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TOPIC 1: PLANNING & ORGANIZING THE HOUSEKEEPING  DEPARTMENT

Management Functions of the Executive Housekeeper 

Planning Activities

· [A]. Area Inventory lists

· [B] Frequency schedules

· [C], [E] Performance standards – SOPs, Checklists 
· [C], [D] Productivity standards – Time & Motion study
· Equipment and Supply Inventory levels 

MANAGEMENT FUNCTIONS OF THE EXECUTIVE HOUSEKEEPER
Planning and organizing is an integral part of any manager’s job.  These initial and pre-operating activities are extremely necessary in operating successfully, a department or any business. The following figure shows an overview of the Management process.

Overview of the Management Process:


Coordinating and Staffing



Coordinating is the management function of implementing the results of planning and organizing at the level of daily housekeeping activities.  Each day, the executive housekeeper must coordinate schedules and work assignments and ensure that the proper equipment, cleaning supplies, linens, and other supplies are on hand for employees to carry out their assignments.



Staffing involves recruiting applicants, selecting those best qualified to fill open positions, and scheduling employ
Initially, the management starts with planning what the hotel has to accomplish by defining its objectives. 

The desire to attain these objectives leads to organizing, coordinating, and staffing activities. Resources like man, material, money are organized. These resources are in limited supply, and most managers will readily admit that they rarely have all the resources they would like. Therefore an important part of the manager's job is plan​ning how to use the limited resources available to attain the hotel's objectives.  

Once resources are organized, management can direct the course of their work and implement control systems to protect the hotel’s assets and to ensure smooth, efficient operating activities. Finally, management must evaluate the extent to which the objectives of the organization have been attained. Based upon the analysis on the feedback, plans are revised, which leads to changes in organizing, coordinating, or staffing procedures.  
Planning Organizing, Scheduling & Evaluating Cleaning Activities

The executive housekeeper uses objectives set by the general manager as a guide in planning more specific, measurable goals for the housekeeping department. In order to achieve this the Housekeeper must plan the work of the Housekeeping Department,  based on the housekeeping responsibilities identified.
Identify Housekeeping Responsibilities

One of the major responsibilities of the housekeeping department is to keep the property clean. It is helpful for the executive housekeeper to prepare a color coded floor plan for the entire hotel, showing all areas that must be cleaned by the housekeeping department. For example: in some properties, the Cafeteria and the staff lockers may be the responsibility of the HR department. In most hotels, kitchen cleaning is the responsibility of the kitchen brigade. Cleaning food and beverage areas vary from property to property. The food and beverage staff may be responsible for some cleaning, like clearing up spills, tabletops etc. However, the final in-depth cleaning is left to the housekeeping crew. 
Once the areas of responsibilities are identified, planning focuses on analyzing the work required for cleaning and maintaining each area.

Planning the Work of the Housekeeping Department

Without competent planning, everyday may present one crisis after another. Planning is required to ensure work is done correctly, efficiently, on time and with the least cost of the department.
Following are the questions and steps involved in the planning process. Each question results in the evolvement of a document which helps in running the department efficiently and effectively. 

	INITIAL PLANNING QUESTIONS   

             
	RESULTING DOCUMENTS



	1. What items within this area must be cleaned or maintained?


	

	2. How often the items within this area must be cleaned or maintained?


	

	3. What must be done in order to clean or maintain the major items within this area?


	

	4. How long should it take an employee to perform an assigned task according to the department’s performance standards?


	

	5. What amount of equipment and supplies will be needed in order for the housekeeping department to meet the performance and productivity standards?


	


Though these documents can look theoretical, many hotels have realized the importance and usefulness of such documents and have them as their SOPs (Standard Operating Procedures). However, it must be clearly understood that these documents are of no use if they are made but not followed. 

Area Inventory List: The first planning activity is the preparation of the Area Inventory List. This is because all the other activities are based on this.

The Area Inventory List must systematically list the areas to be cleaned.

Example: 

Area Inventory List of Guestrooms
	Bed Room


	Bathroom

	Bed

    Mattress & Protectors

    Linen

    Pillows

    Bedcover

    Headboard
	Bath tub 

       Taps

        Shower

        Soap holder

        Towel rack

        Wall

        Shower curtain



	Door
	Shower area and Fixtures



	Luggage Rack
	Water Closet & attached fixtures



	Wardrobe

     Door

     Shelves

     Drawers

     Hanger rods and Hangers
	Dustbin



	
	Vanity Unit

         Washbasin

         Taps and drain

         Countertop

         Mirror

	Mini bar

     Cabinet

     Refrigerator


	

	
	Wall

	Writing cum Dressing table

      Mirror

      Lamps

      Table top

      Ashtray 

      Drawers

      Dresser chair

      Dustbin
	Door



	
	Floor

        Drain

	
	

	Television & stand
	

	Arm chairs
	

	Coffee table

      Ashtray
	

	Window
	

	Curtain
	

	Bedside table

     Telephone

      Flask

      Glasses

      Lamp

      Table top

      Drawer/Shelf
	

	Wall picture


	

	Wall


	

	A/c vents 


	

	Carpet
	


They are extensive and it normally follows the same sequence for cleaning and inspecting. 

Area Inventory lists can be used as a basis to develop cleaning schedules, cleaning procedures, training plans and inspection checklists. 

Frequency Schedules/ Work schedules: indicate how often items on inventory lists are to be cleaned or maintained. (ie., daily, weekly, fortnightly, monthly…). They become a part of Routine and Deep Cleaning programmes. 

Many factors must be considered while preparing these schedules:

· High and low occupancy periods

· High and low traffic times

· Availability of area for cleaning

· Co-ordinating with the activities of other department. Eg: If the Engineering department schedules extensive repair work, the housekeeping schedule must be flexible enough to co-ordinate cleaning activities with the Engineering’s timetable.

 The crux of the issue is that the activities must be scheduled effectively with no time loss and with the least possible inconvenience to the guests and other employees.

Sample frequency list for night cleaning projects

	Special Projects
	Frequency



	
	W


	M

	1. Wash down walls in cloakrooms      

                    


	1


	

	2. Strip and wax the following:

         Lobby                                                                        
	
	1

	         Coffee Shop                                                                                     

   
	
	1

	3. Shampoo

   Lounge                                                                                             

   Meeting rooms                                                                                 

   Elevators                                                                               

   Restaurants                                                                                       


	1
	2

2

1

	4. Spot upholstery

   Lounge                                                                                              

   Restaurant                                                                                         

   Meeting Halls                                                                                   


	1

1

1
	

	5. Wash windows in Pool area                                                 


	
	1

	6. Dust louvers in Meeting hall                                                


	
	2

	7. Polish brass planters                                                             


	1
	


	Work Schedule

Position : Houseman

Area: Lobby

0700

Report to work

0710

Clean glass door


 
Damp mop entrance
including steps



Box sweep porch area.



Dust lounge area



Disinfect house telephones




Vacuum clean carpets.

0930

Break

0945

Dry mop floor



Clean glass door

Polish brass fittings on door

Dust lounge area

Clean Reception Counter.

Clean Concierge area.

1230

Break

1300

Clean glass door


 
Damp mop entrance
including steps



Box sweep porch area.



Dust lounge area



Disinfect house telephones




Vacuum clean carpets



Dry mop floor

1600

Off duty

Weekly:

Heavy clean door mats.

Clean AC vents

Change sand of ash urns.

Polish brass plates.




Performance standards: establish the quality of the work that must be done. Performance standards state what and how the job must be done. These standards are required to maintain consistency and perform tasks in an efficient and effective manner. 

SOPs – Standard Operating Procedures help maintain performance standards. Standards are developed involving the employees concerned and developing a consensus. Once the standards are developed, they must be communicated; training programmes conducted and work inspected regularly to ensure that the standards developed are followed. The standards must be reviewed at least once a year, revised if necessary and followed up with training.. 

Productivity standards: determine the acceptable quantity of work that must be done. In order to establish this, the housekeeper must know how long it should take to perform major tasks. 

Productivity and Performance standards are like the two sides of a balance. If too much emphasis is given on quality, the quantity can suffer and vice versa. The challenge is to effectively balance them. 

A concern for Productivity need not necessarily lower performance standards. For example: if a room attendant can manage to do only 13 rooms in a shift, it need not necessarily be because emphasis is given on quality of work. A time and motion study could reveal that the attendant does not stock his trolley effectively and as a result makes a lot of trips to the pantry, thus wasting time and depleting the most important and expensive resource – labour. The Housekeeper must be constantly on the alert for new and more efficient work methods. 

Sample productivity standard worksheet

	Step 1 :  Determine how long it should take to clean one guest room according to 

              the department's performance standard

                      Approx 27 minutes *



	Step 2:   Determine the total shift time in minutes

                      8 hours * 60 minutes = 48o minutes



	Step 3:   Determine the time available for guest room cleaning

                     Total Shift time..................................................... 480 minutes

                          Less:

                               Opening duties........................  20 minutes

                               Morning Break......................... 15 minutes

                               Afternoon Break....................... 15 minutes

                               Closing Duties....................... .  20 minutes

                      Time Available for cleaning.................................. 410 minutes



	Step 4:   Determine the productivity standard by dividing the result of Step 3 by the 

              Result of Step 1

                      410 minutes                                  = 15.2 guestrooms  ( per 8 hour shift)

                        27 minutes              

* Since performance standard vary from property to property, this figure is used for illustrative purposes only.




Equipment and Supply Inventory Levels

After planning what must be done and how the tasks are to be performed, the Housekeeper must ensure that employees have the necessary equipment and supplies to carry out the tasks. What amount of equipment and supplies required must be worked out and this forms the basis of an effective purchasing system. 

There are two types of inventories to be maintained:

1. Recycled Inventories
2. Non Recycled Inventories
The required par must be maintained for Recycled Inventories. A minimum and a maximum stock level must be maintained for Non Recycled Inventories.

Another important planning activity of the executive housekeeper is drafting the housekeeping department’s operating budget.  The hotel’s owner, general manager, and controller coordinate and finalize the annual operating budget for the entire hotel.  The resulting budget presents the executive housekeeper (and every other department manager) with a month-by-month plan by which to organize, coordinate, staff, direct, control, and evaluate operations.

Organizing refers to the executive housekeeper's responsibility in setting the ball rolling as regards to the procurement of man & material. As regards to manpower, it involves working out the number of employees required at various positions. This is based on the plan of work to be done. The work is divided so that everyone gets a fair assignment and all the work can be finished on time. 

Structuring the department's staff means establishing the lines of authority and flow of communication within the department. 
This can be shown clearly through the organization chart and it provides a clear picture of the lines of authority and the channels of communication within the department.

While the executive housekeeper delegates authority to super​visors, he/she cannot delegate responsibility. Ultimately, the executive housekeeper is responsible for the actions of department supervisors therefore, it is important that super​visors are well informed about policies, procedures and the limits of their authority.

Based on the work to be performed, job descriptions can be developed for each position. These ensure that work is distributed fairly among the employees. Job descriptions include job lists, reporting relationships, additional responsibilities, working conditions as well as equipment and materials required to be used in the course of the job. Job descriptions must be tailored to the specific needs of the organization and must be reviewed yearly. Each employee should be given a copy of the job description to clarify their responsibilities. This document may also be given to final job candidates before an employment offer is made. This is preferable to having someone accept the job and then decide the job is unsuitable because he/she was unaware of its requirement. Job descriptions form the basis of job breakdowns (step by step procedures for accomplishing a task) , training plans and effective performance evaluation forms.

Since labor is housekeeping’s largest expense item, properly scheduling employees is one of the most important management responsibilities of the executive housekeeper. Most housekeeping departments use some type of staffing guidelines.  These guidelines are usually based on formulas which are used to calculate the number of employees required to meet operational needs at specific occupancy levels.  However, the management functions of staffing goes beyond simply applying a formula.  Staffing must be adequate to meet the general (or deep) cleaning schedules for various areas of the hotel and to meet the needs of other special cleaning projects.  Therefore, the executive housekeeper must be flexible and creative when establishing staffing patterns that permit the department to reach its goals within the limits of the budget plan. 

 Direct and Controlling

Many people confuse the two very different management functions of directing and controlling.  The easiest way to distinguish them is to remember that managers direct people and control things.

Directing is a complicated management skill which is exercised in a wide variety of situations.  For an executive housekeeper, directing involves supervising, motivating, training, and disciplining individuals who work in the department.  Motivating the housekeeping staff is a particularly important skill and is closely connected with the executive housekeeper’s ability to lead the department. Motivation (or the lack of it) is contagious.  Attitudes and work habits filter down to employees from their supervisors.  The attitudes and work habits of supervisors are usually a reflection of the leadership provided by the executive housekeeper.  A strong executive housekeeper personally expresses a genuine interest in everyone’s performance and, thereby, creates an atmosphere in which motivation can thrive.  

Controlling refers to the executive housekeeper’s responsibility to devise and implement procedures which protect the hotel’s assets.  Assets are anything the hotel owns which has commercial or exchange value.  An executive housekeeper helps safeguard the hotel’s assets by implementing control procedures for keys, linens, supplies, equipment, and other item.

Evaluating

Evaluating is the management function of assessing the extent to which planned goals are, in fact, attained.  Important evaluation tools for all managers in a hotel are monthly budget reports prepared by the hotel’s accounting staff.  These reports provide timely information for evaluating housekeeping operations, especially the department’s monthly labor expense.  The executive housekeeper uses these reports to compare actual departmental expenses to amounts estimated by the budget plan.  Significant variances may require further analysis and action by the executive housekeeper.

In addition, the executive housekeeper needs information on a daily and weekly basis in order to closely evaluate the performance of the staff and the overall productivity of the department.  Evaluation in these areas begins with performance and productivity standards developed by earlier plans.  Daily inspection reports and quarterly performance evaluations are used to monitor how well the actual performance of employees compares with performance and productivity standards.

Based on the feedback and evaluations, plans are reviewed and changes are made if necessary.

Thus the management functions of planning organizing, directing, controlling and evaluating are an ongoing activity.
Activity:
1. Discuss the purpose of a SOP. Chalk out the SOP for any cleaning activity.

2. Inspect a specific area in the Institute. List down the cleaning tasks that must be followed in order to keep the place maintained. Based on this, prepare a Frequency Schedule for that area.
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Assignment 1: Chalk out a work schedule for your Institute.








