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This essay presents the role of a Systems and Procedures Development and Improvement 

functional unit of an organization (hotel industry) in facilitating employee performance assessment 

and improvement aimed at developing and implementing effective procedures for managers to be 

used when preparing to meet employees whose performances seem to be unsatisfactory. This essay 

further makes reference to relevant general human resource management principles with an emphasis on 

hotel industry. 

Statement of Challenge “Two grow and thrive in today’s competitive environment, 

organizations must deal with several major challenges. First, they must provide ‘value.’ 

Traditionally, the concept of value has been considered a function of finance or accounting. 

However, we believe that how human resource are managed is crucial to the long-term value of 

company and ultimately to its survival. Our definition of value includes not only profits but 

employee growth and satisfaction, additional employment opportunities, protection of the 

environment, and contributions to community programs,” write Noe, et. al. (2000, p. vii). 

Noe, et. al. (2000) provides three categories of these challenges illustrated below: 

• The global challenge. Increasingly, organizations are finding that to survive they must 
compete with organizations around the world. Companies must both defend their domestic 
markets from foreign competitors and broaden their scope to encompass global markets. 

• The meeting [of] stakeholders’ needs challenge. Key to success in today’s business 
environment is to simultaneously meet investor or financial needs and those of other 
stakeholders including customers, employees, and the community. Companies are 
challenged to reach financial objectives through meeting customer needs and employee 
needs. Innovation, cost reduction, and quality objectives which relate directly to the 
financial success or failure of the firm are influenced by human resource management 
practices. Forward-looking businesses are capitalizing on the strengths of a diverse 
workforce. Businesses are realizing the advantages they have in attracting, retaining, and 
motivating employees through ethical and responsible actions. Successful companies have 
human resource management practices that motivate and reward employees to provide high 
quality products and services. 

• The high-performance work systems challenge. Using new technologies such as 
computer-aided manufacturing, virtual reality, expert systems, and the Internet can provide 
companies with an edge. New technologies can result in employees’ ‘working smarter’ as 
well as providing higher-quality products and services to customers. However, companies 
that have seen the greatest gains from new technology have human resource practices that 
support the use of technology. The design of work, training programs, and reward systems 
often need to be reconfigured to support employees’ use of new technology. Thus, the three 
links of high-performance work systems are (1) human resources and their capabilities, (2) 
new technology and its opportunities, and (3) efficient work structures and policies that 
allow employees and technology to interact (pp. vii-viii). 

 
The present implications of the contemplated recommending of a new management 

philosophy are these: many of the top management people many not like the idea because of the 
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associated figures and that they may shut their eyes instantaneously on the calculated financial 

benefits upon seeing it, middle management may influence their subordinates not to support the 

recommendation because of perceived threats to their well being and to their individual positions, 

the company is experiencing decline in growth and profitability so that top decision makers may 

prioritize immediate calculated short-term financial returns. The future implications of the 

recommendation, of course, have already been written showing the details of achieving favorable 

counter calculated return on investment. 

Hotel Lynni 2000—a 2-Star hotel operating at the financial center of an Asian country—is 

experiencing abrupt decline of revenue for five years in a row due to serious operations 

management problems. The top management made a decision lately to confront the issue. It 

assigned the Systems and Procedures Development and Improvement functional unit—which I 

Head—to look into the matter and instructed to come up with a formal assessment and 

recommendation. The objective of the exercise is to come up with cost-effective and systematic 

approach in addressing emergent problems arising from poor performance of personnel in all levels 

of the organization. The following paragraphs provide relevant information gathered about the 

major challenges mentioned above. 

General human resource management information The “human resource (HR) profession 

and practices have undergone substantial change and redefinition. Many articles written in both the 

academic and practitioner literature have been critical of the traditional HR function. Unfortunately, 

in many organizations HR services are not providing value but instead are mired down in managing 

trivial administrative tasks,” write Noe, et. al. (2000, p. viii). The implication of this situation today 

in many places is that “HR departments can be replaced with new technology or outsourced to a 

vendor who can provide higher-quality services at lower cost. While this recommendation is indeed 

somewhat extreme (and threatening to both HR practitioners and those who teach human resource 

management!), it does demonstrate that companies need to ensure that their HR functions are 

creating value for the firm” (p. viii). “Technology should be used where appropriate to automate 
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routine activities, and managers should concentrate on HR activities that can add substantial value 

to the company,” add Noe, et. al. (p. viii). 

Another HPT practitioners write: “Human Performance Technology (HPT) is a field of 

practice that has evolved largely as a result of the experience, reflection, and conceptualization of 

professional practitioners striving to improve human performance in the workplace. It is a relatively 

new field that has emerged from the coalescing of principles derived from the carefully documented 

practice of thoughtful behavioral and cognitive psychologists, instructional technologists, training 

designers, organizational developers, and various human resource specialists. HPT possesses a base 

of research and theory but, as a rapidly evolving professional field, its practice frequently outpaces 

its research and theoretical foundations” (Stolovich & Keeps, 2000, p. 3). “With the world firmly 

embarked upon the knowledge era, there is a growing emphasis on human capital and its essential 

role in contributing to organizational success” (p. 4). 

Performance is the “outcomes of behavior,” cite Stolovitch & Keeps of Nockols (1977). 

“Because HPT adopts a systems view of organizations rather than operating piecemeal, it seeks to 

link the actions and interventions of all the organizational elements that affect overall performance” 

(Rummler and Brache, 1996, as cited by Stolovitch & Keeps, 1999, p. 10). Hence, “selection, 

training, feedback systems, incentives, and organizational design can all be woven into the 

performance fabric” (Stolovitch & Keeps, 2000). 

“There is little doubt that HPT adopts a hard-nosed, highly objective approach to improving 

human performance. HPT takes into consideration the cost of any intervention aimed at improving 

human performance. It views this cost as an investment that must yield those returns that are valued 

by the investing system….HPT is a powerful, emerging field that has the potential to offer 

organizations astonishing benefits….the results of improved human performance can be dramatic 

increases in productivity, greater satisfaction among workers, and an enhanced world community—

and that is what HPT it all about,” concludes Stolovitch & Keeps (2000, p. 20). 
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“The organization is a sum-total of system of formal arrangements that houses the interaction 

of the structure, processes, and systems of the enterprise. It is created and designed by managers to 

enhance the interface between humans and the work the enterprise sets out to accomplish. The 

design can either enhance or hinder accomplishment of the purposes of the enterprise,” write (Dean, 

2000, p. 322). 

Dean stresses the role of a manager “as [an] organizational designer, [who] crafts these 

arrangements to bring about congruence and alignment among the enterprise’s structure, processes, 

systems, work, people, and performance. In this way, organizational design … ties together the 

following organizational variables: Strategic vision (mental picture of what the organization has to 

do in order to survive in business; Structure (deals with how tasks are divided and coordinated by 

means of specialization and integration, decentralization and centralization, and formal patterns of 

relationships between groups and individuals); Processes (sequences of steps, activities, and 

methods that produce a specified goal, result, consequence, or output); Systems (the procedure for 

budgeting, accounting, and training that make the organization run, as well as a particular set of 

procedures and rules, policies, devices, guides, and practices designed to control processes in a 

predictable way); Competence (way managers manage, the way employees are selected, placed, 

oriented, developed, and rewarded); Culture (the patters of basic shared assumptions, beliefs, 

attitudes, expectations, and values as revealed in everyday work performance and practices, and 

which includes such formal aspects as policies, processes, and procedures, which influence those 

patters); Management and employees (work together for integration of goals, policies, procedures, 

standards, information and feedback systems, incentive system, training, and budget); Value 

(quality, and impact of produces and services, as well as customers’ satisfaction with them which 

will ultimately lead to competitive advantage),” write Dean (2000, pp. 322-323). 

“Performance improvement professionals, like other decision makers in organizations, must 

work up budgets, justify their own salaries, and propose strategies, projects, and programs to top 

management, and yet a recent study of professional practices reports that only 3 percent of the 
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development programs in organizations are evaluated in terms of financial results. This is true even 

though the research clearly demonstrates that the ratio of return on investment (ROI) for 

interventions focused on performance improvement is 8:1 in a year or less,” writes Swanson (2000, 

p. 813). The basic model of ROI is: Performance Value -  Cost = Benefits (p. 815). 

“Any organization that remains alive will ultimately judge each of its components from an 

ROI perspective and will do so with or without valid data” (Swanson, p. 813). Swanson writes that 

“economic thinking related to human systems, capacity, expertise, and efforts, is disjointed, but 

history fairly consistently validates the notion that there is much to be gained from being purposeful 

in managing these domains,” (p. 814). 

Swanson provides the basic ROI model as having three main components, namely: (1) the 

performance value resulting from the program, (2) the cost of the program, (3) the benefit resulting 

from the program (p. 815). With respect to ROI connecting performance analysis and organizational 

strategic decision making, there are four issues to be highlighted, writes, Swanson. These are: (1) 

needs versus wants, (2) Costs versus benefits, (3) Individual versus group performance, and (4) 

financial versus nonfinancial goals (p. 822). 

Swanson offers a very interesting method of determining ROI. The main components are: 

Performance Value Analysis, Cost Analysis, Benefit Analysis with accompanying methodical steps, 

namely: (1) analysis, (2) design, (3) development (4) implementation (5) evaluation (pp. 824-836).  

“Human resources are differentiated from hard assets—money, machinery, etc.—by several 

characteristics, including a warm spirit which can be a multiplier for continuous improvement as 

people learn to work effectively,” write Garwood & Allen (1999, p. 15.3). 

“Total Quality Management results in primary focus on improvement efforts. Employee 

involvement is a part of TQM. A survey of fortune 1000 companies revealed that 80 percent of 

these companies see employee involvement as part of TQM and only 20 percent see TQM as part of 

their employee involvement initiatives,” quote Garwood & Allen (1999) of Lawler, et. al. (1995). 

Garwood & Allen provide empowerment equation below: 
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Empowerment = alignment x authority x capability x commitment (p. 15.3) 

Pointing to the importance of effective human resource management along with TQM 

principles, Garwood and Allen write: “the immediate objective of human resource management is 

to achieve healthy human relations throughout the organization. Healthy human relations are 

relations which are open, positive, and efficient … [they] contribute to the employees’ sense of 

ownership, to good business results, and even to what Deming (1986) called ‘joy in the workplace.’ 

In general, it is easier to achieve other organizational objectives in an environment of healthy 

human relations” (1999, p. 15.4). 

“In the past two decades many organizations throughout the world have been under 

tremendous pressure. Some have been battered by international competition, others by new 

entrepreneurial companies that redefined business, and yet others were seriously challenged by new 

technologies which created formidable alternatives to their product and services. Some leading 

companies have changed rapidly. While some of the new companies have now become major 

players, other companies are still engaged in daily battles for survival, and many other companies 

have disappear,” sums up Godfrey of management practice situations of the 90’s (1999, p. 14.1). 

General industry information “Whether you are a CEO, a business executive, a mid-level 

manager, an employee committed to improving your organization, or a student of business 

practices, the Baldrige Criteria for Performance Excellence can help you prepare for the changes 

occurring in today’s global marketplace,” writes Harry S. Hertz, Director of Baldrige National 

Quality Program to the U.S. Business Community (see Baldrige National Quality Program, 2000). 

“The Malcolm Baldrige Criteria for Performance Excellence are the basis for organizational 

self-assessments, for making Awards, and for giving feedback to applicants,” along with “three 

other important roles in strengthening U.S. competitiveness, [namely]: to help improve 

organizational performance practices and capabilities; to facilitate communication and sharing of 

best practices information among U.S. organizations of all types; and to serve as a working tool for 
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understanding and managing performance, and guiding planning and training,” (U.S. Department of 

Commerce, p. 2). 

One international hotel is cited in this essay as an example for a specific segment in the hotel 

industry being discussed. The “Ritz-Carlton Hotel Company translates customer requirements into 

employee requirements through its Gold Standards and its strategic planning process,” write George 

and Weimerskirch (1998, p. 62). The gold Standards include a credo, a motto, three steps of service, 

and 20 ‘Ritz-Carlton basics. Ritz-Carlton’s motto is: “We are ladies and gentlemen serving ladies 

and gentlemen,” and its three steps of service are: (1) a warm and sincere greeting; (2) anticipation 

of and compliance with guests’ needs; and (3) fond farewell (p. 62). “If an employee detects a 

dislike, he or she is empowered to break away from the routine and take immediate positive action, 

to ‘move heaven and earth’ to satisfy the customer. An employee can spend up to $2,000 on the 

spot to make a customer happy,” divulges George and Weimerskirch of Ritz-Carlton’s management 

practice and organizational culture (p. 63). 

How can the information gathered in this essay be applied to my organization? As Head 

of the Systems and Procedures Development and Improvement functional unit of my company, I 

am going to prepare a comprehensive plan about the introduction of a new philosophy of managing; 

the rationale of which is already presented in this essay; the details of which will be presented in a 

separate document. The application or principle that I have decided to adopt for my organization is 

Total Quality Management (TQM). I believe that management practices, particularly in global 

context, have departed almost totally from the principles practiced in the decades of 50’s to the 

80’s. Although a relatively young philosophy and not yet practiced by many companies around the 

world, I will convince my top management to approve my proposal. 

In terms of problem-solving and performance improvement—both organizationally and 

individually—I will recommend the performance improvement guidelines of ISO 9004:2000 shown 

in Table 1 to be used in assessing the performance of my organization and from which appropriate 

methods and procedures will be developed for all concerned personnel especially functional 
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managers. For management system performance assessment and improvement, I am going to 

recommend AT&T’s Process Quality Management & Improvement (PQMI) principles shown in 

Table 2 and for lower-level problem-solving and process quality management and improvement 

initiatives especially on employee levels, I will recommend AT&T’s 7-Step Problem Solving 

Methodology shown in Table 3. The other steps or methodologies that I am going to recommend 

will be the Human Performance Technology (HPT) as presented in this essay—which is specifically 

designed for human resources in any organization and size. 

Table 1 Performance Maturity Levels. (Copy right. Adapted from ISO 9004:2000 (2000)) 
Maturity 

Level 
 
Performance Level 

 
Guidance 

1 No formal approach No systematic approach evident, no results, poor results or unpredictable results. 
2 Reactive approach Problem- or corrective-based systematic approach, minimum data on improvement 

results available. 
3 Stable formal system 

approach 
Systematic process-based approach, early stage of systematic improvements, data 
available on conformance to objectives and existence of improvement trends. 

4 Continual improvement 
emphasized 

Improvement process in use; good results and sustained improvement trends. 

5 Best-in-class 
performance 

Strongly integrated improvement process; best-in-class benchmarked results 
demonstrated. 

 
Table 2 Process Quality Management & Improvement (Copy right. Adapted from AT&T Quality Steering Committee (1988, p. 15)) 
Phases Stages Steps 

Ownership 1. Establish Process Management Responsibilities 
2. Define Process and Identify Customer Requirements 
3. Define and Establish Measures 

Assessment 

4. Assess Conformance to Customer Requirements 
5. Investigate Process to Identify Improvement Opportunities 

MANAGEMENT 

Opportunity Selection 
6. Rank Improvement Opportunities and Set Objectives 

IMPROVEMENT Improvement 7. Improve Process Quality 
 
Table 3 7-Step Problem-Solving Method (Copy right. Adapted from AT&T Corporate Quality Office (1995, p. 2)) 

Step # Description 
Step 1 Define the reason for improvement 
Step 2 Describe the current situation 
Step 3 Analyze data 
Step 4 Plan and implement countermeasures 
Step 5 Assess results 
Step 6 Standardize countermeasures 
Step 7 Develop future plans 

 
In support of my recommendations, I will mention the works of Galapon and Norton (2001) 

wherein they reported an annualized collective US$ 15.5 Million cost savings for their project 

organization—a US$ 4+ Billion TEP6/GSM telecom project in Saudi Arabia—through quality 

improvement teams. In chartering performance improvement, of course, there will always be 

associated cost; however, the benefits will have to be calculated, too. In here, the Return On 

Investment (ROI) principle presented by Swanson (2000) will be utilized. The advantages of the 
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PQMI and Problem Solving Methodology are that they are simple and easy to implement and are 

very appropriate for re-engineering, i.e., swift, immediate, and radical undertakings; on the other 

hand, one disadvantage of the proposed philosophy is—the achievement of goals may not come 

immediately particularly for hotel personnel especially when the focus is on employee training and 

development, to this end, however, the HPT approach is more pertinent. After identifying the 

potential models to be used in assessing and improving the performance of my company’s 

personnel, I am going to keep both and will use one that is appropriate for a particular situation. 
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