_pohtan hotel——who, qmt:""’“ frankly‘ _ _,as
| uzzled He Commeﬂ?ﬁf&"‘that __hlsﬁ.;ho_ SR

fto operate 1ts s front desk statlons, vmhi new'’s
.two ma.nagers on duty; each supervising - forman
seven- statxons. He noted that although -

ranks,” they were very unpopular with- i
the Gsas they supervised. :
" As he described the. supemsors‘_ |
-dressed in busmess suits (not umforms) :
stationed in front of the reg:srrauon
desk to manage guest trafﬁc and. super'-'
vise GSA performance—-—the ptoblem be- -
came clear. These supervisors were per- -
ceived by the Gsas as nothing more than
inspectors whose derCtLVeS superseded .Q.
any fiction of individual emp

ot team decmon making __More impor--
tancly, the situation was a prime exam-
ple of how the operatmg system 1tself
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his or her supervising manager and be-
tween each supervising manager and the
front-office manager. Only by building
on principles of performance manage-
ment will the reinvented front-desk op-
erating system lead to berter employee
performance and increased satisfaction.

Principies of Performance Management

Front-office employees must clearly
understand their hotel’s business objec-
tives and departrmental goals and what
they or their team needs to do to reach
those targets.

Successful job performance for the front
office should be defined in terms of mutu-
ally agreed-upon “key performance indica-
toss.” A KPI is a measurement of a specific
task undertaken by an employee related to
his or her position and job responsibilities
that contributes to the effectiveness of the
operation. By the establish-
ment of specific Kpls for each
employee, the employee can
then monitor and improve
his or her own performance
in a timely and effective way.
They can be held accountable
for their performance and re-
warded for their efforts.

An underlying dynamic
of performance manage-
ment systems is that em-
ployees find satisfaction
when they participate in de-
termining how to meet their objectives,
monitor their own progsess, and are rec-
ognized for achieving objective measures
of success.

Also, the redesign of the front desk
using performance management princi-
ples eliminates the need for inspection
and allows supervisors to coach GSAs to-
ward their predetermined objectives and
expected performance levels.

Kris should be assigned to each em-
ployee, for each shift, and for each oper-
ating group, as a united effort toward
meeting the hotel’s business objectives.
Expectations should be customized to
each individual on the team.

It is important to use only those indi-
cators that qualify as “SMART,” that is:

Specific: A KPI must contain mutually
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agrecd-upon criteria that cleatly 2rticu-
late exactly whai must be achieved in
terms of operating results and how well
an employee must perform. This ap-
proach avoids subjective judgments.

Measurable: A xv1 must be observable,
demonstrable, or measurable. Use results
that are visible enough to be quantified.

Achievable: Employees must believe that
targets are reasonuable and that they have
the ability and support to meet them.

Realistic: Employees must believe that
the KPls are a true measure of their work
and thac their work contributes to com-
pany objectives.

Time-dated: KPls must be set for spe-
cific and agreed-upon time frames.

To apply these principles o the front
desk, first look at the current front desk
operating objectives and study PMS re-
ports. Then, translate operational out-

Only by building on Principles of
performance managemelit
will the reinvented front-desk operating
system lead to better employee

perfqrmance. and increased
satisfaction.

comes into performance measures.

A complere set of Kpis developed for all
employees becomes the hotel’s frame-
work of accountability. Systemic ac-
countability must be built into operating
and reporting systems, and performance
measures must be derived from opera-
tions results in order to accurately evalu-
ate performance.

While formal evaluations should be
scheduled regularly, 2 major benefit of
this approach is the opportunity for em-
ployees to assess their performance daily.
In the short run, self-measurement offers
employees an opporrunity to immedi-
atcly adjust performance.

Estabishing KPIs for the Front Bifice
1. Establish front office KPis on 2 per-

room of 'per.occupied-room basis to re-
flect chose performance measurements
that are realistically related to operations.

2. Working from the hotel’s business
Strategy and objectives, state what the
front office needs to achieve for the
hotel o move toward Its objectives.
Then, in clearly defined terms, state
what each employeec must achieve a[%d
how :werformance will be measured in
terms of KPIs.

3, Ensure that performance expecta-
tions are agreed upon and accepted by
supervisors and employees at all levels.

4. Ensure that relevant information is
available to line employees and man-
agers on a timely basis in order to allow
them - meet performance expectations.

5. Limit Kpls to only a few critical
key indicators-——no more than seven
per position.

6. Establish a suitable
measure for each indicator.
If percentage increase is the
criterion, then report only
percentages to avoid infor-

- - mation overload.

©. 7. Demonstrate that KPIs
- are actively used to support
- decision making by regu-

- larly communicating to all
- employees the hotel’s
© progress toward achieving
- the property’s goals and ob-

“jectives. Also emphasize the
decisions based on employee input that
contributed to the hotel’s progress.

In reinventing your front office, the
key is in creating positive processes for
self-assessment, timely feedback, and op-
porrunities for improvement; processes
that make employees’ performance im-
provement apparent; and processes that
insure timely recognition of valued per-
formance. This will create a work envi-
ronment in which employees enjoy
doing a better job, guest experience im-
proves, and profirability follows. m
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