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Understanding Switchers and Stayers in 
the Lodging Industry

by Iselin Skogland and Judy A. Siguaw

SERVICE COMPANIES WORLDWIDE SP END BILLIONS EVERY YEAR ON CUSTOM ER-LOYALTY P ROGRAM S AND 
OTHER P REFERRED-GUEST P ROGRAM S AIM ED AT GETTING THEIR GUESTS TO CONTINUE THEIR P ATRONAGE, AL-

THOUGH IT’S CLEAR THAT M ANY CUSTOM ERS DEFECT TO COM P ETITORS. ONE WAY TO IM P ROVE CUSTOM ER RETEN-
TION IS TO ANALYZE GUESTS’ BEHAVIOR ACCORDING TO FOUR DISTINCT GUEST SEGM ENTS, WHICH ARE BASED ON 
THEIR STAYING OR SWITCHING BEHAVIOR. THE FOUR GROUP S ARE SATISfiED SWITCHERS, DISSATISfiED STAYERS, 

 CHR Reports, Vol. 4, No. 1

satisfied stayers, and dissatisfied switchers.
Two groups, satisfied stayers and dissatis-

fied switchers, generally behave as one might ex-
pect—either staying or defecting based on their 
level of satisfaction. The other two groups, sat-
isfied switchers and dissatisfied stayers, do not 
conform to expectations. Most confounding 
are satisfied switchers, who report being satis-
fied but then choose alternative hotels, rather 
than routinely choosing the hotel with which 
they have expressed high levels of satisfaction. 
Thus, although marketers have long advanced 
the presence of guest satisfaction as instrumen-
tal in ensuring repeat business, satisfaction 
does not appear to drive repeat purchases for 
all consumers, as previously had been assumed. 

Also intriguing, dissatisfied stayers 
are unwilling or unable to exert the ef-
fort to identify and use alternative hotels, 
even though they are unhappy with the 
elements of the hotel at which they stay. 

Looking at demographic differences, old-
er guests and women selected their hotel for 
familiarity and self-image needs. Older guests 

were more likely to be satisfied stayers, while 
younger respondents were more inclined to be 
satisfied switchers. Hence, while the respon-
dents in this study reported equivalent levels 
of satisfaction with the hotel regardless of age, 
they demonstrated different switching behav-
ior. Respondents’ educational level did not af-
fect satisfaction or loyalty, but purpose of travel 
differentiated the respondents. Business travel-
ers were the least satisfied, least loyal, and least 
involved of the guest segments. Additionally, 
business travelers were more likely to be dis-
satisfied switchers than other types of travelers. 

Hotel managers can use this information 
to better define those groups in which they 
want to develop strategic investments and 
from which they are most likely to obtain the 
greatest long-term value. The findings suggest 
that hotel companies should reexamine the 
target markets for their customer-retention 
programs to aim at customers groups that 
are most likely to respond to those programs. 

Skogland

Siguaw
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tory, time-variable demand, appropriate cost 
structure, and segmentable customers. When 
a restaurant’s operation is gauged by revenue 
per available seat-hour, or RevPASH, managers 
can analyze operations and menus to improve 
that statistic. Using RevPASH allows managers 
to capture more of the restaurant’s actual per-
formance in their analysis than does average 
check or typical food- or labor-cost percentages.

Restaurateurs have available two general 
sets of strategic levers to build RevPASH, which 
is the goal of restaurant revenue management. 
Those key levers are duration management and 
demand-based pricing. Pricing approaches in-
volve setting prices according to customers’ de-
mand characteristics, such as whether they are 
willing to dine off peak or whether they are 
more concerned about the dining experience 
than they are about price. Pricing strategies 
must be approached carefully to avoid the ap-
pearance that the restaurant seeks to gain at the 
expense of customers (which customers view as 
unfair). Typically, this means adjusting menus 
to offer discounts and specials that, while they 
offer more value to the customer, may well 
make as strong a contribution to revenue as 
other, high-price menu items that cost more to 
serve. That is the province of menu engineering.

Duration management helps restaurateurs 
gain control of the most erratic aspect of their 
operation, which is the length of time custom-

ers sit at a table (including the rate at which cus-
tomers will arrive to occupy that table). Among 
the tactics available for duration management 
are reducing the uncertainty of arrival, reducing 
the uncertainty of duration, and reducing the 
time between meals.  To have a sense of when 
customers are most likely to appear, a manager 
must create a forecast based on the restaurant’s 
history and must carefully manage reservations 
(if the restaurant accepts them). Although a res-
taurateur cannot directly control the custom-
er’s use of a table, careful process control and 
analysis can make the restaurant’s operations as 
effective as possible for moving the meal along.

As an example, Chevys Arrowhead, a 
Phoenix-area restaurant, used revenue-man-
agement levers to improve its revenue through 
process control. Seeking to augment revenue 
and also to improve customer service, the res-
taurant found that its table mix (mostly 4-tops) 
was inappropriate for its customer base (mostly 
singletons and couples). It also found that it 
could tighten up its post-meal procedures, par-
ticularly those involving settlement. The restau-
rant was reconfigured, servers were retrained, 
and certain key positions were added. The re-
sult was an increase in revenue (from higher 
occupancy) that paid for the increased capital 
costs in one year. 

Restaurant Revenue Management
by Sheryl E. Kimes

THE PRINCIPLES OF REVENUE MANAGEMENT CAN BE AP P LIED TO RESTAURANTS, GIVEN THAT THE RESTAU-
RANT’S UNIT OF SALE IS THE TIM E IT TAKES FOR A COM P LETE M EAL CYCLE, RATHER THAN JUST THE M EAL 

ITSELF. MOREOVER, RESTAURANTS HAVE CLASSIC CHARACTERISTICS THAT INVITE REVENUE-M ANAGEM ENT STRATE-
GIES. THOSE CHARACTERISTICS ARE RELATIVELY fiXED CAP ACITY, P ERISHABLE INVENTORY, A DEM AND INVEN-

Kimes

CHR Reports, Vol. 4, No. 2
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93 were from hotels that lost power and 54 
were from hotels that retained power during 
the blackout. On average, the blackout last-
ed 16 hours for the responding hotels—mean-
ing that guests at half the hotels being stud-
ied spent an entire night without electricity.

While all the hotels had the code-required 
emergency power for exit lights, such power 
failed at half of the hotels, mostly when the bat-
teries died. Half of the hotels had generators, 
and 85 percent of those kept their emergency 
lights on for the duration. Only one of four 
hotels had auxiliary power for other than emer-
gency circuits (e.g., for HVAC or guest room 
lights), and one-quarter of those systems failed 
before the blackout ended. Despite these prob-
lems, and contrary to media reports of hotels’ 
putting guests on the street, all of the hoteliers 
in this study reported accommodating guests, 
including walk-ins and people from the vicinity 
who abandoned or could not reach their homes. 

Key operating systems were shut down 
at most hotels, including HVAC, guest room 
lights, computer networks, cooking and refrig-
eration systems, and elevators. Some hotels 
completely lost access to a potable water supply—
including running water for sanitary facilities.

Hotel managers and staff members operat-
ed as many systems as possible—often manually. 
That included escorting guests to their rooms, 
carrying buckets of water for sanitary purpos-
es, and handing out flashlights and light sticks. 
Some hotels that lost the use of their F&B 

equipment set up barbecues on the premises, 
set up cold food buffets, and sometimes gave 
away food rather than allow it to spoil. To offset 
the loss of PBX service, telephone service was 
provided by cellular phones or, in some cases, 
by direct land lines not connected to the PBX.

Overall, the respondents said that their 
chief concerns were guest and employee safe-
ty and guest comfort and satisfaction. Some 
had no written plan covering the blackout 
and had to improvise. In the wake of the 
blackout, hoteliers reported plans to stock up 
on emergency supplies, but some 40 percent 
of the respondents said nothing additional 
had been done for emergency preparedness.

On balance, the respondents believed 
that they had maintained their service at 
reasonable levels, with only 10 percent stat-
ing that they had fallen short. They credited 
a strong effort by managers and staff mem-
bers for maintaining service. In view of em-
ployees’  extraordinary effort, most managers 
also believed that their guests were satisfied 
with their hotel stay during the blackout, per-
haps because their expectations were lowered.

Many managers considered the Blackout of 
’03 to be an aberrant event. Nevertheless, hotel 
managers should review their emergency plans 
and stockpiles of emergency supplies. The rela-
tively high incidence of facilities failures and 
process problems calls into question manag-
ers’ perceptions of the service quality provided.

 CHR Reports, Vol. 4, No. 4

When the Lights Went Out:

Hotel Managers’ Perceptions of the Blackout 
of ’03

by Robert J. Kwortnik

WHEN POWER FAILED LATE IN THE AFTERNOON OF AUGUST 14, 2003, HOTELS IN THE NORTHEASTERN 
UNITED STATES AND SOUTHERN CANADA WERE LEFT WITHOUT ELECTRICITY FOR AS LONG AS TWO DAYS. 

TO ASSESS THE LODGING INDUSTRY’S RESP ONSE TO THE EVENT, A STUDY OF HOTELIERS WAS CONDUCTED BY 
SURVEYING SELECTED P ARTICIP ANTS IN THE SM ITH TRAVEL RESEARCH DATABASE. OF THE 147 RESP ONDENTS, 

Kwortnick
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Managers can help servers improve 
their tips by encouraging the servers to:  
(1) introduce themselves by name, (2) squat 
down next to the table when introducing 
themselves, (3) wear big, open-mouthed smiles, 
(4) wear unusual ornaments or items of cloth-
ing, (5) entertain customers with jokes or puz-
zles, (6) practice suggestive selling, (7) repeat 
customers’ orders back to them, (8) touch 
customers briefly on the arm or shoulder, 
(9) forecast good weather, (10) write “Thank 
You” on the check, (11) draw pictures on the 
check, (12) use tip trays embossed with cred-
it card logos, (13) call customers by name, 
and (14) give customers after dinner candies.

CHR Reports, Vol. 4, No. 5

Increasing Servers’ Tips:
What Managers Can Do and Why They 

Should Do It

by Michael Lynn

Restaurant  manager s woul d do wel l  to assist members of their waitstaff to earn larger tips. 
Although tipping seems beyond management’s purview, both research and common sense 

suggest that good tips mean a satisfied staff, which will improve service levels and reduce turnover.

A convenient way to encourage these ac-
tions is to distribute Mega Tips, a publication 
designed to inform servers about the psycholo-
gy of tipping and specific techniques to increase 
tips (see page 14). This publication is available 
free of charge from The Cornell Center for 
Hospitality Research. Managers who are skep-
tical about the benefits of distributing this 
booklet to their waitstaff might consider ac-
cepting an offer to conduct an experiment to 
establish the tip-enhancing actions’ effect on 
tips, sales, turnover, and customer satisfaction. 

Lynn
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(4) controlling the schedule as the day unfolds. 
Each of those steps involves its own set of tasks.

To create a forecast, a manager must deter-
mine what needs to be done to meet the expect-
ed demand for a given planning period. While 
a planning period may be of any duration, a 15-
minute period is an effective one to use. In par-
ticular, the manager must identify the demand 
drivers and assess whether they are time vari-
ant (that is, variable over short periods) or time 
invariant (relatively stable over short periods). 
Another part of the forecasting step is determin-
ing the tasks to be done in a given period. Some 
of the tasks (notably, those involving direct cus-
tomer service) are uncontrollable, because they 
must be done on the spot. Other tasks, though, 
such as side work, are controllable because they 
can be performed at any time (within reason).

Having created a fairly reliable estimate 
of demand, the manager must next trans-
late that demand into the number of work-
ers needed, using an economics-based labor 
standard. At this point, the manager is ready 
to construct a schedule that will do the best 
job of deploying the staff to achieve the de-
sired economic standards without overstaffing 
and inflating costs. Scheduling is subject to 
hard constraints, or factors that must be ad-

dressed (such as the number of hours an em-
ployee can work in a day), and soft constraints, 
or factors that are desirable in a schedule but 
not essential (such as employees’ desires for 
when they work and what tasks they perform).

Having created a schedule that will meet 
the economic standards within the con-
straints, a manager must finally monitor and 
fine tune the schedule as the day goes on. 
Most critically, the manager must decide early 
on whether the demand estimate for the day 
is correct—meaning the staffing levels will be 
sufficient—or whether the actual demand is 
different from the estimate. If the demand es-
timate proves incorrect, the manager must fur-
ther decide whether to take such long-lived ac-
tions as calling in workers to take care of a big 
day (or send them home if business has died 
off) or merely take a short-lived action (such 
as sending employees on break) to account 
for momentary fluctuations in actual demand.

Computer applications can assist man-
agers in most of the workforce-scheduling 
tasks, but a manager needs to understand the 
process if only to judge whether the applica-
tion in question is providing solutions that 
are reasonably close to the optimal schedule.

Workforce Scheduling: 
A Guide for the Hospitality Industry

by Gary M. Thompson

CREATING A WORKFORCE SCHEDULE THAT ENSURES AP P ROP RIATE SERVICE LEVELS IS  
A KEY M ANAGEM ENT FUNCTION. THE M ANY COM P LEXITIES OF SCHEDULING CAN BE  

CAP TURED THROUGH A P ROCESS THAT COM P RISES THE FOLLOWING FOUR M AJOR STEP S: (1) forecasting demand, 
(2) translating the demand forecast into employee requirements, (3) scheduling the employees, and 

 CHR Reports, Vol. 4, No. 6

Thompson
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tel, but the study also clearly shows that hotels 
in direct competition make more money when 
they maintain their price structure and do not 
discount to fill rooms. Data drawn from over 
6,000 hotels between 2001 and 2003 show 
that hotels with lower prices relative to their 
competitive set captured market share from the 
competition, but did not gain higher RevPAR. 
Conversely, those with higher prices relative to 
their competitive set had lower occupancy and 
higher RevPAR. These results suggest a strategy 
of holding rates constant when competitors are 
discounting, or even raising prices to a small de-
gree. By raising prices above the competition a 
hotel will lose occupancy but make up for that 
loss with higher RevPAR. By offering a lower 

relative price, on the other hand, a hotel will 
gain occupancy but its RevPAR performance 
will be lower than that of its competitive set. 

In particular, the data analyzed over the 
last three years, a difficult period for the indus-
try, show that when a given hotel discounted 
its room rates to a greater degree than its com-
petitive set, the result was decreased RevPAR 
compared to its competition (despite increased 
occupancy). The dynamics between price and 
occupancy remain quite stable from segment 
to segment, but the degree to which higher rel-
ative prices produce dramatic or gradual rela-
tive drops in occupancy. 

Why Discounting Doesn’t Work:
The Dynamics of Rising Occupancy and 

Falling Revenue among Competitors

by Cathy A. Enz, Linda Canina, and Mark Lomanno

The long -running  debat e over whether hotels should discount room rates to boost financial 
performance becomes particularly contentious during tough economic times. The results re-

ported in this study show that discounting relative to the competitive set does, in fact, fill a ho-

CHR Reports, Vol. 4, No. 7   

Enz

Canina

Lomanno
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intelligence and identify its best customers, 
while Ritz-Carlton uses IT to personalize every 
guest room and every stay for its returning cus-
tomers. Many other firms outside the industry, 
such as Dell, eBay, and Lands’ End, provide 
further evidence of how sustained competi-
tive advantage can be built around IT. While 
the task is not easy, when firms are successful 
in doing so the rewards can be tremendous.

To exploit the strategic potential 
of IT managers must:

(1) Realize that there is a fundamental differ-
ence between information technology and 
information systems;

(2) Clearly differentiate strategic information 
systems from tactical information systems;

(3) Evaluate the role of IT in creating value 
and focus on the design and implementa-
tion of IT-dependent strategic initiatives 
rather than on IT investments;

(4) Evaluate how the resources at the dis-
posal of their firm combine with com-
petitors’ structural inadequacies to cre-
ate the potential for value creation and  
appropriation;

(5) Evaluate how to exploit the characteristics 
of the IT development and implementa-
tion life cycle to estimate the extent of re-
sponse lag as competitors attempt to imi-
tate the initiative;

(6) Evaluate how to exploit the characteristics 
of the value system in which their firm 
is embedded to preempt competitors’ re-
sponse and create obstacles to replication; 
and

(7) Evaluate the evolutionary paths available 
to the firm to reinforce barriers to erosion 
of competitive advantage associated with 
IT-dependent strategic initiatives.  

Making IT Matter:
A Manager’s Guide to Creating and 

Sustaining Competitive Advantage with 
Information Systems

By Gabriele Piccoli

Some indust ry observer s have suggested that information technology (IT) has lost its ability 
to be a strategic resource for modern organizations. However, such examples as Harrah’s and 

Ritz-Carlton present evidence to the contrary. Harrah’s has used IT to gather substantial business 

CHR Reports, Vol. 4, No. 9

Piccoli
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This report offers a framework that can 
help managers formally analyze existing and 
proposed IT-dependent strategic initiatives and 
offers a series of questions to guide the analysis. 
The framework begins with the following back-
ground questions:

(1) Is the proposed initiative aligned with the 
firm’s strategy?;

(2) Is the proposed initiative designed to re-
duce the firm’s costs or to increase custom-
ers’ willingness to pay?; and

(3) What is the IS design underpinning the 
proposed initiative?

With the answers to those questions in 
hand, a manager can continue the analysis 
with the following questions regarding the ex-
tent to which the competitive advantage arising 
from the IS initiative is sustainable. 

(4) What competitors are appropriately posi-
tioned to replicate the initiative?;

(5) How long before competitors have the 
same functionality in place?;

(6) Will replication do competitors any good?; 
and

(7) What evolutionary paths does the innova-
tion create that the innovator can exploit?

Finally, having concluded the background 
and sustainability analysis, the manager can 
make one of the following three determina-
tions about the proposed IS strategic initia-
tive:

(1) Develop the IT-dependent strategic initia-
tive independently, if the competitive ad-
vantage is deemed sustainable;

(2) Develop the IT-dependent strategic initia-
tive as part of a consortium, if the competi-
tive advantage is not sustainable, but the 
business and the industry as a whole will 
profit from the initiative; or

(3) Shelve the proposed initiative, if competi-
tors’ response will degrade value-appropri-
ation potential for all.
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Tool #2

Mega Tips:
Scientifically Tested Techniques to Increase 

Your Tips

by Michael Lynn

Based on a ser ies of exper iment s, the following list of actions is offered to servers who would like 
to improve their tips  and to managers who would like to see their servers take home more money. 

These techniques have been tested and shown to work. The author encourages servers and managers 
to conduct controlled experiments of their own using these techniques and explains how to do so.

CHR Tools for the Hospitality Industry

(1)  Wear something unusual. This sets a 
server apart as a person. 

(2)  Introduce yourself by name. This es-
tablishes a relationship.

(3)  Sell, Sell, Sell. Since many tips are 
based on check size, tips increase 
with upselling.

(4)  Squat next to the table. This brings the 
server down to the customer’s level.

(5)  Touch your customers. Surprisingly, a 
gentle touch improves tips.

(6)  Entertain your customers. This creates 
a friendly atmosphere.

(7)  Repeat customers’ orders. Verbatim 
recitation of a customer’s order im-
proves tips.

(8) Call your customers by name. This is not 
only respectful, but establishes  
rapport.

(9) Draw on the check. For female servers,  
drawing on the back of the check im-
proves tips.

(10)  Use credit card insignia (on tip trays 
andcheck folders). This dresses up the 
check and has been shown to improve 
tips.

(11)  Smile. Warm and friendly servers earn 
better tips. 

(12)  Write “thank you” on the check. Not 
only polite, thanking customers on the 
check improves tips.

(13)  Forecast good weather. This improves 
everyone’s mood.

(14)  Give customers candy. A token gift at 
the end of the meal improves the likeli-
hood that guests will offer a gift (a tip) 
back.

Lynn
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Tool #3

Safeguarding Service: 
Emergency Preparedness Essentials

by Robert J. Kwortnik

The overal l  l esson of recent natural and manmade disasters is that almost any hotel needs 
to plan for the eventuality that it will have to operate without its utilities, including electric-

ity and running water. While it may not be possible to prevent power from failing, a hotel op-
erator can mitigate the effects of the loss of power and other utilities by planning ahead. The 
experience of hoteliers who remained in operation during the large-scale blackout that struck 
the northeastern United States in August 2003 provides a roadmap for disaster preparedness.

Based on a study of hotel service failures and recovery efforts, hotel operators would do well 
to take precautions according to the following checklist.

Emergency Planning and Management
❏ Formulate or reformulate your emergen-

cy plan.
❏ Perform “what if” scenarios or simula-

tions, and plan appropriate responses.
❏ Run drills and tests.
❏ Train and re-train staff on emergency pro-

cedures.
❏ Stock up on emergency supplies. 
❏ Consider convenience and comfort items.
❏ Keep cooking (using a grill or other out-

door appliance).
❏ Buy extension cords.

 Facilities and Process Management
❏ Know where your hotel is vulnerable if 

power goes down.
❏ Document this examination of the service 

delivery system. 
❏ Know which systems are on emergency 

or standby power and which are not. 
❏ Provide support beyond the NEC for 

emergency systems.
❏ If your hotel does not have standby pow-

er, price out a generator set. If your ho-
tel does have a standby power generator, 
price out expanding its capacity.

❏ Investigate adding at least some air 
conditioning and lighting functionality to 
standby systems. 

❏ Locate and mark phone lines that are  
not susceptible to the loss of electrical 
power.

❏ Keep in a known location the tools need-
ed to ensure the functionality of manual 
facilities and processes.

People Management
❏ Give service providers tools to perform 

even better. 
❏ Train key staff members on manual  

processes.
❏ Cross train staff members on key  

processes and skills.
❏ Empower employees to solve problems 

and make decisions during times of  
crisis.

❏ Be visible and encourage staff to do the 
same.

❏ Reward professionalism and “service 
above self.”

Customer Management
❏ Determine expectations. 
❏ Investigate how to facilitate the co- 

production of the service experience by 
employees and guests during emergency 
situations. 

❏ Encourage empathy. 

Kwortnick
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Ethnic Differences 
in Tipping:

A Matter of 
Familiarity with 
Tipping Norms

by Michael Lynn

An analysis of the common supposition that typical tipping amounts de-
pend on a restaurant customer’s ethnic or racial group finds support 

for some differentials, but not the overwhelming differences frequently 
claimed by restaurant servers based on their anecdotal observations. The 
crux of any tipping differential may be education regarding tipping norms, 
rather than a matter strictly of demographics. A study of U.S. residents 
found that a higher percentage of respondents who were members of a 
minority group indicated that an appropriate tip was either a flat tip or a 
percentage lower than the customary 15 to 20 percent. Rather than avoid 
the issue or deal only in stereotypical responses, restaurateurs might better 
consider means for educating their customers regarding current industry 
tipping norms. The alternative could be reduced patronage, potential law-
suits, high turnover from disgruntled servers, and missing out on poten-
tially lucrative ethnic markets. 

February 2004 (Vol. 45, No. 1), pp. 12–22.

Key words: tipping, ethnic minorities, restaurants
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Restaurant 
Revenue  

Management:  
Implementation at 
Chevys Arrowhead

by Sheryl E. Kimes

Revenue-management tools can be used by restaurant managers to  an-
alyze the effects of process-control changes. A dinner house seeking 

to shift demand and to achieve greater facility utilization during busy 
times analyzed the factors that caused delays in the service process—and 
thus increased the guest queue. Although the restaurant was able to has-
ten the actual dining pace, much of the slack was found in the processes 
that occurred before and after the meal itself. Moreover, the restaurant’s 
managers were able to analyze customer-arrival and market-mix data in 
relation to the restaurant’s table mix. Seat occupancy was improved by 
matching the table arrangement to the customer mix, and table turns 
were increased by improving kitchen operations so that the front-of-the-
house functions could be tightened up. In particular, end-of-meal steps 
were speeded up. As a result of its process improvements, the restaurant 
enjoyed revenue growth greater than that of comparable restaurants.

February 2004 (Vol. 45, No. 1), pp. 52–68.

Key words: restaurant revenue management, Chevys 
Arrowhead
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An Evaluation of 
Guests’ Preferred 
Incentives to Shift 

Time-variable 
Demand in 
Restaurants

by Alex M. Susskind, 
Dennis Reynolds, and 

Eriko Tsuchiya

A key aspect of restaurant revenue management is the need to find in-
ducements for guests to shift their demand from peak to off-peak 

dining times. At issue are the means for creating those inducements and 
guests’ potential wait times. A survey of 367 guests waiting in a queue at 
a busy casual dinner house examined the possible acceptance of induce-
ments for shifting demand. Given the chance for discounted meals in 
exchange for dining in off-peak hours, more than three-quarters of re-
spondents indicated that they would accept the incentive and dine at a 
different time. Demographic differences affected the extent to which re-
spondents would be willing to shift demand, with younger respondents 
being more willing to switch than were older respondents. The median 
wait that was acceptable to this restaurant’s respondents was 30 minutes, 
with a mean of 39 minutes. One limitation of the data is that the sur-
vey was conducted during busy weekend times; weekday diners might re-
spond differently. 

February 2004 (Vol. 45, No. 1), pp. 68–84.

Key words: restaurant revenue management, pricing 
strategies

Planning-interval 
Duration in Labor-

shift Scheduling

by Gary M. Thompson

This article proposes guidelines for managers and researchers re-
garding appropriate planning intervals in labor scheduling. This 

study distinguishes between planning intervals used for data collec-
tion and the intervals used for scheduling employees. This distinction 
is relevant because it is not necessary for the two interval types to be 
of the same duration. The results of a simulation experiment show 
that increased variability in the customer-arrival rate and high mean  
customer-arrival rates both work to reduce the ideal length of both data- 
collection and schedule-development intervals. In fact, with a 
mean arrival rate of five customers per minute, the most prof-
itable labor schedules originated with a five-minute data- 
collection interval combined with a five-minute schedule- 
development interval. At present, because of the paucity of prodecures 
that can accommodate such brief intervals, managers will find 15-minute 
data-collection and schedule-development intervals  generally to be the 
most effective.

May 2004 (Vol. 45, No. 2), pp. 145–157.

Key words: labor scheduling, planning
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Trying to Make 
Sense of Sexual 

Harassment Law 
after Oncale, 

Holman, and Rene

by David Sherwyn, Paul 
Wagner, and Gregg 

Gilman

Prior to intervention by the U.S. Supreme Court, courts in several fed-
eral circuits had created a melange of standards regarding accusations 

of sexual harassment, including cases that involve same-sex harassment. 
A 1998 Supreme Court holding sought to clarify the definition of sexual 
harassment by giving instances of when such harassment would occur. 
One example, however, complicated matters rather than clarifying them 
by opening up the issue of the alleged harasser’s motivation. Until the so-
called Oncale holding, the presumption was that sexual harassment was 
due to sexual interest, an assertion that would be nearly impossible to 
refute. By introducing the idea of motivation, the Court allowed an ac-
cused harasser to rebut the accusation that the motivation for harassment 
was due to sex. Adding to the complications, harassment occasioned by 
a person’s sexual orientation is not prohibited by statute or holding. The 
Ninth Circuit court disregarded that fact, however, and found for an in-
dividual who had been harassed due to his sexual orientation. Employers 
seeking to avoid sexual harassment accusations in their workplace should 
maintain strict no-harassment policies, but should also educate managers 
and employees regarding the reasons for those policies.

May 2004 (Vol. 45, No. 2), pp. 172–185.

Key words: sexual harassment, Oncale, Holman, Rene, 
no-harassment policies

The Mixed-motive 
Instruction:

Did the Supreme 
Court Make 

Discrimination Cases 
Unwinnable for 

Employers?

by David Sherwyn, 
Paul Wagner, and Joe 

Baumgarten

Recent decisions by the U.S. Supreme Court appear to have shifted 
the burden of proof in discrimination cases to the employer. While 

some legal scholars attach little weight to the matter of burden of proof, it 
appears that the burden has, indeed, shifted—perhaps to employers’ detri-
ment. The case in question, which involved a discrimination complaint 
against Caesars Palace by an employee named Costa, invoked an interpre-
tation of the Civil Rights Act of 1991. At issue was the nature of the proof 
needed for a situation where an employment decision was a mixture of 
legitimate business purpose and possible discrimination. In such an in-
stance, an employee’s fate might be determined both because of the indi-
vidual’s performance (or lack thereof) and because that person was part of 
a protected class under federal law. The Costa decision hinged on whether 
the plaintiff needed to show direct evidence of discrimination. The Court 
held that the 1991 law did not require direct evidence. Adding that find-
ing to the 1991 statute’s provisions for a jury trial, the cost to employers of 

“winning” a discrimination suit may be so prohibitive that employers may 
feel forced to settle complaints rather than go to court—even when they 
are convinced that they will prevail.

May 2004 (Vol. 45, No. 2), pp. 186–195.

Key words: employment discrimination, Civil Rights 
Act of 1991, Caesars Palace, burden of proof, mixed-
motive instruction 
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Are Your Satisfied 
Customers Loyal?

by Iselin Skogland and 
Judy A. Siguaw

The value of repeat business has long been established as being con-
siderable, partly because of the cost of acquiring new customers and 

partly because loyal customers are thought to have less price resistance. 
Consequently, service companies worldwide spend billions every year 
on customer-loyalty programs and other preferred guest programs aimed 
at getting their guests to come back. This study, which compared guests’ 
switching behavior at two comparable big-city hotels, indicates that hospi-
tality companies may want to reconsider that investment. Contrary to con-
ventional thinking, the results indicate that satisfaction has only a limited 
relationship with either involvement or loyalty. In other words, satisfac-
tion is not the chief means to encourage guests to return to a hotel. Worse, 
the study found that business travelers, who constitute a chief target of 
most loyalty programs were inclined to switch from one hotel to another, 
even when they had been satisfied with their most recent stay. On the 
other hand, the results indicate that a strong relationship exists between 
involvement and loyalty. Thus, hoteliers may find it worth their while to 
redirect the money spent on loyalty programs to applications that involve 
the guest emotionally with the hotel. Chief among the emotionally engag-
ing attributes, the study found, is the hotel’s employees.

August 2004 (Vol. 45, No. 3), pp. 221–234.

Key words: customer loyalty, customer satisfaction, 
customer involvement

Issues of Concern 
for Restaurant 
Owners and 
Managers

by Cathy A. Enz

An open-ended survey of 448 restaurant owners and operators in 
the United States asked a simple question: What issues, problems,  

or concerns do you worry about the most? Although the respondents 
cited a broad group of issues, the industry’s long-running human- 
resources challenge came to the fore, followed by concerns with govern-
ment regulations. The largest single group of responses came from restau-
rant owner–operators, and corporate operations were also strongly repre-
sented. The most-cited problem was recruiting and retaining competent 
employees. Government regulations, particularly relating to taxation and 
legal liability troubled many respondents. Taxation presented a mixed pic-
ture. Independent operators were concerned about taxes, but corporate 
operators did not mention taxes as a problem. Other issues, mentioned 
less frequently, involved food handling, marketing, operations, the econo-
my, competitive dynamics, and accounting.

November 2004 (Vol. 45, No. 4), pp. 315–332.

Key words: restaurant management, restaurant own-
ers’ concerns, human-resources management
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The Impact of 
Restaurant  

Table  
Characteristics on 

Meal Duration and 
Spending

by Sheryl E. Kimes and 
Stephani K.A. Robson

A study of table location at Chevys Freshmex, a Mexican-style restau-
rant in suburban Phoenix, sought to determine the effects of table 

placement on guests’ spending levels. The placement in question involved 
architectural anchors (notably walls) and exposed locations, such as ta-
bles in heavy traffic areas. Testing such table types as banquettes, booths, 
and those next to interior windows, the study found that anchored ta-
bles showed no greater spending per minute than all tables put together. 
Customers lingered in banquettes, while they hurried through their meals 
at bad tables (exposed or window locations). Because guests took longer 
in banquettes, their spending per minute was lower. By the same token, 
since average duration was lower at bad tables, spending per minute was 
higher. The seating pattern at the table (whether guests were opposite or 
side-by-side) had no statistical effect at all. Since this study covers only 
one restaurant, the implications are tentative, but it seems that designers 
should reexamine the use of banquettes and not go to great expense to 
avoid exposed tables.

November 2004 (Vol. 45, No. 4), pp. 333–346.

Key words: restaurant design, restaurant revenue 
management, floor planning

“If You Don’t Hear 
from Me You 

Know You Are 
Doing Fine”:

The Effects of 
Management 
Nonresponse 
to Employee 
Performance

by Timothy R. Hinkin 
and Chester A. 
Schriesheim

The idea that it’s better to say nothing at all than to give criticism appar-
ently doesn’t apply to the relationship between managers and subor-

dinates. A branch of psychology known as operant conditioning suggests 
that ignoring a behavior entirely will eventually cause a person to stop 
it. A study of 243 employees at two different hospitality organizations 
lends support to this idea. Examining the correlations of workers’ satis-
faction and effectiveness with managerial feedback—whether positive or 
negative—the study found that even negative feedback might be better 
than no feedback at all. In keeping with earlier research, the study found a 
direct, positive relationship between positive feedback (that is, contingent 
reinforcement) and workers’ effectiveness and satisfaction. The study also 
found a small, but direct positive relationship between negative feedback 
(that is, contingent punishment) and workers’ effectiveness and satisfac-
tion. Those two findings fit the predictions of operant conditioning, as 
does the study’s finding that ignoring workers’ performance (especially 
their positive performances) is associated with diminished effectiveness 
and satisfaction. Thus, the attitude that workers should know that they’re 
doing okay if the manager doesn’t say anything is not an effective stance 
for promoting operational excellence.

November 2004 (Vol. 45, No. 4), pp. 362–372.

Key words: leadership, reinforcement, feedback
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Evaluating the 
Impact of HR:

Identifying What 
Matters

By Michael Warech 
and J. Bruce Tracey

Long relegated to the nether world inhabited by corporate cost centers, 
human resources is gradually being recognized as a valuable contribu-

tor to corporate profits. An essential element of that emergence is identi-
fying which human-capital-management practices promote value creation 
and which do not. To that end, researchers have sought ways to measure 
the benefits of various HR practices. One of the most promising measure-
ment schemas comes from Watson Wyatt, which has developed a math-
ematical model that demonstrates a clear relationship between certain hu-
man-capital practices and increased shareholder value. The value-creating 
practices have been grouped into the following six factors: total rewards 
and accountability; collegial, flexible workplace; recruiting and retention 
excellence; communications integrity; focused HR service technologies; 
and prudent use of resources. Within that last grouping, however, are 
practices that apparently diminish the bottom line. While more research 
is needed and the connections between the practices and the bottom line 
need more examination, there remains a clear association between HR 
management and financial results.

November 2004 (Vol. 45, No. 4), pp. 376–387.

Key words: human resources, HR impact, assessing 
HR value

Professionalizing 
the HR Function:

The Case of 
ARAMARK

by J. Bruce Tracey and 
Abigail Spencer

As demonstrated by the case of ARAMARK’s Harrison Lodging (AHL) 
division, human resources is a key factor in corporate management 

and company success. An important aspect of the rise of human resources 
as an essential aspect of hospitality management is establishing competency 
certifications for knowledge, skills, and abilities (KSAs) to ensure HR man-
agers’ expertise. In particular, HR managers’ competency extends to overall 
business knowledge and how such knowledge can be used to ensure short- 
and long-term competitiveness. AHL uses competency frameworks in its 

“HR Rep” program, which is designed to orient and develop newly hired  
human-resources managers. The HR Reps learn not only about AHL’s op-
erating policies, but also about ARAMARK’s operations. With this gen-
eral business knowledge established, the HR Reps then focus on their 
HR-specific competencies and investigate the division’s client accounts. 
While the program is small so far, it has a strong retention rate among 
participants, who are strongly immersed in ARAMARK’s corporate goals 
and culture.

November 2004 (Vol. 45, No. 4), pp. 388–397.

Key words: ARAMARK, human-resources competen-
cies, HR professionalization
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New reports from The Center:

Retaining Management Talent: What Hospitality Professionals Want from 

their Jobs, by Masako A. Taylor and Kate Walsh, Ph.D.

Why Customers Shop Around: A Comparison of Hotel Room Rates and 

Availability across Booking Channels, by Gary M. Thompson, Ph.D.
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