late flights as per connections available. Therefore a guaranteed ECI and LCO could be a valuable addition to the overall guest experience. This study was done to ascertain the feasibility of implementing the ECI and LCO system in the hotel and possibly expand across all group properties. This will enhance our positioning vis-a-vis our competitors and can be a powerful tool for the marketing and enhancing revenues. Currently this system is not followed in Mauritius and hence this is a pioneering study for this region. 
2.2	Literature Review
To enhance guest experience in a hotel is a conflict of different perspectives which need to be affiliated. These revolve around guest satisfaction, team member’s fulfilment, and price acceptance. There needs to be a synergy between all three for the guest experience to be a success.
Ali et al (2016), conducted a study between service experience, emotions, satisfaction, and price acceptance. Findings showed a significant relationship between service experience and emotions which mutually influence guest satisfaction and price acceptance. The results obtained indicate that management in resorts need to consider the hardware and the ‘software’ which includes all intangible aspect of service in order to satisfy the customer emotionally. In doing so, guests are more willing to accept premium prices charged by resorts.
To be able to conceptualize the idea of guaranteed early check in (ECI) and late check out (LCO), understanding Revenue Management and striving for revenue optimization is of crucial importance. According to Tse & Poon (2011), it has been acknowledged that we can have different methods of calculation for revenue optimization, however, none replace human intelligence.

Based on the above mentioned studies, working on a revenue strategy to ensure optimization and also taking into account the guest experience and emotions; which no strategy can predict apart from human intelligence, is worth considering.   

In order to best cater for the guest experience and emotions, hotels use Customer Relation Management systems (CRM). This system seeks to create value and more customized experiences for the guests and keeps track of performance through guest evaluation.

A study from (Stephen, Ronald & Bing, 2007) acknowledges that in today’s world, word of mouth is very powerful as it is an important tool for guests before they take the final decision of booking their stay. The study also highlights the importance that word of mouth has in the hospitality industry as services are intangible and difficult to evaluate prior to experience. 

The main purpose of CRM is to encourage repeat business and positive feedback on all Electronic Word Of Mouth (EWOM) sites. The percentage of repeat guests in a Resort and the ranking on EWOM is a good indication of business situation and CRM.

According to Ada et al (2009), building a strong customer relationship is crucial for the success of an organization as the emphasis of same is to maximize revenue from happy and repeat guests.

From their study, they discovered that hotels suggested the following points:
· Making guests feel special.
· Exceeding guests’ expectations.
· Building good guest connection and communication
· Targeting the right guests

The points mentioned contribute to making guests feel special and at home.

Article of Ali (2019), The Postcard Hotel and Resort offers guaranteed ECI and LCO, as they want to be different and offer the best experience. ECI and LCO are likely to have a positive effect on customer relationship and do have a significant impact on guest perception prior to booking.
2.3	Methodology
To be able to understand the implication of guaranteed ECI and LCO, a qualitative and quantitative research was done, involving Housekeeping, Front Office, Maintenance, Sales and Marketing and Revenue departments as they are directly concerned with the system and their point of view is of utmost importance.
As the Front Office team has direct contact with guests and a survey was conducted with the team to understand their main challenges during check-in and check-out. A questionnaire consisting of 10 questions was given to the Front Office team comprising of 20 persons. The questionnaires were personally handed over to them on the job with a completion date. Email and telephone were not used as all the participants were available at the work place. Face-to-face discussion was not chosen so as to give the team the opportunity to express themselves freely at their convenience. Responses were anonymous. 
A focus group discussion with Housekeeping Supervisors which consisted of 7 participants was also conducted, in order to identify the challenges they encountered daily in their operations. This was scheduled in their office after their daily briefing. This method was the most appropriate for the team as they could express themselves in the local language, Creole which made the sharing of opinions easier. Our Guests Satisfaction Index (GSI), is currently deactivated due to change in regulations. Hence, GSI score was not used as an indicator as stipulated in the Ethics Form. 
Face to Face Interviews in Creole were conducted with 3 maintenance supervisors in order to understand the manning and costs related challenges. Responses were noted in English by the researcher. 
Two Sales Managers were also interviewed with specific questions. The interviews were face to face; however the sales managers were also keen to send their opinions by mail. 
A group work session and interview was also conducted with the Revenue Manager to understand the revenue and sales strategies. Knowing that The Postcard Hotel and Resort is already offering guaranteed Early Check-in and Late check-out as per Ali (2019), it has helped us to have a more positive and can-do attitude towards this research. Specific calculations and projections have been done by the Revenue Manager. 
As insider researcher where research was conducted with members of the same company, working for a common purpose, they were reassured about the confidentiality and anonymity. Information acquired was analyzed and the outcome will be shared with the concerned persons only.
The risk of having an adverse outcome was deemed unlikely. Due to General Data Protection Regulation (GDPR), Guest Satisfaction Index (GSI) was stopped 6 months ago and no further GSI survey has been implemented as yet. 
2.4	Findings
A survey was carried out with team members of the front office department of the resort who have direct contact with guests, refer to appendix 3.1. 20 team members were requested to complete the survey and all responded. 86% of the team had responded that room not ready upon arrival is the most common issue that negatively affects welcoming and check-in when a guest arrives before the check in time which is 2pm. 90.48% responded that the most recurrent complaint that they faced when a guest has a late flight is when they cannot keep their room for a late check out after 11am. 76% acknowledged that if a guest does not have the room ready upon arrival it negatively impacts their first impression. Analysis shows that the majority of the team mentioned that guests are tired and they would like to rest, especially on arrival.
65% mentioned that if a guest cannot keep the room till their departure time, it impacts on their holiday experience. Most of the respondents added that guests prefer to keep their room, in situation that they cannot keep their room, it impacts negatively on their departure experience. Respondents felt it is a hassle for guests to do packing and unpacking to be able to take a shower in the courtesy room. Interestingly, 35% responded that it does not impact on guest holiday experience and the majority added that there are courtesy rooms offered, guests’ luggage is kept safely while they continue to enjoy the hotel facilities. 
The majority of the team, which is 94% found that when room is not ready upon arrival it engenders challenges two major challenges within departments. First, when giving perks such as breakfast / lunch / spa to guest when room is not ready, it affects the cost and service of the concerned outlet. Second, it creates conflict with housekeeping department which takes time to clean the room. Very often, time is communicated to guests and when room is not ready on time the front office team need to face unhappy guests and they tend to take out the frustration on the housekeeping team.
A question was posed to Front Office team to check their preference for two scenarios. For this 95% of the team chose scenario 1, where they prefer to have 50 rooms on arrival provided that all rooms are ready upon arrival instead of scenario 2 which was 30 rooms arrival for the day but not all the rooms being ready. Majority of respondents also added that when rooms are ready upon arrival it contributes to guest and team members’ happiness. 
86% indicated that guests prefer to have their room ready upon arrival rather than other perks such as massage, sparkling wine or lunch. For a question having 4 response options from disagree to strongly agree, 70% strongly agreed and 30% agreed, that room ready upon arrival contributes to a positive guest experience. Also, 65% strongly agreed and 25% agreed, that free late check out contributes to positive guest experience.
For open ended questions on challenges faced when rooms are not ready and guest arrives early, the highest responses by the team were, frustration, complaints and disappointment, analysis is provided in appendix 3.2.
Quantitative analysis of the front office member’s survey points toward having guaranteed ECI and LCO shows a positive impact on both team members and guests.
Findings from the Housekeeping Supervisors Team in appendix 3.4 has also been very interesting. The team responded that time taken for the rooms to be ready when there are back to back arrivals is very limited and especially if the room is in a poor state. They mentioned that back to back rooms negatively impact on the service provided to guests. They found that overall operation is affected and though they use an odorless product, very often guests complain about strong smells and overall room cleanliness.
Housekeeping Supervisors responded that guaranteed ECI and LCO has a positive impact on their daily operation. However they feel a need to adjust manning and to increase their logistics in the afternoon. They foresee issues when in the same room there is a late evening check out followed by an early morning arrival the following day. This is because majority of maintenance tasks in the room are performed during the day. Hence, they feel that maintenance team will definitely have to readjust their manning and will have to also take into consideration the noise aspect. Furthermore, when giving rooms on guaranteed LCO daily cleaning service will need to be provided which will increase work load. However, knowing that no guests will be allocated on the same day in the room it might alleviate the work load if the next arrival is in the afternoon the following day. They therefore foresee an increase in team satisfaction. As indicated in the interview, respondents strongly agree that team will have more time to clean thoroughly and give extra attention to cleanliness. Furthermore they predict better control on overtime expenses as they will have a more accurate visibility of daily operation. For example, in case of departure rooms they can decide either to do basic cleaning instantly (stripping bed linen, emptying dust bins, etc) and get more thorough cleaning done the following day. Alternately, depending on the next arrival, they can get the team to do overtime and complete the task immediately.  Currently when rooms are on back to back arrivals, there is no choice but for the team to do overtime and complete the task.
After an analysis of the interviews with the Housekeeping supervisors, we can foresee some positive aspects, however it might impact on the quantitative aspects as daily cleaning service will automatically need to be provided to departure guests leaving late, therefore resulting in extra work. (Currently daily cleaning service is not provided to departure rooms). Also frequent reshuffling of their manning to cater for rooms on LCO and ECI may cause more overtime if not managed well. This necessitates a change in housekeeping department’s work culture to have equal manning in day as well as night shifts, which may be challenging. Currently major manning is provided for day shifts as compared to night shift.
The maintenance department is also directly affected by guaranteed ECI and LCO. Following analysis of the maintenance supervisors report on appendix 3.3, it shows that their responses are similar to the Housekeeping department. They responded positively to the qualitative aspect. The data analysis also shows that guaranteed ECI and LCO contribute to perfect room status and cost cutting, provided that the team has more time to work on perfection. This will result in reduced expenses as no outside contractors will be needed for preventive maintenance of rooms. Interviewees revealed that major work in rooms cannot be conducted in a short period of time, due to which currently we hire contractors. 
Additionally, when having rooms sold on back-to-back basis when there is limited time available for cleaning, some important tasks cannot be done immediately. This results in taking temporary actions to resolve the problem.  Very often, temporary solutions create more problems and result in increased expenses including outsourcing of maintenance services.
Analysis also shows that the Maintenance Team finds that guaranteed ECI and LCO may have a positive impact on the team – as most of them selected ‘Agree’.  Points brought up were, less pressure on the team which can result in a better team spirit and communication between team members and supervisors. Surprisingly, some interesting findings were revealed, such as the need to be more vigilant. Interviewees mentioned that actually lot of supervision is needed when maintenance team perform their daily tasks. Interviewees revealed the need to ensure that tasks performed by the team needs to be diligently monitored.  They foresee a challenge of the team being less productive, hence to remediate the situation they find it critical that team members are made accountable and are empowered.
Following my interview with the sales manager (appendix 3.5), the key findings were that they both agreed that guaranteed ECI and LCO contribute as a marketing tool and families with young children will be very much attracted to same. Interviewees have also responded that there is a coherence between service experience and emotions which mutually influence guest satisfaction and price acceptance. They also mentioned that someone who is satisfied with the service in a resort will definitely come back, bringing additional revenue to the resort. They also reported that if there is high level of service, guests will be willing to pay an incremental price for the same. They also commented that, whether guest experience is positive or negative, is a reflection of their emotions and emotions cannot be contained. They will express it in one way or the other through feedback, reviews on EWOM, etc. which plays a big role in the resort’s reputation. 
However remarkably, when interviewing in regards to guaranteed ECI and LCO with an increased room rate in comparison to a competitor, there were two different responses. The first interviewee replied that it is likely to have a positive impact on guest perception. However the second interviewee was not sure as he felt this strategy could easily be replicated by competitors by offering lower rates than us which may leave us in a counterproductive situation.
Overall interview of the sales managers indicates that from their point of view guaranteed ECI and LCO can be beneficial for the resort and guests.
For interview and group work with the Revenue Manager, (appendix 3.6), the key findings are in favor of a guaranteed ECI and LCO. The respondents find that the system is viable provided we have reliable statistics on flight schedules for three different timings per day. Following his analysis, for example if a guest stays 5 nights for 100€ per night, totaling to 500€, they might pay for 5 nights at 650€. The Revenue Manager found huge potential in guaranteed ECI and LCO. However an in-depth study will be recommended to understand a better price point for this kind of service. 
Results from the focus group discussion showed that following an analysis of flights used by guests, in an optimization point of view, the reservations and operations team will need to be prepared to handle overbooking situations. 
There will have to be a change in the culture and for the same to happen a synergy of business mindset and operation mindset will be the key to success of a guaranteed ECI and LCO.
The Revenue Manager feels that the Housekeeping and maintenance team will need to perform tasks round the clock to make the ECI and LCO system work. He feels that definitely there will be a need for change in the working mindset.  He suggested that proper communication and planning will remedy the situation.
We discovered that the current property management system (Opera) can continue to be used effectively to implement the ECI and LCO system. The only challenge is that the team members will need to be meticulous to take into consideration any overbooking scenarios and also ensure that an advance billing procedure is followed upon LCO guest check out. This will ensure safeguarding of revenues.
In comparing the literature review and analyzing the responses, the results show that there is a significant correlation between the three elements - importance of guest satisfaction, team members’ fulfilment and acceptance of incremental pricing by guests. A major emphasis will be needed in changing the work culture and developing internal systems which support the ECI and LCO strategy.
2.5	Conclusions and Recommendations  
The study shows that a guaranteed ECI and LCO could be an excellent addition that generates more bookings, thereby leading to more revenue. Analysis revealed that it proves to be beneficial for all departments such as Front Office, Housekeeping, Maintenance, Sales and Marketing and Revenue. 
Despite these benefits, we are likely to face few challenges upon implementation of a guaranteed room upon arrival till departure. Therefore, further research needs to be conducted involving the Human Resources department as it pertains to a change in the teams daily work culture and also further study needs to be carried out to seek optimization of room revenue. 
However, optimization of room revenue will have to be diligently calculated taking into consideration team dissatisfaction if overbooking is not handled correctly. The Post Card hotel and resort can be contacted to understand their revenue strategy used.
In order to test the impact, it is recommended to do a pilot implementation of the ECO and LCI system for a 1 or 2 categories of rooms (upto 10% of the total room inventory of LUX* Belle Mare) with the assistance of the Revenue Manager, Sales and Marketing Manager and the Regional General Manager. 
To conclude, I find that this project has helped me to acquire a better knowledge of revenue management, strategic thinking and operational planning. Also, it has enhanced leadership and time management skills.
The project has helped the researcher to develop a better understanding of revenue management, strategic thinking and operational planning. Also, it has enhanced research, leadership and time management skills.
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