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Abstract

The transformation of the Taj Holiday Village Goa from a three-star to five-star property can be conceived as a seven-
step innovation management process, the 7-I model. The process resulted in the Taj becoming a market leader in Goa. 
The case traces the process using the 7-I model: inspiration, insight, ideation, initiative, implementation, invigilation, and 
investigation. Focusing on the need to upgrade service by addressing and reducing customer complaints, Taj Holiday Vil-
lage Goa began with the idea of using cell phones to text guest complaints immediately to the guest services department. 
The plan was subsequently modified to include communication of complaint reports to department managers and direct 
consultations between high-level managers and guests to personalize the service offering. The process identified additional 
issues that were resolve by establishing a new check-in time, reorganizing the breakfast room and kitchen, and the use of 
pictorial evidence to improve guestroom preparation. As a result of the successful implementation of these innovations, 
guest satisfaction scores increased by 20 percent, revenue per available room (RevPAR) rose to the highest in the market, 
and the RevPAR index increased from 0.96 to 1.17. Ultimately, the cost of this innovation was insignificant in comparison 
with the benefit resulting in a high return on innovation.
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Innovation in hospitality is crucial since it keeps the product 
and service current and fresh for guests. Despite the wide-
spread acceptance of this insight, surprisingly few studies 
have been conducted on the design and deployment of specific 
hospitality innovations (Ottenbacher 2005). Moreover, there 
is no commonly accepted framework for innovation manage-
ment (Ottenbacher 2007). Seeking to fill these gaps, this case 
study offers a new framework for innovation, known as the 
7-I process, and examines the factors that underlie the success 
of service innovations within the framework of a comprehen-
sive and integrated innovation management model.

One definition of an excellent hotel is one that generates 
few complaints (Lewis 1983). However, the fact that a hotel 
has recorded relatively few complaints may mean that honest 
guest feedback is not reaching the people who run the hotel, 
rather than its guests being satisfied. An inefficient or inac-
curate system for registering and responding to guest com-
plaints will eventually lead to poor performance that is 
difficult to improve because management remains in the dark 
about the reasons for the poor results. Since the handling of 
complaints is an integral part of any service operation, it is 

important to develop an effective complaint-management 
system. For a variety of reasons, most hotel employees do 
not like to share complaints, in part because they fear man-
agement will think poorly of them. In this article, we describe 
an innovative complaint-management system that has the 
potential to make it possible for hotel operators to register 
complaints accurately and respond to them effectively with-
out discouraging employees from reporting those com-
plaints. As we discuss below, the complaint-management 
system was part of a much larger effort to upgrade the hotel’s 
entire operation.

In the case study presented in this article, complaint resolu-
tion was not the starting point of the process, but it proved to 
be the key impediment to management objectives. The novel 
complaint-resolution method that we describe here formed 
the basis of the improvements that allowed the Taj Holiday 
Village Goa to upgrade its operation from three to five stars. 
To accomplish its upgrade, the Taj Goa needed to discover, 
control, and reduce its complaints. To innovate and upgrade, 
the hotel’s management applied a seven-step innovation 
model, which we have named the 7-I process.
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The Setting

The Taj Holiday Village Goa is a 142-room, five-star property 
operated by Taj Hotels, Resorts, and Palaces, which is based 
in India and operates luxury lodging worldwide. At 15 degrees 
north latitude and located on the Arabian Sea, Goa enjoys a 
tropical climate that draws international travelers in winter and 
domestic travelers year-round. In addition to its coastal location, 
Goa features world heritage architecture resulting from 
450 years of Portuguese occupation. Taj opened the Holiday 
Village resort in 1982 on a thirty-acre tract facing the Arabian 
Sea. As recently as 2005, the hotel was operating as a three-
star property. The main clientele is leisure, with approximately 
15 to 20 percent conference business. The guests are (in 
descending order) Indians, Western Europeans, Americans, 
and East Asians. All these guests give the hotel feedback using 
its Guest Satisfaction Tracking System (GSTS).

The Taj Goa’s management team wanted to reposition it as 
a five-star resort property and make it a market leader in Goa. 
Therefore, the property was completely renovated to match 
the standards of international resort properties. In addition to 
renovating the property’s physical facilities, the hotel’s “ser-
vicescape” also had to be redefined to match its new image. 
To this end, extensive training sessions and certification tests 
were carried out to develop the necessary skills and attitudes 
among the employees. In spite of these efforts to revamp 
its service offering, however, the hotel had not yet claimed its 
true market position after the first year following renovation. 
The RevPAR index remained at 0.96, barely at par with the 
market, and guest satisfaction scores remained only a little 
above 30 percent checking the “top box” or the highest rating 
on the guest satisfaction survey.1 At this point, the hotel under-
took a series of steps using the 7-I process to innovation.

The 7-I Process to 
Hospitality Innovation
The 7-I process begins with inspiration and proceeds with 
insight, ideation, initiative, implementation, invigilation, and 
investigation. Each step depends in part on what is accom-
plished in the preceding step, gradually modifying and refining 
the innovation until it achieves the initial goal. A simple model 
of the 7-I process is depicted in Exhibit 1.

Inspiration
Any major change requires inspiration, the invisible force 
that guides the change process. Inspired employees and man-
agement have the motivation and commitment needed to 
bring about transformational change. Even though change 
often requires a prodigious effort on the part of everyone 

involved, with inspiration a team can effect and experience 
change more smoothly. Inspiration, which is the spark that 
sets the process of innovation in motion, might be provided 
by a person or by an ambitious target.

Inspiration involves a process of conscious discovery of 
the reality of a situation and then of developing a strategy to 
alter that reality. Targets are process-driven and generally 
provide more effective inspiration to employees, since all can 
aim for the same target. Leaders also provide inspiration by 
driving the change process, but their relationships with indi-
viduals will vary from case to case. A common target unifies 
the staff more reliably. At the Taj Goa, the employees of the 
hotel were made aware of the hotel’s new objective—to 
become a five-star resort for the leisure and tourist market of 
Goa—in a way that enlisted their efforts towards this common 
goal. This lofty objective instilled pride equally in the employ-
ees and the management team. Everyone knew that working 
for a five-star property would mean providing the highest-
quality professional service and amenities to the hotel’s guests.

Most employees are also inspired when management is 
open and transparent about its objectives, sharing the true 
status of the company, because it makes them feel valued 
and trusted. Therefore, the general manager shared with all 
employees a detailed picture of the hotel’s business situation, 
which showed the hotel was lagging behind its competition 
in terms of average daily rate (ADR), revenue per available 

Insight

Ideation

Initiative

Implementation

Invigilation

Investigation

Inspiration

Exhibit 1:
The 7-I Process

1. The RevPAR index is the revenue per available room divided
by the revenue per available room for the competitive set. See
Smith Travel Research (www.strglobal.com).
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room (RevPAR), and occupancy (Ottenbacher and Gray 
2004). The general manager’s efforts to create awareness of 
the situation, combined with the ambitious nature of the target 
outcome, inspired the team to undertake the innovation pro-
cess wholeheartedly.

Insight
Insight is needed to turn inspiration into results. Effective 
innovative cannot occur in isolation. Instead, innovation 
requires deep understanding of the processes that are to 
undergo change and of how to bring about that change. The 
team must have a thorough insight regarding the environment 
in which change is to be effected and must identify the factors 
that promote the process. Each step in understanding the 
various environmental factors is a moment of insight. In a 
hospitality environment, innovative insight is crucial because 
it is not possible to run a controlled experiment to understand 
the effects of various forces on the change process. It is 
therefore through insight that the team comes to understand 
what might happen if a particular factor is altered in light of 
the objective.

In this case, personalizing the guest experience was the 
critical factor (see Victorino et al. 2005). Four Seasons has, 
for example, constantly differentiated itself from other hotels 
based on its ability to provide personalized service to its 
guests. This personalized service helps Four Seasons to remain 
on top of the market (Talbott 2006). The Taj Goa sought 
insights into how to personalize its service by tailoring services 
and amenities to meet its guests’ high expectations. Develop-
ing this insight is an integral part of innovation, to allow 
development of a process to implement personalized service. 
Such a process should be able to provide a framework that 
creates knowledge for developing definitive guest experi-
ences, which generally result in higher guest satisfaction and 
incremental revenue increases (see Prasad and Dev 2002).

To redesign its services, the Taj Goa sought guest feed-
back on its existing operations. According to a senior Taj 
Goa manager, “Guest feedback is the first step to know our 
guests. Feedback of all types—complaints, compliments, and 
suggestions—should be welcome. Complaints provide the 
most important insights, and we need to encourage our employ-
ees to share the complaints without fear of reprimand.”

Taj employs a proprietary customer feedback system to 
collect, record, and track guest feedback in a meaningful 
format (see Exhibit 2). Employees can upload guest feedback, 
which can then be seen on a real-time basis by the top man-
agement of the hotel as well as that of the company.

This process revealed another insight into the guest feed-
back process. Because the guest feedback channels that hotels 
use vary in richness, not all channels are equally attractive 
to guests. Research shows, for example, that guests are dis-
inclined to use guest-comment cards typically found in the 

guestroom. Direct conversations with hotel management, on 
the other hand, are more likely to yield useful information. 
This is particularly true for guest complaints, as 49 percent 
of guests prefer registering complaints with a manager rather 
than with a line-level employee or by writing on an in-room 
guest comment card (Susskind 2006).

Ideation
Ideation is the process through which a team striving to bring 
about change develops new ideas directed at solving problems 
(Jones 1996). An effective innovative idea must be grounded 
in reality and bear directly on key factors in the change pro-
cess. From a potentially limitless stock of ideas, those that 
are realistic and easy to understand and implement best sup-
port the innovation process. Being realistic also makes ideas 
easily communicable to the entire team. All stakeholders—
employees, management, and guests—should become part 
of the idea-generating process, because an idea that is not 
supported by all stakeholders is unlikely to realize its full 
potential. Achieving buy-in from all stakeholders leads to 
the easy implementation and effective functioning of an idea. 
A good way to achieve buy-in is to openly discuss a promis-
ing idea with the change team and allow its members to share 
their concerns and suggestions for improvement. Such trans-
parency and full participation leads to a richer understanding 
of the ideation process and a more effective outcome.

To foster proper recording and transmission of com-
plaints, the general manager of the Taj Goa swept away the 
typical (and cumbersome) process of registering complaints 
in writing. Instead, the general manager’s novel idea was to 
encourage employees to share guest complaints using the 
telephone.

Calls of this type went to a centralized guest services desk 
in the housekeeping department. This desk was designed to 
collect all guest requests and complaints so that they could 
be brought to the management’s attention. When an employee 
receiving a guest complaint phoned guest services, the atten-
dant at the desk would text a group short service message 
(GSSM) to the mobile phones of all heads of department and 
managers—instantly alerting every department about the 
complaint. This innovative approach made computer access 
unnecessary, and most guest-facing employees carry mobile 
phones at all times. Once the complaint was texted, the 
responsible department could contact the guest and work on 
appropriate service recovery. Other departments could also 
follow up by treating the guest with extra care throughout 
the rest of the stay. This not only ensures that the complaint 
is not repeated but enhances the guest experience in a way 
that compensates for the problem that provoked the com-
plaint. Not every idea works as well as this one did, but each 
idea should be considered carefully to see whether it fits with 
the original inspiration and insights.
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Initiative

Even with inspiration and insight, a great idea can be highly 
effective only if it is backed up by an initiative, the plan of 
action through which an innovation is implemented. Initia-
tives must be carefully designed service delivery methods 
that can transform ideas into reality. An effective initiative 
works as a catalyst between an idea and the implementation 
stages of the innovation cycle. The initiative stage is in that 
respect similar to the soft launch of a hotel. That is, an idea 
is soft launched and run for a certain period of time. During 
this trial period, employees and management can assess the 
efficacy of the idea and look for opportunities to improve it. 
The initiative stage ensures that the idea is ready to be imple-
mented and does not run off the road once it has been imple-
mented. As the wheel of innovation runs, the initiative stage 
touches each process in the organization. This helps to intro-
duce new ideas into existing processes and incorporate the 
relevant ones permanently into the system.

When the complaint management system was soft 
launched at the Taj Goa, the general manager observed that 
many complaints were “lost” in the course of daily opera-
tions. As we have noted, the way in which a complaint is 
registered matters. For example, a complaint reported to guest 
services in the register will not be available for any type of 
analysis. Also, no one can know how many complaints 

occurred on a particular date or what was done to ensure 
proper service recovery in each case. Therefore, the team 
felt that the system should be slightly modified to incorporate 
a tracking system for complaints. A complaint would be 
recorded on a shared Excel spreadsheet for guest services 
(see Exhibit 3). This system ensured that all complaints would 
be available to everyone with access to a computer in the 
hotel. The general manager would review the complaints 
once each day to ensure that proper service recovery had 
been achieved. This initiative was easy to understand and 
implement. The process also ensured that the hotel’s senior 
management team learned of and could effectively track 
guest complaints. This process helped to ensure that most 
guests leaving the hotel would depart happy in spite of the 
service issues they had encountered.

The new system for sharing complaints, however, raised 
a different challenge. In particular, the managers who were 
responsible for a department in which a complaint occurred 
felt uncomfortable. Employees could now directly com-
municate a complaint to guest services (and eventually the 
general manager) without first checking with their own 
department managers. Therefore, most managers and heads 
of departments were discouraging their employees from com-
municating complaints. When the general manager became 
aware of this situation, he again changed the process. Now, 
the employee reporting the complaint had to inform the 

Exhibit 2:
Guest Feedback System Developed at Taj Resorts, Hotels, and Palaces
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appropriate departmental manager after reporting the com-
plaint to guest services. The employee was assured that no 
disciplinary action would be taken for reporting a complaint. 
The department heads were also told that the process was 
being run on a test-case basis and that the number of com-
plaints originating in their departments would not affect their 
performance appraisals. This effectively removed the incen-
tive on the part of managers to hide complaints. In reality, of 
course, complaints from any given department do reflect poorly 
on the department manager, so it took some time for the entire 
team to commit to open sharing of guest complaints.

Implementation
The real test of an idea takes place during the implementation 
process. For implementation to work, an idea has to be com-
municated effectively to all stakeholders. Rarely do the people 
who develop an idea assume primary responsibility for its 
implementation. For example, most ideas originate with or 
are approved by top management and then implemented by 
supervisors or frontline employees. Implementation is there-
fore the time during which gaps in understanding between 
management and frontline employees are revealed. An idea 
that top management finds easy to understand may be incom-
prehensible to frontline employees. Another challenge that 
arises during the implementation phase is that the scale at 

which the idea is to be implemented broadens. An idea that 
seemed to work well when tested in a small focus group might 
yield different results when introduced into the complexities 
of a hotel. Thus, the real-world test of an innovation process 
is crucial.

The innovation process is fragile during the implementa-
tion phase, because even momentary or minor failures can be 
magnified. Thus, management must communicate frequently 
to keep concerned employees well informed about the imple-
mentation process and its outcome. This requires a certain 
degree of agility on the part of management, which must 
respond to and adjust for small glitches as quickly as possible 
to keep the process moving. Should a major failure occur, the 
buy-in effect dissipates rapidly, thus potentially killing the 
innovation before it has been thoroughly tested.

In the case of the Taj Goa, the general manager announced 
the introduction of the new role of guest services and the 
complaint management system at one of the monthly staff 
“town hall” meetings, which are official yet informal gather-
ings of all employees and managers. The general manager 
explained the rationale for the innovation and the exact pro-
cess that had to be followed in operating the new complaint 
management system. He also met with the employees’ union 
separately and assured its officers that all union members 
understood the process and what it was trying to achieve. 
Those responsible for training departmental staff were first 

Exhibit 3:
Complaint Management Tracking System at Taj Holiday Village Goa
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trained in the operation of the process (Ottenbacher, Shaw, 
and Howley 2005), and these departmental trainers in turn 
trained the remaining staff to ensure that the entire team was 
clear about the process. Training follow-up included displays 
of process charts in each department that clearly outlined the 
process to be followed for reporting complaints.

The successful implementation of the complaint process 
created an ironic and awkward outcome—a noticeable 
increase in complaints registered in the system as compared 
with the same period in the previous year. Contrary to past 
practice, the complaint management system ensured that all 
complaints were reported and recorded. At the same time, 
these complaints were fed into the customer feedback system 
of the Taj Goa. This created a delicate situation, because cap-
turing all complaints made the Taj Goa’s complaint rates seem 
high in comparison with those of other Taj hotels. Since this 
was a pilot project and was running solely at the Taj Holiday 
Village Goa, the hotel alone would be responsible for any 
company-wide spike in reported complaints. Indeed, corporate 
management noticed the number of complaints and queried 
the general manager regarding those numbers. He explained 
that the new awareness of guest complaints made it possible 
for the hotel to address those complaints effectively—thereby 
eventually raising guest satisfaction scores. Those predictions 
were borne out when guest satisfaction rose almost 10 percent 
after the system was fully in place, the property’s RevPAR 
rose by 1,000 rupees (about $20), and the RevPAR index 
rose to 1.10—a remarkable swing from below fair share to 
10 percent above fair share of the market. Despite these favor-
able numbers, the guest complaints increased at an even higher 
rate than did the guest satisfaction scores or the RevPAR 
index. Still, the Taj Goa could point to a successful imple-
mentation of its process and service innovation.

Invigilation
Once an innovation has been implemented, it must be invigi-
lated, a term borrowed from examination proctoring that means 
monitoring. In short, one must ensure that the process is run-
ning as intended, since the long-term success of an innovation 
requires continual monitoring and supervision and the staff’s 
commitment to it. Particularly in large organizations, employ-
ees require a good deal of handholding long after an innovation 
has been implemented. Threats to the innovation come from 
a changing business environment, employee confusion, and 
the human tendency to modify processes that one does not 
enjoy or understand. Management also must maintain a reliable 
training regime for new employees. Careful monitoring of the 
innovation process helps ensure full implementation, and 
observation based on invigilation can result in modification 
of the innovation when so indicated. Thus, as the innovation 
changes the organizational culture, it may become clear that 
the innovation must be modified to achieve its goals.

In the case of the Taj Goa, invigilation led to a substantial 
modification of the complaint monitoring plan that involved 
switching to a proactive stance. The additional problem to be 
solved was guests’ lingering dissatisfaction, even when a com-
plaint was reported and addressed. Despite an assertive service-
recovery process, the guests usually did not rate the hotel as 
“excellent” on the guest satisfaction survey. In many instances, 
no matter how effectively a complaint was addressed, the guest 
still recalled that something “not good” occurred. The general 
manager’s analysis of the guest feedback statistics showed 
that there was a constant bias toward reporting and recording 
of complaints. Though it is extremely important for a hotel to 
acknowledge guest complaints and act on them, guests’ rating 
of a hotel depends crucially on guest delight. The hotel can 
correct a problem, but the hotel is completely forgiven only 
when the overall guest experience is highly positive.

As a result, the Taj Goa altered its program to include a 
proactive approach to determine guests’ likes and dislikes. 
Most upscale hotels send guests a prearrival questionnaire to 
learn about their personal preferences and to create a service 
blueprint. Research shows, however, that e-mails or other 
written exchanges with the guest history manager are not rich 
sources of communication for guests (Ottenbacher, Shaw, and 
Howley 2005). Most guests prefer face-to-face interaction 
with the senior management of a hotel. Therefore, at the Taj 
Goa, the guest complaint management system was modified 
to include meetings between guests and senior managers, both 
to forestall problems and to resolve issues before they became 
severe enough to provoke a guest complaint. If a guest had a 
problem, he or she could instantly find a manager to resolve 
the issue. While the personal contact would likely lead to an 
increase in the number of complaints, it would also ensure 
prompt responses. Managers would attend to complaints 
directly, thereby demonstrating to guests that their satisfaction 
is important to the property.

This modified idea was put into practice with regular meet-
ings of guests and managers. Each manager was assigned a 
certain number of rooms and was responsible for meeting the 
guests occupying those rooms upon the guests’ arrival, to plan 
a customized experience. Since the guests were in Goa for an 
experience, they appreciated this gesture, and the manager 
could explain all of Goa’s attractions. The manager would 
also leave his or her contact details with the guest, so that the 
guest could call the manager with any suggestions, complaints, 
or inquiries. Once again, guest feedback was tracked on an 
Excel spreadsheet that would be updated any time a manager 
met with guests (see Exhibit 4). Among other advantages, the 
continual monitoring of the guest meeting process ensured 
that all guests would eventually meet with a manager before 
they left. This process helped the hotel to understand and 
record the individual needs of all guests, which in turn led to 
a marked improvement in the quality and quantity of informa-
tion that was available to the hotel’s staff. Most guests now 
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had their preferences marked out, which helped the staff honor 
guest preferences on return visits.

Although frontline employees, who interacted most fre-
quently with guests, should be able to identify guests’ prefer-
ences, the general manager observed that employees had no 
incentive to share what they had learned. The general manager 
therefore created an incentive by rewarding employees for 
identifying a certain number of guest preferences each month. 
They also understood that delighted guests would leave higher 
tips for all. This realization led to increased reporting and 
recording of guest feedback. The higher information level 
with which the guests’ preferences were recorded further 
improved the quality of services for the guests.

Investigation
The observations from the final phase allow an investigation 
of the various cause-and-effect relationships that have 
occurred with an innovation, many of which are not apparent 
prior to implementation. Moreover, management must inves-
tigate any unexpected outcomes. The difficulty with designing 
a process is that one cannot ascertain with certainty the out-
come except through invigilation after implementation. Upon 
investigation, it may be determined, for example, that seem-
ingly unrelated services have affected the innovation’s out-
come. Thus, an investigation requires objective and analytical 

thinking, as well as rigorous analysis, to identify and assess 
cause-and-effect relationships between various service ele-
ments. These analytical findings can then be used to fine-tune 
the servicescape.

In the case of the Taj Holiday Village Goa, the guest-
manager interaction process improved the quality of guests’ 
feedback dramatically. The ensuing investigation of guest 
dissatisfaction identified the following three causes for 
80 percent of the complaints:

1. room not ready on arrival,
2. too long of a wait for breakfast at the restaurant, and
3. inconsistent servicing of room by housekeeping.

Management then analyzed the source of each of these com-
plaints, all of which were based on unrealized but reasonable 
expectations. Unready rooms stemmed from the hotel’s policy 
that set both check-in time and check-out time at 12:00 p.m. If 
a departing guest did not vacate the room until the noon dead-
line, housekeeping did not have time to turn the room if it was 
needed for a guest arriving at noon. Since Goa is easily acces-
sible from Mumbai (the main feeder market for domestic tour-
ists), most guests would plan to arrive by 12:00 p.m. One would 
not be surprised if a guest lodged a complaint in such a case.

The wait for breakfast occurred primarily because the res-
taurant had only 144 covers for 142 rooms. With an average 

Exhibit 4:
Guest Meeting Tracking Report, Taj Holiday Village Goa
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occupancy of 77 percent, the average house count was 243, 
as most rooms were on double occupancy. Enjoying a relaxed 
holiday schedule, most guests came to breakfast between 9:00 
and 10:00 a.m. The mismatch of restaurant size and guest 
patronage at this time created tremendous pressure on the 
service staff and longer wait times for guests.

As was the case for the rooms being unready, the incon-
sistent service on the part of housekeeping staff was caused 
by the overlap of the check-in and check-out times, augmented 
by ineffective training.

The matter of unready rooms was easily remedied. The 
general manager requested corporate approval to shift the 
hotel’s check-in time to 2:00 p.m., while keeping the check-out 
time at noon. Adjusting the restaurant capacity took more work 
but also was easily accomplished. The breakfast preparation 
work was shifted to a satellite kitchen. Since breakfast is mainly 
a buffet, this did not lead to any larger operational problems. 
The kitchen space thus released was converted to additional 
seating space as part of a larger renovation. This increased the 
number of covers to 236, which could more easily accom-
modate the breakfast rush. On days when occupancy peaked at 
100 percent, the adjoining restaurant would be opened with a 
separate buffet to ensure that guests enjoyed prompt service.

With the check-in and check-out time resolved, manage-
ment could focus on training to ensure housekeeping consis-
tency. To strengthen the verbal training program, the general 
manager advised trainers to adopt pictorial training methods, 
as shown in Exhibit 5 (see Robson and Pullman 2006). When-
ever a housekeeper checked rooms, she would photograph 
mistakes, correct them, and take photographs to show the 
proper, corrected arrangement. Comparing the pictures at 
departmental briefings made it easy to clarify issues with 
room attendants. To reinforce this learning, the hotel changed 
the room attendants’ pay package to include incentive pay. 
This incentive was paid monthly based on the percentage of 
excellent ratings on the guest satisfaction survey and on points 
scored during room checks (Sturman 2006).

Effective Innovation

These steps helped reduce complaints dramatically and 
improve guest satisfaction scores by 20 percentage points on 
average (see Exhibit 6). The hotel’s RevPAR increased to 
the highest level in the market, with the RevPAR index mov-
ing up to 1.17, or 17 percent above its fair share of the market. 
In doing so, the hotel became the market leader in Goa. Based 
on an analysis of guest satisfaction scores from July 2006 to 
December 2008 and the complaints for the corresponding 
periods, the correlation between the number of complaints 
and the corresponding overall satisfaction score for that 
month is –.573 which is significant at p = .01 for a two-tailed 
test.2 This demonstrates that the satisfaction scores increased 
due to reduction in the number of complaints. (The regression 
equation shows a adjusted R-squared of .305 at a significance 
level of .001.) The interaction with the guests and the per-
sonalized service accounted for the remaining part of the 
increase in the overall satisfaction score.

Reflection
The general manager thought that it was important to carry out 
the 7-I process of innovation in a sequential manner, with feed-
back loops where appropriate. Each step of the process was 
informed by its predecessors. In particular, investigation allowed 
the general manager to understand the efficacy of the processes. 
When the general manager implemented the complaint escala-
tion process through mobile SMS, for example, it did not lead 
to substantial rise in the satisfaction scores. This required the 
general manager to return to earlier steps of inspiration and 
insight, which led to the focus on personalized service. This in 
turn led to the idea of the Guest Meeting Tracking Report. 
Thus, the innovation process went through the cyclical process 

Exhibit 5:
Pictorial Method of Capturing Housekeeping Inconsistencies

Note: The image on the left shows the wrong configuration, while the image on the right is the correct configuration.

2. SPSS 17.0 was used to get these results. The data tables are
available from the first author.
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of the 7-I process. The results were that the Taj Goa achieved 
an increase in GSTS scores and a reduction in complaints.

Conclusion
This case study underlines the key point that innovation in a 
resort hotel—or any hospitality operation—is a complex process 
involving products, people, and process. By following the seven 
steps of the 7-I process, a hotel property or brand can innovate 
in a logical manner. The process at the Taj Holiday Village Goa 
took two years to show results—and then only after several 
midcourse adjustments. We have seen in this case study that 
implementation of a successful innovation involved the identi-
fication and correction of a series of problems, some of which 
could not have been anticipated in the early stages of the process. 
By keeping focus on crucial organizational parameters, the Taj 
Goa was able to ultimately validate a successful innovation.
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