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ABSTRACT: It is well known that guests are able to make an initial impression within seconds. 
Additionally, surveys have frequently ranked cleanliness and appearance among the most impor-
WDQW�IDFWRUV�LQ�VHOHFWLQJ�D�KRWHO���,Q�WKLV�HQYLURQPHQW�ZKDW�LV�WKH�LPSDFW�RI �JXHVW�LGHQWLÀFDWLRQ�RI �
room maintenance issues?  Product defects such as a frayed carpet, or a non-functioning remote 
negatively affect guest’s perceptions of  the hotel.  Whereas properties typically schedule routine 
maintenance checks, and respond to guest-initiated requests, could a crowdsourced approach to 
LVVXH�LGHQWLÀFDWLRQ�EH�YDOXDEOH"��7KH�REMHFWLYH�RI �WKLV�VWXG\�ZDV�WR�H[SORUH�WKH�SKHQRPHQRQ�RI �
guest initiated maintenance service calls in order to determine if  there exists a solution in which 
SURGXFW�GHIHFWV�DUH�RSWLPDOO\�LGHQWLÀHG�SULRU�WR�D�JXHVW·V�VWD\��7KH�SURSRVHG�VROXWLRQ��H[SDQGLQJ�
WKH�PDLQWHQDQFH�SURFHVV�WR�LQFOXGH�LQWHUQDO�SDUWQHUV��KRXVHNHHSLQJ��HWF���DQG�H[WHUQDO�SDUWQHUV�
�JXHVWV���$�FDVH�VWXG\�DSSURDFK�ZDV�HPSOR\HG��$�OX[XU\�FODVV�UHVRUW�LQ�WKH�&HQWUDO�)ORULGD�UH-
gion was selected in order to study the phenomenon.  conversations were held with employees 
to better understand current practices, and follow-up interviews were conducted with key stake-
KROGHUV�LQ�WKH�PDLQWHQDQFH�SURFHVV��RSHUDWLRQV��KRXVHNHHSLQJ����7KH�UHVXOWV�RI �WKH�VWXG\�SURYLGH�
an overview of  the current processes and procedures in relation to product defects and mainte-
nance service.  The study provides an assessment of  the applicability of  implementing a crowd-
VRXUFHG�VROXWLRQ��HPSOR\LQJ�SDUWQHUV�LQ�WKH�SURGXFW�GHIHFW�SURFHVV���7KH�LQSXW�RI �NH\�VWDNHKROG-
ers has been distilled into opportunities for implementation, and challenges that would be faced. 
Keywords: Lodging, hotels, crowdsourcing, open Innovation, Maintenance, Product defects

InTroducTIon
one day you might have the pleasure of  staying at a four diamond 

rated hotel in orlando, florida.  The hotel, a grand affair, will most 
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likely be a luxury-class resort with ample grounds, a golf  course and a 
convention centre.  Lavish by hotel standards, but not terribly uncom-
mon here in the theme-park capital of  the world, which is a focal point 
for attractions, entertainment and excitement.  driving down the tree-
OLQHG�ERXOHYDUG�D�JXHVW�ÀUVW�VHHV�WKH�KRWHO�IURP�DIDU��ULVLQJ�XS�RXW�RI �
its lush green surroundings. The entrance, predictably, is dominated 
by a large water fountain, and is populated by an army of  attendants 
ready to assist the guest.  The lobby, expansive and themed reminis-
cent of  an Italian villa is imposing, tidy and polished.  The accommo-
dations, stocked with amenities, and possessing expansive views of  the 
surrounding scenery, are a welcome respite from the frenzied nature 
of  business travel.  Given the luxuriousness of  the surroundings, the 
FDUH�DQG�DWWHQWLRQ�WR�GHWDLO��DQG�WKH�FXOWXUH�RI �VHUYLFH�RQH�ZRXOG�ÀQG�
LW�GLIÀFXOW�WR�ORGJH�D�FRPSODLQW�DJDLQVW�VXFK�DQ�HVWDEOLVKPHQW�

our story begins here, inside of  a pleasant hotel room, at a luxury-
class resort, in the heart of  one of  the world’s entertainment capitals.   
$�VPLOH�� VRPH�NLQG�ZRUGV�DQG�D�VPDOO�JUDWXLW\��DQG�\RX�PLJKW�ÀQG�
yourself  in a corner suite high in the hotel’s main tower. While perus-
ing the room, you begin an almost ritual process of  relaxation that ac-
FRPSDQLHV�ÀQGLQJ�RQH·V�KRWHO�URRP�DIWHU�D�ORQJ�MRXUQH\���<RX�EHJLQ�WR�
familiarize yourself  with the surroundings.   running through a men-
WDO�FKHFNOLVW��RQH��ÀQGV�WKH�UHPRWH��ORRNV�IRU�WKH�IULGJH��HQVXUHV�WKDW�
WRLOHWULHV�DUH�VWRFNHG��REVHUYHV�WKH�URRP�WHPSHUDWXUH��XQGHUWDNLQJ�D�
casual inspection of  the room.  It is at this point that you might notice 
an almost inconsequential product defect, something that draws little 
emotion, or causes negligible concern, but non-the-less represents a 
deviation from the high standards of  the property.  
$�VPDOO�VHFWLRQ�RI �FDUSHW�KDV�OLIWHG�RII �IURP�WKH�ÁRRU���6PDOO��VLPSOH��

inconsequential.  Given the extensive usage of  the room by the guests, 
and the vigorous regiment of  cleaning, upturned carpet can be a com-
mon occurrence.  Along the same vain are tens of  other small, simple, 
LQFRQVHTXHQWLDO�SUREOHPV���+DYH�\RX�HYHU�HQWHUHG�D�KRWHO�URRP�WR�ÀQG�
that bulb in the desk lamp is broken?  have you ever attempted to turn 
RQ�WKH�WHOHYLVLRQ��RQO\�WR�ÀQG�WKDW�WKH�EDWWHULHV�LQ�WKH�UHPRWH�FRQWURO�KDYH�
died?  Perhaps you have encountered some small product defect yourself  
over the course of  your travels.  More often than not it is a forgettable 
defect, a problem that if  deemed serious enough by the guest results in 
D�UHODWLYHO\�TXLFN�À[�E\�WKH�SURSHUW\·V�PDLQWHQDQFH�RU�HQJLQHHULQJ�VWDII���

Why care about such a trivial affair?  An occurrence of  this nature 
LV�HDVLO\�À[HG�DQG�FDQ�EH�HDVLO\�IRUJRWWHQ���%HFDXVH�WKH\�RFFXU�TXLWH�
frequently.  but certainly the hotel maintenance staff  isn’t oblivious to 
these small product defects?  certainly they must take some form of  
pro-active action to limit the extent to which guests experience product 
defects? The answer to that question is yes.  Most properties do have 
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in place processes and procedures that seek to limit the exposure of  
product defects to the guest.  even so, every maintenance issue that 
occurs that is unaccounted for prior to a guest’s arrival represents a 
potential loss due to a perceived failure of  the service and / or brand.  
operating in this reality of  a constant stream of  minor product defects, 
how can a hotel best act in order to minimize their potential impact to 
guest satisfaction and loyalty?  

hotels cannot be faulted for a lack of  effort, or a lack of  a deter-
mination to minimize the incidence rate of  product defects.  Preventa-
tive maintenance programs are designed to limit the potential exposure 
of  product defects to guests, in so much as the effort doesn’t unduly 
EXUGHQ�WKH�SURÀWDELOLW\�RI �WKH�KRWHO���&KDOOHQJHV�LQ�WKH�ORGJLQJ�LQGXV-
try stemming from the limitations of  traditional processes and pro-
cedures are candidates for non-traditional, innovative solutions.  The 
researchers propose that crowdsourcing, the process of  opening up 
the problem solving process to a large group of  individuals, can assist 
PDLQWHQDQFH�WHDPV�LQ�SURGXFW�GHIHFW�LGHQWLÀFDWLRQ���%\�LQFRUSRUDWLQJ�
VWDNHKROGHUV�LQ�WKH�LVVXH�LGHQWLÀFDWLRQ�SURFHVV��ERWK�LQWHUQDO�DQG�H[-
WHUQDO�WR�WKH�KRWHO��LVVXHV�FDQ�EH�LGHQWLÀHG�IDVWHU�DW�D�ORZHU�FRVW����

In this study the researchers seek to better understand the relation-
ship that exists between hotel product defects, and efforts to combat 
them.  existing research supporting the proposed negative impact of  
product defects on guest impressions and behaviours is utilized as a 
MXVWLÀFDWLRQ�IRU�WKLV�VWXG\��7KH�UHVHDUFK�TXHVWLRQV�PRWLYDWLQJ�WKLV�HIIRUW�
are: how often do product defects occur, what is being done to mini-
mize product defects, what are the limitations of  the current method, 
and can crowdsourcing play a role in further reducing defect incidence 
rates?  In order to better understand the answer to these questions a case 
study analysis of  a luxury resort located in orlando, florida is under-
taken.  document analysis, observations, and interviews are employed 
to better understand the existing processes, the challenges being faced, 
and the potential for crowdsourced solutions.  The study concludes 
that while crowdsourcing can play a role in reducing the exposure of  
maintenance issues to the guest, and can do so in a cost-effective man-
ner, the primary obstacle to implementing crowdsourced solutions will 
be overcoming organizational culture barriers.  

LITerATure reVIeW

Guest Perceptions

3UHYLRXV�UHVHDUFK�KDV�VKRZQ�WKDW��ÀUVW�LPSUHVVLRQV�DUH�LPSRUWDQW��KR-
WHO�JXHVWV�FRUUHODWH�VHUYLFH�TXDOLW\�ZLWK�FOHDQOLQHVV�DQG�DSSHDUDQFH��DQG�
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guests experience distinct emotions related to hotel services, including 
maintenance issues.  We propose that when a guest enters a property 
IRU�WKH�ÀUVW�WLPH��D�TXLFN�DVVHVVPHQW�LV�FRQGXFWHG�RI �WKH�TXDOLW\��FOHDQOL-
ness, and appearance of  the hotel and its facilities.  The same process is 
proposed to hold true for the hotel room and its amenities.  These as-
sessments can affect the perceived service quality of  the hotel, which in 
turn can impact key hotel metrics such as guest satisfaction and loyalty. 

first impressions are important.  first impressions can also be almost 
instantaneous.  only a brief  exposure to the item of  interest is required in 
RUGHU�WR�PDNH�EURDG�JHQHUDOL]DWLRQV��$OOSRUW����������:LOOLV�DQG�7RGRURY�
�������WHVWHG�WKH�FRQÀGHQFH�OHYHOV�RI �SDUWLFLSDQW·V�DVVHVVPHQWV�RI �WUDLWV�LQ-
ferred from brief  exposure to images of  facial features.  The results speak 
for themselves, “judgments made after a 100-ms exposure correlated highly 
with judgments made in the absence of  time constraints, suggesting that 
WKLV�H[SRVXUH�WLPH�ZDV�VXIÀFLHQW�IRU�SDUWLFLSDQWV�WR�IRUP�DQ�LPSUHVVLRQµ�
�S���������3DVW�UHVHDUFK�LQ�WKH�ÀHOG�RI �VRFLDO�SHUFHSWLRQ�KDV�VWXGLHG�WKH�DELO-
ity of  brief  impressions to lead to perceptions of  personality, competence 
DQG�DELOLW\��*RVOLQJ��.R��0DQQDUHOOL��	�0RUULV���������7KH�DXWKRUV�SUR-
pose that this same process, responsible for near-instantaneous collection 
and analysis of  external observations is relevant and applicable to hotel 
JXHVW·V�ÀUVW�LPSUHVVLRQV�RI �WKH�KRWHO�DQG�WKHLU�URRP���

not only can guests quickly assess their surroundings and form ini-
tial impressions, these impressions help form the overall perception of  
the service quality of  the hotel.  research has shown that guests consist-
ently rank cleanliness and appearance highly in factors associated with 
VWD\LQJ�DW�D�SURSHUW\��%DUEHU�	�6FDUFHOOL��������&KXEE���������*HWW\�DQG�
*HWW\� ��������ZKR�GHYHORSHG�D� ORGJLQJ�TXDOLW\� LQGH[��ZKLFK�DVVHVVHG�
FXVWRPHUV·�SHUFHSWLRQV�RI �TXDOLW\�GHOLYHU\��LGHQWLÀHG�RQH�RI �WKH�GLPHQ-
sions within the quality construct to be Tangibility, which represents the 
SK\VLFDO�FKDUDFWHULVWLF�RI �WKH�VHUYLFH�HQFRXQWHU���7KH�ÀQDO����LWHP�LQGH[�
included the tangibility items of  “the hotel’s interior and exterior were 
ZHOO�PDLQWDLQHGµ�DQG�´WKH�KRWHO�ZDV�FOHDQ�µ��/RFN\HU��������VXSSRUWLQJ�
the importance of  physical environment, concludes that the customer’s 
perceptions of  service quality are affected by the cleanliness of  the hotel.

beyond initial impressions and assumptions of  service quality, the 
cleanliness and appearance of  the hotel share a connection with the emo-
tional experience of  the guests.  An empirical study conducted by desmet, 
&DLFHGR�DQG�+RXW��������FRQFOXGHG�WKDW�XQSOHDVDQW�HPRWLRQV�ZHUH�MXVW�DV�
common as pleasant emotions experienced during a hotel stay.  unpleasant 
emotions included: dissatisfaction, aversion, boredom, sadness and fear 
�DPRQJVW�RWKHUV����7KH�FRGHG�GDWD��DQDO\VHG�E\�WKH�UHVHDUFKHUV��UHVXOWHG�LQ�
D�FDWHJRU\�HQWLWOHG�́ 0DLQWHQDQFHµ�ZLWK�H[DPSOHV�SURYLGHG�E\�UHVSRQGHQWV�
LQFOXGLQJ�´1RLV\�HOHYDWRU�>DQG@�MDPPHG�GRRU�ORFNµ��S������2YHUDOO�ZKHQ�
the eliciting conditions were mapped against the emotional responses, the 
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category of  maintenance was shown to be closely related to the emotions 
of  dissatisfaction and fear.  Why are hotel guests emotions related to main-
tenance issues important?  Studies have shown that emotions have an im-
SDFW�RQ�OHYHOV�RI �SRVW�SXUFKDVH�VDWLVIDFWLRQ��2OLYHU��������DQG�UHSXUFKDVH�
GHFLVLRQV��$OOHQ��0DFKOHLW�	�.OHLQH���������:LWKLQ�WKH�ORGJLQJ�LQGXVWU\��LW�
has been shown that the key metrics of  satisfaction and loyalty are strongly 
LQÁXHQFHG�E\�HPRWLRQDO�H[SHULHQFHV��%DUVN\�	�1DVK�����������

The body of  research that studies the impact of  the physical sur-
roundings on a service process, so called servicescapes, has sought to bet-
WHU�XQGHUVWDQG�LWV�HIIHFW�RQ�FXVWRPHU·V�HPRWLRQV�DQG�EHKDYLRXUV��%LWQHU��
������0DUL�	�3RJJHVL��������� � �6XSSRUWHG�E\�WKH�HQYLURQPHQWDO�SV\-
FKRORJ\�OLWHUDWXUH��VHUYLFHVFDSHV�XWLOL]HV�0HKUDELDQ�DQG�5XVVHOO·V��������
VWLPXOXV�RUJDQLVP�UHVSRQVH��6�2�5��SDUDGLJP�WR�MXVWLI\�WKH�SURFHVV�E\�
ZKLFK�H[WHUQDO�VWLPXOL�LV�HYDOXDWHG�DQG�XOWLPDWHO\�LQÁXHQFHV�EHKDYLRXUDO�
UHVSRQVHV���%LWQHU���������ZKR�LV�FUHGLWHG�ZLWK�WKH�WHUP�VHUYLFHVFDSHV��
LGHQWLÀHG�WKUHH�GLPHQVLRQV�RI �WKH�SK\VLFDO�VXUURXQGLQJV��DPELHQW�FRQ-
GLWLRQV��H�J��WHPSHUDWXUH��RGRU���VSDWLDO�OD\RXW�DQG�IXQFWLRQDOLW\��H�J��IXU-
QLVKLQJV�DQG�DPHQLWLHV���DQG�VLJQV��V\PEROV�DQG�DUWHIDFWV��H�J��GpFRU����
&OHDUO\�WKH�KRWHO�PDLQWHQDQFH�VWDII �ZLOO�KDYH�D�VWURQJ�LQÁXHQFH�RQ�KRZ�
the guest perceives and experiences these dimensions.  regulating the 
temperature, maintaining the décor, and repairing furnishings are some 
examples of  how hotel maintenance operates within all three dimensions.  
/LQ�DQG�0DWWLOD��������VWXG\LQJ�WKH�LPSDFW�RI �SK\VLFDO�VXUURXQGLQJV�RQ�
customer’s emotions and satisfaction concluded that servicescapes in-
ÁXHQFH�D�JXHVW·V�OHYHOV�RI �SOHDVXUH�DQG�VDWLVIDFWLRQ�ZLWK�WKH�VHUYLFH�H[-
SHULHQFH���$W�WKH�VDPH�WLPH��UHVHDUFK�ÀQGLQJV�KDYH�VKRZQ�WKDW�WKH�SV\-
chical surroundings can positively affect future behavioural intentions, a 
UHODWLRQVKLS�PHGLDWHG�E\�HPRWLRQ��-DQJ�	�1DPNXQJ����������

In light of  a guest’s ability to make rapid assessments of  their physi-
cal surroundings, coupled with that assessments’ ability to result in an 
HPRWLRQDO�UHVSRQVH��ZKLFK�LQ�WXUQ�FDQ�LQÁXHQFH�EHKDYLRXUDO�LQWHQWLRQV��
hotels must aggressively guard against product defects and maintenance 
issues that threaten to damage perceptions of  the physical surroundings.  
Taking a page from the six sigma literature, the goal of  hotels should 
always be to minimize deviations from the intended service quality, 
ultimately reaching zero product defects exposed to guests.  Whether 
or not it is practical and / or achievable to reach zero product defects 
is irrelevant, as long as it is the long-term goal, the desired end state.  

Hotel Maintenance 

Given that guest’s impressions of, and emotional reactions to the 
FOHDQOLQHVV�DQG�DSSHDUDQFH�RI �WKH�KRWHO�FDQ�KDYH�D�VLJQLÀFDQW�LPSDFW�
upon key lodging metrics such as satisfaction and loyalty, what is the 
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current state of  hotel maintenance and its efforts to minimize prod-
uct defects and their exposure to the guest?  According to the british 
6WDQGDUGV�,QVWLWXWLRQ���������PDLQWHQDQFH�LV�GHÀQHG�DV�´WKH�HIIRUW�LQ�
connection with different technical and administrative actions to keep 
a physical asset in, or to restore it to, a condition where it can perform 
D�UHTXLUHG�IXQFWLRQ�µ��+HUH�ZH�FDQ�VHH�WKH�SULPDU\�GLIIHUHQWLDWRU�LQ�WKH�
WDVNV�IRU�ZKLFK�PDLQWHQDQFH�LV�UHVSRQVLEOH��WR�PDLQWDLQ�RU�UHVWRUH���,Q�
hotels it is the difference between replacing a remote’s batteries prior to 
a complete loss of  power, thus ensuring continuous operation of  the 
remote, versus replacing a remote’s batteries after a complete loss of  
power, which carries with it the potential to negatively affect the guest. 

The challenge presented to hotel management is how to prevent and 
repair product defects in a 24/7/365 operating environment, while at the 
same time adapting to increasing levels of  external competition, and guest 
awareness and social media utilization.  All hotels to varying extents pos-
VHVV�D�3ODQQHG��RU�3UHYHQWDWLYH��0DLQWHQDQFH��30��SODQ���5LW]�&DUOWRQ��
a brand synonymous with luxury and service quality excellence, utilizes 
a preventative maintenance program named “clean and repair every-
WKLQJµ��&�$�5�(�����7KLV�SURJUDP�SURYLGHV�5LW]�&DUOWRQ�HPSOR\HHV�ZLWK�
its vision and mission for maintenance, in addition to the scope of  the 
ZRUN��MRE�GHVFULSWLRQV��WHDP�ZRUN�ÁRZ�DQG�SURFHGXUHV�DQG�VWDQGDUGV���
At ritz-carlton this c.A.r.e. team typically consists of  a general engi-
QHHU��D�SDLQWHU��D�GHHS�FOHDQHU�DQG�D�SURPSW�UHVSRQVH�PHFKDQLF��3�5�0�����
Accountable to the director of  engineering and the General Manager, 
c.A.r.e. teams are accountable for improving the consistency of  the 
product, as well as internal, and ultimately, external customer satisfac-
tion.  Typical of  many other hotel chains with upper-upscale and luxury 
properties, ritz-carlton seeks to visit rooms once they have been occu-
SLHG�IRU�D�PLQLPXP�RI ����QLJKWV��5LW]�&DUOWRQ����������

Given the attention to detail and the effort expended in order to care-
fully craft the standards and operating procedures for guestroom mainte-
nance one wouldn’t be remiss in asking why this study is necessary.  Sure-
ly ritz-carlton, and similar hotel chains, with their wealth of  knowledge 
and access to resources, have determined how best to minimalize the in-
cidence rate of  product defects?  based on our analysis of  one such hotel 
property, detailed below, the researchers would agree that while guestroom 
maintenance has been optimized based on traditional approaches to main-
tenance, through the use of  non-traditional methods such as crowdsourc-
ing the maintenance process can become more inclusive, co-producing the 
LGHQWLÀFDWLRQ�RI �LVVXHV�E\�LQFRUSRUDWLQJ�LWV�VWDNHKROGHUV�LQWR�LWV�SURFHVVHV�

Crowdsourcing

,QQRYDWLRQ�LV�WKH�OLIH�EORRG�RI �D�ÀUP·V�DELOLW\�WR�PDLQWDLQ�D�FRPSHWL-
WLYH�DGYDQWDJH�DQG�HQVXULQJ�ORQJ�WHUP�VXUYLYDELOLW\��&HÀV�	�0DUVLOL��������
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'DQQHHOV��������+HOPHUV�	�5RJHUV����������$GDSWLQJ�WR�DQ�HYHU�FKDQJLQJ�
HQYLURQPHQW�UHTXLUHV�RSHUDWLRQDO�UHSRVLWLRQLQJ��3RUWHU��������WKDW�FRXOG�
require new innovative products, processes, organizational practices or 
PDUNHWLQJ�HIIRUWV��2(&'����������$�FRQFHSW�GLVWLQFW�IURP�LQYHQWLRQV��
innovations represent small, pragmatic adaptations of  existing products 
DQG�VHUYLFHV��+MDODJHU��������WKDW�FDQ�EH�SXW�WR�SUDFWLFDO�XVH��+MDODJHU��
��������,Q�WKH�ÀHOGV�RI �KRVSLWDOLW\�DQG�WRXULVP�PRVW�LQQRYDWLRQV�DUH�LQ-
cremental in nature, representing marginal changes to existing process-
HV��3HWHUV�	�3LNNHPDDW����������:KLOH�LQQRYDWLRQV�ZLWKLQ�WRXULVP�KDV�
EHHQ�RUJDQL]HG�LQWR�ÀYH�PDLQ�FDWHJRULHV��SURGXFW�LQQRYDWLRQV��FODVVLFDO�
process innovations, management ones and institutional innovations, it 
is well-understood that innovations can transcend individual categories 
�+MDODJHU���������������)RU�H[DPSOH�DQ�LQQRYDWLYH�DSSURDFK�WR�UHGXFLQJ�
guest exposure to product defects would more than likely involve im-
provements in both processes and managerial practices. 
,QQRYDWLRQ��D�YLWDO�FRPSRQHQW�RI �ÀUP�VXUYLYDELOLW\��QHHG�QRW�EH�DW-

WHPSWHG�DORQH���:KLOH�WUDGLWLRQDOO\�UHVHDUFK�DQG�GHYHORSPHQW��5	'��ZDV�
FRQGXFWHG�LQ�KRXVH��PRUH�UHFHQWO\�ÀUPV�KDYH�UHDOL]HG�WKH�EHQHÀWV�RI �
RSHQLQJ�WKH�LQQRYDWLRQ�SURFHVV�WR�H[WHUQDO�SDUWQHUV���&KHVEURXJK��������
observes that, “companies are increasingly rethinking the fundamental 
ways in which they generate ideas and bring them to market — harness-
ing external ideas while leveraging their in-house r&d outside their cur-
UHQW�RSHUDWLRQVµ��S�������7KH�EHQHÀWV�RI �RSHQ�LQQRYDWLRQ"��$Q�LQFUHDVHG�
number of  innovative ideas, a decrease in innovation cost and process 
time, and a decrease in the time it takes to bring the product to market 
�6ORDQH�� ������� �:LWKLQ� WKH�ÀHOG�RI �RSHQ� LQQRYDWLRQ�� FURZGVRXUFLQJ�
UHSUHVHQWV�WKH�DFW�RI �D�ÀUP�WDNLQJ�DQ�LQWHUQDO�IXQFWLRQ�DQG�RXWVRXUFLQJ�
it to a large group or community.  This group can collaboratively peer-
produce solutions, or work independently.  relative to more traditional 
methods of  outsourcing, crowdsourcing has the potential to provide 
KLJKHU�TXDOLW\�VROXWLRQV�FKHDSHU�DQG�IDVWHU��'DZVRQ�	�%\QJKDOO��������
Lakhani, 2010).  In order to obtain the advantages of  crowdsourced so-
OXWLRQV�WKRXJK�ÀUPV�PXVW�RYHUFRPH�WKH�OLPLWDWLRQV�RI �ÀUP�FHQWULF�YDOXH�
FUHDWLRQ���7DSVFRWW�DQG�:LOOLDPV��������DGYRFDWH��UHGXFLQJ�WKH�UHOLDQFH�
on internal employees, removing hierarchical structures, and allowing 
WKH�FURZG�DFFHVV�WR�WKH�ÀUP·V�LQWHOOHFWXDO�SURSHUW\���

MeThodoLoGY

endeavouring to better understand not only the preventative mainte-
nance plan itself, but the underlying motivations and expectations as well 
as the intended and actual outcomes, the researchers sought out a luxury 
hotel property to evaluate.  The researchers located a hotel within the or-
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ODQGR��)ORULGD�DUHD��D�ODUJH�SURSHUW\�������5RRPV���PDQDJHG�E\�DQ�LQWHU-
QDWLRQDO�KRWHO�PDQDJHPHQW�ÀUP��DQG�ORFDWHG�LQ�WKH�6RXWK�:HVW�TXDGUDQW�
RI �WKH�FLW\��QHDUHVW�WKH�WKHPH�SDUNV�DQG�DWWUDFWLRQV����3HUPLVVLRQV�ZHUH�
obtained to have conversations with employees and to interview key em-
ployees within the operations and housekeeping teams.  The results of  
these discussions and observations are presented along with select quotes 
LQ�RUGHU�WR�DFKLHYH�WZR�REMHFWLYHV���)LUVW��WR�FRQÀUP�WKDW�D�SUHYHQWDWLYH�
maintenance plan is in place at this property, and that despite the current 
operating procedures, maintenance issues are occurring with regular fre-
quency.  Second, to query the maintenance process participants on the cur-
rent state of  stakeholder support, and to challenge them to envision how 
stakeholders could play a greater role in the maintenance process.   

Data Collection 

The data were collected by the researchers via conversations and 
interviews that took place over the course of  two months in late 2013 
and early 2014.  The selection of  participants was determined by a 
combination of  insights from the literature in addition to the extensive 
LQGXVWU\�H[SHULHQFH������\HDUV�LQ�ORGJLQJ��RI �RQH�RI �WKH�PHPEHUV�RI �
WKH�UHVHDUFK�WHDP���6SHFLÀF�SDUWLFLSDQWV�ZHUHQ·W�WDUJHWHG��UDWKHU�WKH�UH-
VHDUFKHUV�QRWHG�WKHLU�SUHIHUHQFH�IRU�HPSOR\HHV�IURP�VSHFLÀF�IXQFWLRQV�
�RSHUDWLRQV�DQG�KRXVHNHHSLQJ��ZLWKLQ�WKH�KRWHO��DQG�VHOHFWLRQ�ZDV�PDGH�
based on the availability and approval of  the individual participants.   

In order to gain a better understanding of  the hotel, how it func-
tioned, and how various functions interfaced with the maintenance 
WHDP��WKH�UHVHDUFKHUV�KHOG�FRQYHUVDWLRQV��SULRU�WR�LQWHUYLHZV��ZLWK�WZR�
employees within the hotel: a manager with operations, and a house-
keeping supervisor.  These conversations were informal, took place 
over coffee, and each were completed within one hour.  These initial 
FRQYHUVDWLRQV�KHOSHG�FRQÀUP�WKH�UHVHDUFKHU·V�XQGHUVWDQGLQJ�RI �WKH�
phenomenon and assumptions based upon previous research.  con-
versation participants were queried on the interview questions, provid-
ing feedback on the appropriateness of  the questions, relative to the 
unique characteristics of  the lodging industry.  Interviews were then 
conducted with three individuals within the hotel, one from operations 
�$VVW��'LUHFWRU��DQG�WZR�IURP�KRXVHNHHSLQJ��0DQDJHU�DQG�6XSHUYLVRU��
�7DEOH������7KH�LQWHUYLHZV�WRRN�DSSUR[LPDWHO\����PLQXWHV�HDFK��DQG�
were centered around the set of  questions developed by the research-
ers to gain insight into: existing preventative maintenance, frequency 
of  issues, the role of  peripheral stakeholders, and ways in which the 
hotel could completely prevent guest issue exposure.  
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Table 1.  Participant Overview

Participant Type Function Title Exp. (Years)

1 conversation housekeeping Supervisor 5

2 conversation operations Manager 5

3 Interview housekeeping Manager 4.5

4 Interview operations Asst. director 6

5 Interview housekeeping Supervisor 3

Data Analysis 

collected data, in the form of  recorded interviews, were transcribed 
E\�WKH�UHVHDUFK�WHDP��DQG�SODFHG�LQWR�HOHFWURQLF�GRFXPHQW�ÀOHV�IRU�DQDO-
ysis.  An initial review of  the data consisted of  assessing each interview 
individually to better understand the responses provided.  At this point 
a second review of  the data was conducted assessing the interviews col-
lectively in order to determine how the contributions were related and 
transcended the individual business functions of  the hotel.   finally the 
UHVHDUFKHUV�FDPH�WRJHWKHU��DQG�FROOHFWLYHO\�DJUHHG�WR�WKH�NH\�ÀQGLQJV��DQG�
KRZ�EHVW�WR�VWUXFWXUH�WKH�UHVXOWV�RI �WKH�VWXG\��%UXDQ�	�&ODUNH��������

reSuLTS

The Current State of  Affairs

based on the observations gleaned from the conversations as well 
as the formal transcribed interviews an assessment of  current prac-
tices and standard operating procedures was undertaken.  According 
WR�SDUWLFLSDQW�����$VVW��'LUHFWRU�²�2SHUDWLRQV���WKH�KRWHO�SRVVHVVHG�
a dedicated staff  for preventative maintenance, but did note that they 
can get redirected to other tasks to handle emergencies as they occur.  
When asked about the hotel’s current preventative maintenance sched-
XOH��SDUWLFLSDQW����UHVSRQGHG�E\�FRQÀUPLQJ�WKDW�´DOO�URRPV�PXVW�EH�
30·G�TXDUWHUO\�µ�EXW�ZLWK�WKH�FDYHDW�WKDW�´VRPHWLPHV�ZH�YLVLW�URRPV�
PRUH�RIWHQ�GXH�WR�9,3V�RU�PXOWLSOH�FRPSODLQWV�µ��7KLV�HDUO\�LQGLFDWLRQ�
of  complaints portends the discussion that would take place later on 
GXULQJ�WKH�LQWHUYLHZ�RQ�LVVXH�LGHQWLÀFDWLRQ�E\�JXHVWV���

When asked which preventative maintenance system the hotel was cur-
UHQWO\�XVLQJ��SDUWLFLSDQW����LQGLFDWHG�WKDW�´6\QHUJ\�006µ��0DLQWHQDQFH�
Management System) was being utilized.  he went on to explain its func-
tionality noting that “the issue can be entered using the guestroom phones 
and putting it codes or calling our hotel operation department. once they 
put the code in or request, it gets dispatched to the working team member 
DW�WKDW�WLPH�µ��7KLV�LV�VXEVWDQWLDO��DV�WKH�XVH�RI �JXHVWURRP�SKRQHV�LPSOLHV�
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�DQG�ZDV�FRQÀUPHG��WKDW�KRXVHNHHSHUV�DUH�LQ�IDFW�XWLOL]HG�DV�SDUW�RI �WKH�
preventative maintenance process.  Most importantly though, while house-
keepers have the ability to assist the maintenance team, the statement in 
itself  doesn’t indicate the extent to which they actually do.   
:KHQ�SDUWLFLSDQW�����0DQDJHU�²�+RXVHNHHSLQJ��ZDV�DVNHG�´+RZ�

many room maintenance/engineering issues would you say your house-
NHHSLQJ�WHDP�LGHQWLÀHV�HYHU\�GD\�ZHHN�PRQWK��HWF�"µ�KLV�UHVSRQVH�ZDV�
DSSUR[LPDWHO\�����SHU�PRQWK��JLYHQ�D�����URRP�KRWHO����+H�GLG�QRWH�
that this was a highly variable number, but that 30 calls per day was a rea-
sonable average value based on his experience in his role over the past 
two years.  This is certainly an accomplishment for the hotel, as it rep-
UHVHQWV�����LVVXHV�SHU�PRQWK�WKDW�EHLQJ�LGHQWLÀHG�E\�WKH�KRXVHNHHSLQJ�
VWDII��ZHUHQ·W�LGHQWLÀHG�DW�D�ODWHU�SRLQW�LQ�WLPH�E\�JXHVWV���3DUWLFLSDQW����
�6XSHUYLVRU�²�+RXVHNHHSLQJ��FRUURERUDWHG�WKH�UHPDUNV�RI �WKH�0DQDJHU��
noting that she “identif[ies] 5 to 10 [defects] a day that are directly related 
to an engineering issue that needs immediate attention that will affect 
D�JXHVW·V�VWD\�VXFK�DV�OHDNLQJ�VKRZHU�RU�D�OLJKW�RXWµ�JRLQJ�RQ�WR�VD\�WKDW�
VKH�LV�´H[SHFWHG�WR�UHSRUW�DW�OHDVW�����LVVXHVµ�HYHU\�PRQWK���7KH�VXSHU-
YLVRU�DOVR�QRWHG�WKH�LPSRUWDQFH�RI �KHU�UROH�LQ�WKLV�GHIHFW�LGHQWLÀFDWLRQ�
process noting, “I am the last person to check the quality of  a room be-
fore releasing it for check-in for a guest. If  I do not report it, it will not 
JHW�À[HG�XQOHVV�WKH�JXHVW�FDOOV�WR�UHSRUW�WKH�LVVXHV�µ��$W�WKLV�SRLQW�ZH�FDQ�
VXUPLVH�WKDW�LI �DQ�LVVXH�LVQ·W�LGHQWLÀHG�E\�WKH�TXDUWHUO\�UHYLHZ��DQG�LVQ·W�
VXEVHTXHQWO\�LGHQWLÀHG��RU�UHSRUWHG��E\�WKH�KRXVHNHHSHU�RU�VXSHUYLVRU��
LW�WKHQ�KDV�WKH�SRWHQWLDO�WR�EH�LGHQWLÀHG�E\�WKH�JXHVW���
,I �ZH�WDNH�D�VWHS�EDFN�WR�DVVHVV�WKH�HQWLUH�VSHFWUXP�RI �LVVXH�LGHQWLÀFD-

WLRQV��(TXDWLRQ�����ZH�FDQ�VHH�WKDW�WKHUH�H[LVWV�DQ�DFWXDO�QXPEHU�RI �LVVXHV��
IURP�ZKLFK�VRPH�DUH�LGHQWLÀHG�E\�KRXVHNHHSLQJ��+.���VRPH�E\�JXHVWV��*���
VRPH�SXUSRVHO\�QRW�UHSRUWHG��1���QHJOHFWHG���DQG�VRPH�QRW�DW�DOO��+��KLGGHQ��

7RWDO�3URGXFW�'HIHFWV� �+.���*���1���+���������������������������������������������

While the researchers weren’t able to quantify the neglected and hid-
den populations of  issues, the researchers did inquire as to the num-
EHU�RI �LVVXHV�UHSRUWHG�E\�JXHVWV���3DUWLFLSDQW�����2SHUDWLRQV�²�$VVW��
director) responded by indicating that over the course of  one month 
�UHFHQW��WKH\�́ KDG�����JXHVW�FDOOV���'LYLGH�WKDW�E\�>������@��URXQGHG�IRU�
anonymity) possible room nights and under 6% of  our guests had prob-
OHPV�LQ�WKHLU�URRPV�WKDW�WKH\�H[SHULHQFHG�µ��,Q�OLJKW�RI �WKLV�DGGLWLRQDO�
information it is clear that while the housekeeping staff  is assisting in 
the preventative maintenance program, they are only responsible for 
DSSUR[LPDWHO\�����RI �LGHQWLÀHG�DQG�UHSRUWHG�LVVXHV���7KLV�SHUFHQWDJH�
EHFRPHV�VPDOOHU��E\�DQ�XQNQRZQ�DPRXQW��ZKHQ�QHJOHFWHG�DQG�KLGGHQ�
issues are included.  It should also be noted that all of  these issues are 
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occurring in addition to the traditional preventative maintenance pro-
gram, and its recurring 90 day guestroom inspection process.  

Per the review of  the literature maintenance issues discovered by the 
guest will potentially negatively affect their emotional state, their satisfac-
tion with the hotel and their intentions to visit in the future.  Given these 
ÀQGLQJV��LW�LV�LPSRUWDQW�IRU�WKH�KRWHO�WR�DVN�LWVHOI �ZKDW�DFWLRQV�LW�FDQ�WDNH�
WR�EHVW�PLQLPL]H�WKH�QXPEHU�RI �LVVXHV�LGHQWLÀHG�E\�WKH�JXHVW��,Q�RUGHU�
to assist in conceptualizing the various hotel functions and their potential 
UROHV�UHODWLYH�WR�WKH�LGHQWLÀFDWLRQ�RI �SURGXFW�GHIHFWV�D�GLDJUDP�KDV�EHHQ�
SURYLGHG��)LJXUH������7KH�SRWHQWLDO�FRQWULEXWLQJ�JURXSV�DUH�UHSUHVHQWHG�
as concentric circles, with bolded lines distinguishing the products from 
internal and external stakeholders. The diagram has been adapted from 
WKH�FURZGRSROLV�PRGHO�SURSRVHG�E\�.D]PDQ�	�&KHQ��������ZKLFK�VHHNV�
to organize the contributions of  the crowd.  

Figure 1.  Preventative Maintenance Process Stakeholders

Resolving the Gap

If  product defects are occurring outside of  the control of  the pre-
ventative maintenance program, and its inspection processes, what are 
the current actions being undertaken by the hotel, and what future ac-
WLRQV�FRXOG�LW�WDNH�WR�UHVROYH�WKHVH�LVVXHV"��3DUWLFLSDQW�����$VVW��'LUHFWRU�
– operations) when asked about the formal role of  internal partners in 
the inspection process, replied “Yes, housekeeping is our eyes and ears in 
URRPV���7KH\�HQWHU�ZRUN�UHTXHVWV�LQ�WKH�V\VWHP�VR�ZH�FDQ�À[�WKHP�HYHQ�
EHIRUH�RXU�JXHVWV�H[SHULHQFH�WKH�SUREOHP�µ��7KLV�SDUWQHUVKLS��LPSO\LQJ�
open lines of  communication and a dotted line organizational structure 
between the two departments is on the surface encouraging.  When then 
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asked as a follow-up question, if  housekeeping receives any compensa-
tion or recognition for identifying and reporting issues, the answer was a 
SRZHUIXO�DQG�GHÀQLWLYH�´QR�µ��7KLV�ODFN�RI �HQFRXUDJHPHQW�UHSUHVHQWV�D�
SRWHQWLDO�PLVVHG�RSSRUWXQLW\�E\�WKH�KRWHO���:KHQ�SDUWLFLSDQW�����0DQ-
ager – housekeeping) was asked a similar question regarding recogniz-
ing housekeeping contributions, his response was,

“I do. It’s clear when a housekeeper takes pride on their job and will report 
every single detail in order to maintain her section and guests happy. I’ve seen 
cases where the housekeepers would carry batteries, new remotes and even tools 
WR�À[�PDLQWHQDQFH�LVVXHV�VR�WKH\�ZRXOGQ·W�KDYH�WR�ZDLW�IRU�HQJLQHHUV�WR�FRPH�
over. I would always congratulate them for those kind of  actions.” 
from participant #3’s statement it can be deduced that while no 

overarching reward or recognition system is in place, there are ad hoc 
instances where good practices at the managerial level result in em-
ployee recognition at the team level.  
3DUWLFLSDQW�����6XSHUYLVRU�²�+RXVHNHHSLQJ��LV�E\�IDU�WKH�LQWHUYLHZHG�

participant closest to the actual process.  She is as she calls it on the 
JURXQG�LQ�WKH�WUHQFKHV�HYHU\GD\�ÀJKWLQJ�WR�HQVXUH�WKDW�WKH�URRPV�DUH�
turned around quickly, defect-free, ready for the next guest.  Still when 
DVNHG�DERXW�KHU�H[SHULHQFHV�LQ�UHJDUG�WR�´6\QHUJ\�006µ��WKH�0DLQ-
tenance Management System), she expressed the following concern:

“My experience with the system to report issues is that it is easy to use. 
However, I have a very busy schedule and it is very time consuming to put each 
task code in due to the speed of  the automated system. There are many pauses 
and when I am short on time, which is most of  the time, I end up not putting 
it in and postponing to a later date. In addition, I have to look up the number 
of  the task code to enter the information.”
+HUH�ZH�FDQ�VHH�WKH�GLIÀFXOWLHV�WKDW�D�VXSHUYLVRU�DQG�E\�H[WHQVLRQ�WKH�

housekeepers themselves have in their ability to report issues.  Participation 
LQ�D�FURZGVRXUFHG�SODWIRUP��WKH�0DLQWHQDQFH�0DQDJHPHQW�6\VWHP��ZLOO�EH�
challenging when it is seen as burdensome to use, and lacking incentives.  

from the researchers industry knowledge and the initial conversa-
WLRQV�ZLWK�KRXVHNHHSLQJ�VXSHUYLVRU�DW�WKH�KRWHO��SDUWLFLSDQW������LW�ZDV�
apparent though that ad hoc efforts to motivate housekeeping staff  
QRW�WLHG�WR�IRUPDO�UHYLHZ�SURFHVVHV�FRXOG�EH�GLIÀFXOW���+RXVHNHHSLQJ�
staff  can be contract hire, or temporary staff, get paid very close to 
the state minimum wage, and have a high level of  turnover.  Support-
LQJ�WKLV�DVVHVVPHQW��7HPEL��������LQ�DQ�HPSLULFDO�VWXG\�RI ����KRWHOV�
in the rochester, nY area, concluded that a majority of  housekeep-
ing staff  had left a past job due to low wages, and that a high level of  
dissatisfaction was caused by lack of  upward mobility, job insecurity 
and working weekends.  Participant #5 provided her assessment of  
the challenges and possibilities in regard to motivating housekeepers 
WR�WDNH�SDUW�LQ�WKH�GHIHFW�LGHQWLÀFDWLRQ�DQG�UHSRUWLQJ�SURFHVV�
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´0RVW�KRXVHNHHSHUV�DUH�UXVKLQJ�WR�ÀQLVK�WKHLU�ZRUN�LQ�D�WLPHO\�PDQQHU�DQG�
will avoid entering the issues in the phone in order to save time. There is no in-
centive or motivation for the team member. As a Supervisor, it would be more 
HIÀFLHQW�WR�DGG�DQ�LQFHQWLYH�HDFK�URRP�DWWHQGDQW�IRU�LVVXHV�UHSRUWHG��,�WKLQN�
that the rooms would be much better maintained and in better quality. Instead 
of  one person reporting most of  the issues, it would be a team of  many which 
would yield more positive and effective results.”
here again we see the reinforcement of  previous assessments of  the 

situation.  employees rushing to meet the ambitious cleaning schedule, 
primarily focused on turning over rooms, have little time to allocate to re-
porting issues, especially when no formal system for recognition is in place.  

Given the potentially encouraging, but mixed results of  attempts to 
entice housekeepers into becoming a stakeholder in the preventative 
maintenance process, identifying whether or not any external stakehold-
ers, namely the hotel guests, can play a role in identifying issues remains 
an important consideration.  When asked what the guest’s role was in 
the preventative maintenance process, participant #4 responded with, “I 
don’t believe the guest should have a role.  The guest should experience 
D�ÁDZOHVV�URRP�HYHU\�WLPH�µ��1RW�VXUSULVLQJ��DOWKRXJK�LW�GLG�FRQWUDVW�
somewhat with participant #3’s response that “issues such as light out, 
remote control not working are hard to prevent since the room may have 
been closed for a day or a week. I think the guest should have a minimal 
UHVSRQVLELOLW\�LQ�WKDW�UROH�µ��6WLOO�ERWK�SDUWLFLSDQWV�DJUHHG�WKDW�WKH�JXHVW·V�
UROH�VKRXOG�EH�PLQLPDO�WR�QRQ�H[LVWHQW���&RQÀUPLQJ�WKLV�DVVHVVPHQW��
ZKHQ�DVNHG�LI �WKH�JXHVW�FRXOG�RU�VKRXOG�SOD\�D�UROH�LQ�LVVXH�LGHQWLÀFD-
tion, participant #4 noted that “we appreciate any comments we receive 
DQG�ZRUN�WR�UHVROYH�WKHP��EXW�DJDLQ�WKH\�VKRXOG�KDYH�D�ÁDZOHVV�YLVLW�µ��

Given the mixed effectiveness of  the utilization of  housekeeping in 
the current system, and the hesitancy of  key stakeholders to involve the 
JXHVW� LQ�WKH� LVVXH� LGHQWLÀFDWLRQ�SURFHVV�� LW� LV� LPSHUDWLYH�WR�GHWHUPLQH�
how best improvement can be achieved.  When both participants were 
DVNHG��´+RZ�ZRXOG�\RX�OLNH�WR�JHW�WR���LVVXHV�LGHQWLÀHG�E\�WKH�JXHVW"µ�
SDUWLFLSDQW�����$VVW��'LUHFWRU�²�2SHUDWLRQV��UHSOLHG�ZLWK�D�FRQÀUPDWR-
ry statement of  his prior analysis, that “94% of  our guests in december 
didn’t experience any problems.  We love to receive this feedback on our 
>PHWULFV@�µ��3DUWLFLSDQW����FRQÀUPHG�WKH�VWDWXV�TXR�E\�QRWLQJ��́ ,�GRXEW�
that will ever happen, a light bulb can goes out at any time. The TV sig-
QDO�FDQ�JR�DZD\�DW�DQ\�WLPH�µ��6WLOO�KRXVHNHHSLQJ�GLG�H[SUHVV�WKH�SRWHQ-
tial for improvement, but at a cost, “I don’t think it’s possible as stated 
above. It would also be very expensive to maintain proper staff  to walk 
HYHU\�URRP�HYHU\�GD\��HVSHFLDOO\�ZKHQ�GHDOLQJ�ZLWK�ODUJHU�SURSHUWLHV�µ�

Thus it would seem that in addition to the maintenance team and their 
90 day inspection cycle, the opportunity exists for a potentially increased 
role of  the housekeeping staff, and a longer-term discussion on the role 
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RI �WKH�JXHVW�LQ�FR�SURGXFLQJ�WKH�LGHQWLÀFDWLRQ�RI �SURGXFW�GHIHFWV���:KLOH�
D�VWLJPD�H[LVWV�RQ�LQFRUSRUDWLQJ�WKH�JXHVW�LQWR�WKH�GHIHFW�LGHQWLÀFDWLRQ�SUR-
cess, clearly the guest already plays a role as noted by the study participants.  
While the question of  whether or not guest participation is appropriate is 
EHVW�OHIW�WR�WKH�KRWHOV�DQG�PDQDJHPHQW�ÀUPV��LI �D�KRWHO�ZLVKHV�WR�GR�VR��
WKH�HPSKDVLV�SURJUHVVHV�IURP�ZK\�WR�KRZ���+RZ�FDQ�WKH�ÀUP�EHVW�LQFRU-
SRUDWH�WKH�JXHVWV��DQG�KRXVHNHHSLQJ��LQWR�WKH�GHIHFW�LGHQWLÀFDWLRQ�SURFHVV"

dIScuSSIon

At present, this hotel property is in fact actively utilizing a crowd-
VRXUFHG�DSSURDFK�WR�GHIHFW�LGHQWLÀFDWLRQ�ZLWK�WKH�KRXVHNHHSLQJ�VWDII���
This is accomplished through the preventative maintenance software, and 
LWV�DELOLW\�WR�DFFHSW�GHIHFW�QRWLÀFDWLRQV�IURP�WKH�JXHVWURRP�WHOHSKRQHV���
While the hotel has successfully deployed a platform to capture the con-
WULEXWLRQV�RI �WKH�FURZG��KRXVHNHHSLQJ���LW�LV�SHUKDSV�OHVV�VXFFHVVIXO�LQ�
its ability to motivate the crowd to help accomplish its goals.  Thus we 
must look beyond the capabilities of  the platform, and instead focus on 
the hotel’s efforts to motivate the crowd, which at present are relatively 
QRQ�H[LVWHQW��DW�OHDVW�RQ�D�SURSHUW\�ZLGH�OHYHO���5LFKDUG��������SURYLGHV�
an outline for those factors that will enable effective crowdsourced so-
lutions including: understanding the nature of  the crowd, properly mo-
tivating the crowd participants, and ensuring organizational factors such 
as the platform and incentivizing mechanisms are in place.  of  all the 
PRWLYDWRUV�WKDW�VSXU�FURZGV�WR�FRQWULEXWH��SHUKDSV�UHFRJQLWLRQ�DQG�À-
nancial incentives will be the most effective for the housekeeping staff.  
$V�7HPEL��������FRQFOXGHG�ZDJHV�DQG�ODFN�RI �DGYDQFHPHQW�DUH�RI �VH-
ULRXV�FRQFHUQ�WR�KRXVHNHHSLQJ�VWDII���5HFRJQLWLRQ�DQG���RU�ÀQDQFLDO�LQ-
centives would help alleviate both of  these sources of  dissatisfaction.  

The incorporation of  the guest into the preventative maintenance pro-
cess, currently occurring haphazardly and against the best intentions of  
the hotel, represents a challenge for hotels.  If  the guests are included in 
the process it must be done with hesitancy, in a slow rollout process, test-
ing and evaluating at every stage.  The rationale for caution is that one of  
the hotel’s primary missions is to provide a relaxing, stress-free environ-
PHQW�IRU�WKH�JXHVW���,QFRUSRUDWLQJ�JXHVWV�LQWR�WKH�GHIHFW�LGHQWLÀFDWLRQ�
process could damage the perception that the hotel is solely responsible 
IRU�GHOLYHULQJ�D�TXDOLW\�SURGXFW�DQG�VHUYLFH���,Q�DGGLWLRQ�RIIHULQJ�ÀQDQFLDO�
incentives to guests allows for the possibility of  guest deviant behaviour.  
Still as guest’s are currently involved in the process, by identifying product 
failures as they experience them, it is logical to ask how this process can 
be improved.  The issue again becomes one of  understanding the crowd, 
and how best to motivate it.  While there are guests who won’t wish to be 



rIchArd, PerrY, cZAKon And cZerneK 211

included in any activity that detracts from their business or leisure activi-
WLHV��RWKHU�JXHVWV�ZLOO�SRWHQWLDOO\�EH�PRWLYDWHG�E\�UHFRJQLWLRQ�DQG�ÀQDQFLDO�
incentives.  If  some token incentivizing mechanisms were put in place, 
such as a website recognizing guest’s efforts to improve the hotel, and / 
RU�KRWHO�UHZDUG�SRLQWV�EHLQJ�GLVWULEXWHG�DV�D�UHVXOW�RI �GHIHFW�LGHQWLÀFD-
tion, a subset of  guests, likely either die-hard fans of  the brand, or those 
VWURQJO\�PRWLYDWHG�E\�ÀQDQFLDO� LQFHQWLYHV�PLJKW�EH�ZLOOLQJ�WR�EHFRPH�
SDUW�RI �WKH�GHIHFW�LGHQWLÀFDWLRQ�SURFHVV���7KH�EHQHÀW�RI �WKLV�VWUDWHJ\�LV�
that those guests who are more than willing to contribute would do so, 
UHGXFLQJ�WKH�OLNHOLKRRG�WKDW�DOO�JXHVWV��LQFOXGLQJ�WKRVH�WKDW�GRQ·W�ZLVK�WR�
participate) would be exposed to product defects.  

concLuSIonS

relative to the initial goals of  this study, this paper was successful in: 
providing a better understanding of  current preventative maintenance 
SUDFWLFHV�UHODWLYH�WR�WKHLU�LQFOXVLRQ�RI �VWDNHKROGHUV��ERWK�LQWHUQDO�DQG�
external), detailing the opportunities for reducing product defect expo-
sure to guests, and providing recommendations for the utilization of  
crowdsourcing methods in order to help achieve this goal.  hoteliers 
should take note that in attempting to apply the lessons learned from 
this study, results will vary based on the unique conditions inherent in 
each property.  Motivating staff  at lower tier hotels may be even more 
challenging than proposed in this study if  wages are lower, turnover is 
higher, and training is less rigorous.  on the other hand, hotels located 
in countries where minimum wage is higher and social support struc-
tures are more developed and substantial would conceivably face less 
issues in motivating staff  and implementing crowdsourced solutions.  

Limitations

While this study helps to better understand the phenomenon of  prod-
XFW�GHIHFW�LGHQWLÀFDWLRQ��DQG�WKH�SRWHQWLDO�SODFH�RI �FURZGVRXUFLQJ��VRPH�
limitations do exist.  As all case studies do, this paper seeks to expose cur-
rent practices, in an in-depth and informative manner, at the expense of  
generalizability.    The conclusions from this study obtained from a luxury 
resort hotel within the South-eastern united States can only be generalized 
to other similar hotels with the additional of  follow-up quantitative research.  
$QRWKHU�OLPLWDWLRQ�RI �WKH�VWXG\��RQO\�WZR�IDFW�ÀQGLQJ�FRQYHUVDWLRQV�

and three interviews with representatives of  housekeeping and opera-
tions were conducted. While these participants collectively represented 
over 24 years of  direct experience in their roles, including employees at 
the supervisor, manager and director level, the participants only repre-
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sent one viewpoint of  the process, that of  the hotel.  understanding of  
current preventative maintenance practices relative to stakeholder’s inclu-
sion could be better understood when more entities and different types 
RI �VWDNHKROGHUV�DUH�LQWHUYLHZHG��6LQFH�JXHVWV�DUH��DW�OHDVW�WR�VRPH�H[WHQW��
LQYROYHG�LQ�WKH�SURFHVV�RI �LGHQWLI\LQJ�SURGXFW�GHIHFWV�LW�FRXOG�EH�EHQHÀ-
cial to conduct interviews also with them. Additional interviews would 
lead to a more comprehensive understanding of  guest motivations, spe-
FLÀFDOO\�WKHLU�ZLOOLQJQHVV�WR�HQJDJH�LQ�FURZGVRXUFLQJ�DFWLYLWLHV�DQG�WKH�
types of  incentives that would be most effective.  finally, the research is 
exploratory rather than conclusive. It is only a starting point to future re-
VHDUFK�ZKLFK�FDQ�KHOS�VROLGLI\�DQG�H[SDQG�XSRQ�WKH�ÀQGLQJV�RI �WKLV�VWXG\��

Future Research

The researchers call for additional empirical research in this area, 
in order to better assess the likelihood of  staff  and guest participation 
in crowdsourced solutions to preventative maintenance challenges. It 
is recommended that researchers study the links between the level of  
FURZGVRXUFLQJ�LQ�SURGXFW�GHIHFW�LGHQWLÀFDWLRQ�LQ�KRWHOV�DQG�WKH�OHYHO�
of  employees’ wages, their work satisfaction, or guest’s satisfaction.  
research seeking to better understand stakeholder’s motivations to 
LGHQWLÀFDWLRQ�RI �SURGXFW�GHIHFWV�ZRXOG�EH�EHQHÀFLDO���&RPSDULQJ�WKH�
guests’ and employees’ perceptions of  crowdsourcing in product de-
IHFW�LGHQWLÀFDWLRQ�LQ�WKH�KRWHO�LQGXVWU\�ZRXOG�DOVR�EH�D�XVHIXO�VWXG\��
Sometimes one party can attribute different motivations and attitudes 
WR�WKH�RWKHU��H�J��LQ�WKH�DUHD�RI �WDNLQJ�SDUW�LQ�FURZGVRXUFLQJ�DV�D�VRXUFH�
RI �SURGXFW�GHIHFW�LGHQWLÀFDWLRQ����6HSDUDWHO\��LGHQWLI\LQJ�WKH�JURXS�RI �
IDLOXUHV�WKDW�DUH�SXUSRVHO\�QRW�UHSRUWHG��1�²�QHJOHFWHG�LQ�7RWDO�3URGXFW�
defects) in hotels would also be valuable – answering questions such 
DV��:K\�WKH\�DUH�QRW�UHSRUWHG��KRZ�GR�WKH\�LQÁXHQFH�7RWDO�3URGXFW�
'HIHFWV��DQG�ZKDW�FDQ�EH�GRQH�WR�PDNH�WKLV�´1µ�ORZHU"��)LQDOO\�VWXG-
ies seeking to develop comparisons between different types of  hotels 
and the same hotel types but in different countries could be interest-
ing. from these studies the effects of  differences in organizational cul-
WXUH�RU�PDUNHW�IHDWXUHV�DQG�KRZ�WKH\�LQÁXHQFH�FURZGVRXUFLQJ�FRXOG�
EH�LGHQWLÀHG���7KH�UHVHDUFKHUV�ZHOFRPH�IXWXUH�UHVHDUFK�LQ�WKHVH�DUHDV�
in order to better understand the issues addressed in this article.
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