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Here are 20 ways to focus more closely on satisfying hotel guests&mdash;thereby making more

money for the property.

he cornerstone of marketingis the marketing concept,
which involves identifying and satis-
fying the needs of a particular mar-
ket more effectively, efficiently, and
profitably than competitors do. In a
recent comprehensive study on best
practices in the lodging industry
conducted by researchers affiliated
with the Cornell University School
of Hotel Administration, certain
companies were identified as being
notable for their marketing efforts.’
These best-practice champions
identified by peer organizations and
managers (see Exhibit 1) were rec-
ognized for having placed the satis-

faction of customer needs at the
forefront of company concerns and
for matching what customers want
with what the product offers.

In this paper we provide an over-
view of these champions’ innovative
practices within key areas of mar-
keting. We first examine those com-
panies that have excelled in sales
management and then follow with a
discussion of champions in the area
of promotions. We next identify and
explain the practices of our champi-
ons in other key areas of marketing,
including channel relationships,
target marketing, marketing re-
search, product development, and

1 The full study is available in Laurette Dub&eacute;,
Cathy A. Enz, Leo M. Renaghan, and Judy A.
Siguaw, American Lodging Excellence: The Key to
Best Practices in the U.S. Lodging Industry (New
York: American Express and the American Hotel
Foundation, 1999); for a summary of the study
methodology, see: Laurette Dub&eacute;, Cathy A. Enz,
Leo M. Renaghan, and Judy A. Siguaw, "Best
Practices in the United States Lodging Industry:
Overview, Methods, and Champions," Cornell
Hotel and Restaurant Administration Quarterly,
Vol. 40, No. 4 (August 1999), pp. 14-27.
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pricing. Each section concludes
with insights obtained from the
implementers of these practices to
assist those who may want to adapt
and improve the practices for the
benefit of their own firms.

The Key to Sales Management
Sales constitutes the lifeblood of any
business. A recent marketing text
nicely summarized the overall ob-
jective of sales thus: &dquo;to build a rela-
tionship-a partnership-by provid-
ing long-term benefits to both the
seller and the customer.&dquo;’ In accor-
dance with this two-prong sales

objective, it should be no surprise
that those hotels that place an em-
phasis on managing the sales func-
tion are also those which typically
report the highest levels of profit-
ability. True to form, our sales
champions reported that imple-
menting their best practice resulted
in higher occupancies, an increase in
ADR, enhanced gross operating
profit, and, frequently, improved
guest satisfaction. Indeed, as the best
sales-management practices in-
cluded herein illustrate, satisfying
customer needs is at the center of
successful hotels’ selling efforts, al-
though each organization or prop-
erty has chosen a different route by
which to provide long-term benefits
to its target market. Exhibit 2 sum-
marizes the 20 marketing best prac-
tices that we studied, including a
description of the practice, the
method of implementation, and
information on the contact person.

Best Sales Practices

We found that the best sales-man-

agement practices fit into the fol-
lowing three categories: (1) sales
training and performance measure-
ment, (2) sales-force restructuring,
and (3) sales strategy. As the cases

we discuss demonstrate, each of
these practices involves focusing
directly on target markets.

Sales training and perfor-
mance measurement. We found
that training is an effective way to
redirect and improve sales. For ex-
ample, Residence Inn sought a new
sales strategy to better define the
needs of its market, while ACCOR
North America recognized the need
to differentiate the company from

competitors. As a result, each of
these companies designed custom
training programs for their sales
forces. Residence Inn created a pro-
gram to train its sales force on how
to approach and sell to the chain’s
target extended-stay market. In a
mandatory, week-long program,
salespeople are taught that the most
effective means of prospecting for
the extended-stay market (tradition-
ally a difficult customer segment to
identify) is to target three corporate
groups: (1) training departments, as
they may offer two- to three-week
classes; (2) human-resources depart-
ments, which will know of employ-
ees who will be relocating to a par-
ticular area; and (3) specific
departments or functional areas that
are likely to be involved in project
assignments, such as an information-
technology installation, which may
require programmers, engineers, and
system installers to be on site for

lengthy periods of time. Once the
prospects have been identified, the
sales force turns to determining the
prospects’ needs and explaining the
benefits to them of lodging with
Residence Inn.

ACCOR, on the other hand,
crafted a model of customer-rela-

tionship development that identified
customer expectations at each of
six stages in their development of
a relationship with the firm, as
shown in Exhibit 3 (on page 37).
The model identified the key selling
activities that the sales team must

employ at each stage of the sales

process to meet customer expecta-
tions. Each phase has a performance
measure that allows a constant
evaluation of each sales team’s

achievements
Sales-force restructuring. A

desire to accomplish better cross-
selling of properties and customers
was the driving force behind the
implementation of restructuring
practices for several champions-
including Embassy Suites of Greater
Minneapolis, Marriott International,
and Swiss6tel. Embassy Suites reor-
ganized the offices in one of its
properties and created a central
reservation system for three-soon
to be four-nearby properties in
Minneapolis. The total number of
employees in reservations sales over
the three properties was reduced,
while staffing hours increased. An
upgraded computer system and a
more sophisticated telephone system
provided the consolidated sales force
with the tools it needed to effec-

tively serve all the hotels. Moreover,
the new sales group accepted addi-
tional responsibilities, including
revenue management, forecasting,
and preparing rooming lists. Costs
for the centralized system are allo-
cated to each hotel based on relative
number of units.

Swissotel’s practice places what it
calls a global team leader in the
location from which the greatest
percentage of a given key account’s
business is generated. Then it assigns
regional team leaders in other geo-
graphic sectors for the same key
account. The sales team then can

provide sales support to the key
account by using the information
on the account contained in the

global sales system. For example, say
that a multi-national company, XYZ

Corporation, is &dquo;owned&dquo; by the
northeast sales division, where the
majority of its business originates.
Swiss6tel would assign its global
team leader to the northeast divi-

sion, while other geographic areas

2 Barton A. Weitz, Stephen B. Castleberry, and
John F. Tanner, Selling: Building Partnerships,
second ed. (Chicago: Irwin, 1995), p. 6.
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in which XYZ has a presence
would host regional team leaders.
Under this sales structure a particu-
lar sales manager may be a global
team leader for one key account and
a regional leader on another key
account. The global and regional
team leaders’ sole responsibility is
selling.

Marriott International developed
several sales innovations. One inno-

vation, known as a &dquo;customer cen-
tric&dquo; sales force is similar to
Swissotel’s practice. Marriott’s cus-
tomer-centric organization places
salespeople where customers are
located rather than in a Marriott
hotel. Another new practice is
event-booking centers (EBCs). Each
EBC is a small-meeting-reservation
center that books meetings involv-
ing 50 or fewer guest rooms at a set
of between five to 20 hotels of all
Marriott brands. The result is that
such customers enjoy one-stop
shopping, because their telephone
calls are transmitted directly to the
booking center and not to an indi-
vidual hotel.

Unlike the other champions in
this section, the Holiday Inn Ex-
press-Cripple Creek was concerned
about selling just one property To
that end, its managers believed sim-
ply that every employee should
directly contribute to the profitabil-
ity of the hotel. Consequently, this
hotel exemplifies the belief enunci-
ated by Helmut Knipp, president
and CEO of Lexington Manage-
ment Company, that the &dquo;whole
hotel is the sales department&dquo; by
making every employee a sales asso-
ciate. Indeed, job descriptions for all
hotel positions begin &dquo;every em-
ployee must be sales-promotion
minded.&dquo; Hence, all employees, from
the night auditor to the front-office
clerks, contact prospective guests
and follow up on leads. The em-

ployees work to improve &dquo;interior
sales&dquo; by increasing interaction and
service to current guests, and seek
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to enhance &dquo;exterior sales&dquo; by identi-
fying and calling potential guests.
During the late evening shift, for
instance, the night auditor faxes mes-
sages to a list of leads expressing the
hotel’s interest in accommodating
these guests. Then each front-office

employee follows up those late-night
faxes with a minimum of ten daily
personal visits or telephone calls.

Sales strategy. The Pierre’s man-

agers believed that its GOP was not

being maximized because the hotel
was too aggressive with group sales
(compared to independent-traveler
sales). Rooms occupied by groups
were typically discounted, even dur-
ing peak periods when the hotel
could otherwise have charged rack
rates. Using the Delphi property-
sales system and selective sell targets,
managers placed a strict limitation
on the number of group rooms allo-
cated for each day. After restricting
group sales, The Pierre focused on
introducing new clients to the hotel
by carefully limiting its target mar-
kets to persons in the entertainment
and fashion industries, plus selected
overseas customers. Serving these
target markets has allowed The
Pierre to be more aggressive in
achieving rack rates. The hotel also
integrated the enhanced services
demanded by those clients, and the
additional cost of those services was
offset by higher room rates.

Success of the Practices

All our champions reported financial
improvements as a result of their
sales practices, and most have noted
an increase in customer satisfaction.
ACCOR’s Sofitel brand, for instance,
saw an increase in sales-team perfor-
mance scores from 88 percent to 95

percent in just one year. Similarly,
since Swiss6tel began focusing on
key accounts it has garnered a 25-
percent revenue increase of $9 mil-
lion from just 150 accounts. Resi-
dence Inn assessed its success via

occupancy rates, which have reached

approximately 85 percent, and Rev-
PAR, which is up 4 percent. Marri-
ott International’s sales force under-
scored its successful achievements by
earning the honor of being the only
lodging chain over the last two years
to place in the top 25 of Sales and
Marketing magazine’s sales-force
rankings.

Embassy Suites-Greater Minne-
apolis also reported higher occu-
pancy rates and an increase in ADR.
The central reservation system has

significantly increased the front-desk
employees’ ability to spend more
time personalizing their guest ser-
vices. As a result, the three hotels
that share the central reservation

operation have consistently scored
in the top 10 percent of all Promus
hotels on two different measures of
customer satisfaction.

Likewise, the Holiday Inn
Express-Cripple Creek has recog-
nized improvements in financial
performance and customer satisfac-
tion. Occupancy has jumped from
a range of 55 to 60 percent to 76 to
80 percent, and its ADR is among
the highest of all Holiday Inn Ex-
press hotels. In addition, the hotel
has received Holiday Inn awards for
guest satisfaction over each of the

past four years and has received the

Cripple Creek award for the best
hotel operation each year as well.

The Pierre’s efforts to remix its
business and focus on well-defined

target markets have resulted in sig-
nificant financial success, and based
on its high retention rate, guest sat-
isfaction is also enhanced. The
Pierre reports that GOP has tripled,
and ADR has increased by 7 to 11.5
percent in each of the past three

years. Occupancy has increased from
70 percent in 1995 to 81 at the time
of our writing (1998), and guest
retention is hovering at 65 percent.
Furthermore, room rates are near
$500 per night, and rack-rate busi-
ness comprises 31 percent of total
room revenues during the year.

Insights
Each of these sales-management
champions recognized that they
were forfeiting money because their
sales function did not simulta-

neously provide the greatest profit-
ability and customer satisfaction. As
a result of that awareness they devel-
oped and implemented a variety of
sales innovations. For those manag-
ers who are considering implement-
ing similar practices, we offer the
following insights garnered from the
champions whom we studied. First,
developing and implementing these
best practices required hard work,
analysis of much information, clear
communication, and adequate de-
velopment time. Depending on the
practice, time requirements for study
and implementation may range
from three to 18 months. Second,
managers should avoid initiating a
new program during the hotel’s
busiest season. Third, managers
should remember that service to the

guest is a critical factor. Hence, it is
the responsibility of the sales force
to identify what customers want and
then help them satisfy those wants.
Consequently, as so aptly stated by
Richard Hanks, executive vice-
president of sales for Marriott Inter-
national, hotel salespeople must be
&dquo;customer- and solutions-oriented
business people.&dquo; Fourth, managers
must carefully define their target
markets and determine the best way
to reach this customer set. Lastly,
sales innovations should be under-
taken only if they will effect a posi-
tive impact on yield and RevPAR.

Promotion

Promotion involves communicating
directly with consumers to explain
how the product’s features will pro-
vide the benefits the consumer is

seeking.’ Promotional communica-

3 David W Nylen, Advertising: Planning, Imple-
mentation, and Control, fourth ed. (Cincinnati:
South-Western Publishing Co., 1993).
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tion may take several forms, includ-
ing advertising and sales promotion.
Advertising is an organization’s paid
communication about a product or
service. Sales promotion, on the
other hand, provides incentives to
the consumer to encourage the pur-
chase of the product or service. The
best practices in advertising and
promotions were undertaken by the
Farmington Inn, the Inn at Essex,
Motel 6, Travelodge, Abbey Group
Resorts, and Clarion Hotel-Com-
fort Inn & Suites (see Exhibit 2).

Only one of our best practice
champions, the Farmington Inn,
developed its outstanding promo-
tional practice serendipitously-in
this case, out of a desire to provide
information to the guests about
attractions in the surrounding area.
Guests of the Farmington Inn fre-
quently queried the staff about area
attractions. To make this informa-
tion readily available to all guests,
Richard Bremkamp, director of sales
and marketing, wanted to do some-
thing more special than the simple
one-page typed sheet suggested by
the general manager. Instead, to
make the assignment interesting,
Bremkamp developed a storybook,
The Farmington Lady, that blends
fact and fiction with photographs
to introduce the reader to the

Farmington Inn and the history of
the surrounding area. Not inciden-
tally, the story serves as a guide to
Farmington’s tourist attractions. The
inn places the booklet on the pillow
in each guest room so the guest can
read about the local area. The book
takes 30 to 40 minutes to read, and
guests are free to take it with them.

Unlike the Farmington Inn’s
booklet, the best promotional prac-
tices for the remainder of our cham-

pions derived from the traditional
need to create greater brand aware-
ness and to develop an appealing
image that would increase the
brand’s perceived value. For example,
the opening of the Inn at Essex was

strained by numerous external prob-
lems : a general recession started; the
inn was located on an unfinished

highway and in a low-traffic area;
and its advertising budget was almost
nonexistent. With failure appearing
imminent, Linda Seville, the inn’s
director of marketing, developed the
idea for a &dquo;moving billboard.&dquo; This
advertising program wrapped a city
bus in vinyl with a photograph that
featured the inn’s distinctive archi-
tectural style and conveyed a roman-
tic, quintessential Vermont-country
feel. One reason for advertising on
this particular bus was that the route
took it past competing hotel proper-
ties, as well as other downtown loca-
tions-thus providing much needed
exposure for the inn.

Our next champion, Motel 6,
introduced its now-legendary &dquo;we’ll
leave the light on for you&dquo; advertis-
ing campaign over a decade ago.
Prior to that campaign, Motel 6 did
not have a cohesive, chain-wide
promotional program. The theme of
the campaign was to emphasize Mo-
tel 6’s low prices and value in a
down-home, friendly, hospitable, no-
frills presentation that would clearly
identify Motel 6 as a major player in
the budget market. To that end, Mo-
tel 6 retained Tom Bodett, a resident
of Homer, Alaska, to deliver the
message with his trademark brand of

folksy humor. Although the ads’
emphasis has evolved over time, the
commercials have continued to fea-
ture their original folksy theme.

Travelodge is recognized as a
best-practice champion because it
created a guest-loyalty program, a
practice rarely found in the budget-
hotel segment, and focused it to
reach two critical market seg-
ments-leisure guests and seniors. To

begin with, Travelodge made it easy
to join its frequent-guest program
by developing a membership form
that contains a detachable plastic ID
card that could be used immediately.
The remainder of the form could be

The best practices in

marketing take many forms,

but all focus first on

customer needs.

....................................................................... &dquo; ~.

 at CORNELL UNIV on September 10, 2014cqx.sagepub.comDownloaded from 

http://cqx.sagepub.com/


40

completed at the guest’s leisure.
Moreover, loyalty awards began at a
low threshold of just 250 points,
meaning that a guest could partici-
pate in the program after only a
three-night stay. When a guest
reaches 750 points, Travelodge mails
a membership card with the guest’s
name embossed in gold, which rec-
ognizes the guest as a Travelodge
VIP. The VIP card allows the guest
some special privileges, such as free
local phone calls. Additionally, guests
with at least 750 points periodically
receive complimentary items, such as
movie tickets, a road atlas, and a pre-
paid phone card. In conjunction
with their loyalty program,
Travelodge developed a catalog of
items targeted to its selected markets,
which can be purchased by redeem-
ing Travelodge miles. The catalog is
reviewed each year to keep it cur-
rent and fresh.

Abbey Group Resorts developed
a new twist on the stay-another-day
concept by creating a new promo-
tion labeled Return Special Value
Program (RSVP). RSVP offers an
incentive to meeting planners and
convention planners to encourage
their return as leisure guests. RSVP
offers the meeting participant a fu-
ture individual stay at the same hotel
at whatever group rate the person
paid. Abbey honors the group rate
for one year from the date of the

group function, subject to availabil-
ity. Thus, the Abbey Group has cre-
ated value for current customers,
while enabling meeting planners to
enhance their conference attendance

(by offering another benefit to their
clients).

Unlike our other champions,
Miami’s Clarion Hotel and Comfort
Inn & Suites targeted its sales pro-
motion to hotel employees. These
two separate, but jointly managed
hotels initiated a contest that moti-
vated employees to actively prospect
for sales leads. Called &dquo;Hot Leads in

Miami,&dquo; the contest encouraged

each of the two hotels’ 80 staff
members to submit to the sales of-
fice the name and contact informa-
tion of any company the employees
encountered in their travels. One

enterprising employee sent in man-
agers’ names, business names, and
phone numbers for every store lo-
cated in a nearby shopping mall.
Employees win prizes for those leads
that the sales department follows up
via telephone and sales calls.

Success of the Practices

Our respondents believe their prac-
tices have been successful-and they
have diverse measures to prove that
claim. The Farmington Inn story-
book, for instance, was so popular
that the booklet has been reprinted
many times, for a total run of 10,000
copies. Moreover, author Bremkamp
has written an additional booklet to

encourage repeat business. For his
clever idea, Bremkamp won the
Connecticut Innovative Business
award and the Stars of the Industry
award.

The Inn at Essex’s innovative

moving billboard attracted consider-
able media attention, but more to
the point, operators of motor
coaches traveling in the area called
the inn for information after seeing
the bus billboard. As a result, group
business grew 20 percent, and res-
taurant business increased by 15
percent as local residents also patron-
ized the property. Because the bus
traveled hundreds of miles per week,
the inn received much more expo-
sure than it would have from, say, a
stationary billboard or other forms
of advertising directed toward its
target market. The inn eventually
paid for wrapping a second bus to
further broaden its market exposure.

The Motel 6 advertising cam-
paign is the most decorated cam-
paign in lodging history, garnering
seven Clio awards, plus more than
100 other honors, including the
Mercury and Galaxy awards. The

campaign has also been linked to
increases in financial performance.
Shortly after the campaign began,
occupancy shot up eight points and
stood at 66.5 percent as of this writ-

ing, with an ADR of $37.50.
Travelodge can tout similar suc-

cesses. The guest-loyalty program
has helped Travelodge become one
of the fastest growing of Cendant’s
brands. Furthermore, Travelodge
Miles members stay longer, 2.1 I
nights compared to 1.7 nights, and
pay a slightly higher room rate than
do guests at competing brands.

Meeting planners have jumped
on Abbey Group’s RSVP program
and emphasize that benefit in their
promotional literature to encourage
greater attendance at their events.
Because the program allows the

meeting planner to provide added
valued for meeting participants at
no extra cost, the response from

meeting planners has been favorable.
While the program has only been in
existence a short time at this writ-

ing, 50 guests have already taken
advantage of this incentive. Further-
more, the additional business helps
offset the costs of employing full-
time, year-round employees in a
steeply seasonal hotel.

The Clarion Hotel-Comfort Inn
& Suites sales-lead contest produced
162 leads and a total of $10,749 in
traceable revenue in just a two-
month period. Thus, it was also
deemed quite successful. Addition-
ally, the contest increased morale
and generated excitement, especially
among housekeeping and mainte-
nance workers. Future contests are

planned.

Insights
From these best practices, managers
should appreciate that innovative
promotional programs: (1) require
spunky creativity, but not necessarily
large budgets (as illustrated by the
Farmington Inn and the Inn at
Essex), and (2) examining the prac-
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tices of hotels in other segments
may provide the inspiration needed
for a great idea. For example, loyalty
programs have been relatively com-
mon in upscale hotels for years, but
Travelodge was one of the first to
adapt that concept to the budget
sector.

For those managers seeking to
develop their own innovative pro-
motional campaigns, our champions
offer the following advice. First, the
storybook concept, the moving bill-
board, and even the guest-loyalty
program can be implemented by any
hotel operation. Ideas like these
require only a little imagination and
motivation. Second, the key to suc-
cess is to convey as part of the mes-

sage the experience sought by the
target market. Third, it is important
to create benchmarks and keep track
of the results of the program. Fourth,
you must identify what message can
be efficiently communicated in a
given advertising medium. For ex-
ample, the Inn at Essex suggests the
&dquo;40-40 rule&dquo;- devise a message
that can be effectively conveyed on a
40-foot bus traveling at 40 miles per
hour. Fifth, you must also determine
the precise message you want to
deliver and focus only on that mes-
sage. Motel 6’s success was based in a

large part on its emphasis in convey-
ing one specific factual message-
that it is the lowest-priced national
chain. Finally, remember that guest-
loyalty programs must be easy to
administer and not interfere with
the guest’s desire for a speedy
check-in and check-out.

Channels and Other Key Areas
Although sales and promotion are
important components of marketing,
many other marketing factors must
be successfully managed to develop
an effective marketing strategy. The
following champions have devel-
oped best practices that involve
other key activities in marketing,
ranging from channel relationships

to target marketing and product
development.

Channel relationships.
Cendant Corporation’s and US
Franchise Systems’ best practices
both focused on improving relation-
ships with franchisees. Cendant de-
veloped preferred-alliance agree-
ments with a number of major U.S.
corporations and then gave its fran-
chisees the opportunity to purchase
from these preferred vendors-re-
sulting in substantial savings to the
franchisee and revenue for Cendant.
USFS developed a more equitable
franchise agreement than is custom-

arily found in the industry-pre-
scribing lower transfer fees and tying
liquidated damages to property per-
formance. This &dquo;fair and reasonable&dquo;

agreement is credited with fueling
USFS’s rapid growth.

Target marketing. Effective
target marketing is the basis for
the best practices of Holiday Inn
Express-Helena and Knights Inn-
Summerton. The Holiday Inn
Express sought to attract the health-
conscious guest, a natural target
market since this property is located
near a medical complex. Its manag-
ers made the hotel smoke-free and
marketed the property as a healthy
lodging choice. Moreover, because
some of its guests may have stays of
several days while waiting for family
members to be discharged from the
nearby hospital, the hotel has added
many amenities not usually found in
an economy hotel, including com-
puter data ports, in-room coffee
makers, hair dryers, irons and iron-
ing boards, a fitness center, and a
business center.

The Knights Inn, a budget prop-
erty, developed a marketing program
on a shoestring to counteract a weak
local market. The property has de-

veloped its own mailing lists and
successfully targets its services to
fishing and golf enthusiasts to create
demand in its impoverished market.
Sales employees compiled the mail-

Managers should appreciate

that innovative promotional

programs require creativity,

but not necessarily large

budgets, and that examining

the practices of hotels in other

segments may provide the

inspiration for a great idea.
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ing lists from golfers playing at local
courses, local fishing guides, local
newspaper advertising, and the
hotel’s guest-history database. All
told, the hotel mailed 10,000 adver-
tising pieces to its pre-qualified list
of sports enthusiasts in 11 southeast-
ern states. In addition, because sports
enthusiasts frequently want to get
an early start, especially for fishing,
the hotel extended its restaurant’s s
hours to serve breakfast beginning
at 5:00 AM.

Market research. Hyatt Hotels
Corporation sought an objective and
accurate measurement of guest satis-
faction that would be meaningful
and actionable at the hotel level, but
would not be burdensome to Hyatt’s
guests. The company first deter-
mined which method of surveying
would yield the highest response
rate and then undertook an exten-
sive qualitative study to determine
which items to include on the sur-

vey. The company retained the

Gallup Organization to conduct
ongoing random phone surveys that
take less than four minutes to com-

plete. In addition to assessing overall
satisfaction, the surveys examine a
guest’s likelihood to return to Hyatt
and key drivers of satisfaction.
Gallup sends guest-satisfaction data
to general managers twice a week.
Nearly 90 percent of guests con-
tacted complete the survey.

Product development. Marri-
ott International defined a 13-stage
process (see Exhibit 4) for creating
new brands because: (1) the com-
pany recognizes that the type of
hotel used by a customer often de-
pends on the occasion or purpose of
travel, and (2) it wants to have a
strong presence in most hotel seg-
ments. Marriott’s leading edge in the
creation, development, and market-
ing of brand-name properties has
been largely fueled by this process,
which determines the desirability
and feasibility of creating a new
brand of hotels.
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Pricing. Swiss6tel recognized a
need for a process that could readily
adjust rates according to weekly and
seasonal demand for various market

segments, but the company did not
want the person pricing the room
to be the one selling the room.
Thus, Swiss6tel created a high-level
revenue-manager position at each
hotel, who helps to maximize rev-
enue in room sales by deciding the
best price that may be obtained for
the product-based on the date, the
season, the day of the week, the
competitive situation, and other
factors. Working closely with the
director of sales, the revenue man-
ager sets the room rates for as long
as several years into the future. The
revenue manager’s decision can be
overruled only by the general
manager.

Success of the Practices

Respondents could easily point to
the success of their practices.
Cendant estimates that its preferred
alliances have resulted in substantial

savings for franchisees. For example,
an alliance with AT&T has resulted
in cost reductions for franchisees

ranging from $3,000 to $7,000 an-
nually. The news is also good for the
allied vendors. Cendant’s slice of
Pizza Hut’s volume, for instance,
now totals close to a million orders

per year. Cendant also generates a
small commission on allied-vendor
sales. For instance, each hotel re-
ceives $.75 for every Pizza Hut or-
der delivered to the hotel or its

guests.
USFS’s franchise agreements,

which strive to treat franchisees as

partners, have resulted in phenom-
enal growth. At the end of Septem-
ber 1998, USFS had 902 properties
open or under development in 49
U.S. states and six other countries.

Helena’s Holiday Inn Express has
received two quality-excellence
awards and the chain’s Torch Bearer
Award for successfully meeting the

needs of its target market. The

Knights Inn has had its own suc-
cesses. By the third year of operation,
the mailing-list program had gener-
ated $180,000 in new revenue. Golf-

group business is up substantially,
and the fishing business that the
hotel lured now accounts for an

average of 10 rooms per night dur-
ing the October to May season. Be-
cause of its linkage with fishing
guides, the Knights Inn is now the
host hotel for fishing tournaments
that are sponsored by Mercury En-
gine and other major companies.
The restaurant has captured addi-
tional customers because it is the

only food outlet open early enough
for the fishing groups (and anyone
else who wants an early breakfast) in
Summerton, South Carolina.
More than 200,000 guests have

completed Hyatt’s marketing survey
since the end of 1995. As a result of
the survey feedback, the volume of
guests experiencing a problem with
their stays has decreased by 30 per-
cent, and the number of guests
awarding a &dquo;top box&dquo; or five-point
rating on the survey (out of five
points) has increased by 8 percent.

Marriott’s brand-creation process
has resulted in the creation of such
well-known chains as Courtyard,
Fairfield Inns, and TownePlace
Suites. More recently, this same pro-
cess has been successfully applied to
a rebranding strategy for the former
Fairfield Suites, now known as
SpringHill Suites. Finally, Swissotel’s
revenue-management system has
resulted in occupancies approaching
85 percent and ADRs of $210 in
season and $160 in soft periods-
excellent performance even in light
of the strength of the New York
City market in 1998.

Insights
These practices illustrate some of the
myriad methods by which firms may
apply the marketing process to meet
the needs of the customer while

providing a profit to the company.
The following are some insights
offered by our respondents on their
practices. First, these practices can be
adopted by any hotel company For
example, a preferred-vendor pro-
gram could be used by any hotel
company with a sufficient number
of properties to provide the leverage
needed in negotiations with large
corporations, while small hotel com-
panies could negotiate agreements
with regional vendors. In addition,
any hotel can have an effective

guest-satisfaction program by
proactively soliciting guest feedback
and documenting all guest com-
plaints. Second, managers’ focus
should be on RevPAR, rather than
ADR, as a measure of success. Third,
the customer ultimately sets the
room rate. It is the manager’s job
to ensure that the rate provides in-
trinsic value to the customer and

dollar maximization to the hotel.

Fourth, in considering a new brand,
ensure that all the implementation
steps in the brand-creation process
are complete and that franchisee or
customer support is in place. Sixth,
recognize the delicate balance be-
tween guest satisfaction and invest-
ment in the product, and lastly, think
outside the box. Do not be con-
strained by old paradigms, for noth-
ing is impossible.

In conclusion, the 20 best-prac-
tice champions that we have fea-
tured in this article have devised a
wide variety of programs and ap-
proaches with the purpose of creat-
ing value for the customer and the
hotel. In a competitive environment,
a customer-focused and innovative

approach to marketing is essential.
As these champions’ stories illustrate,
some ideas are simple and inexpen-
sive to execute, while others require
substantial investments and take time
to implement. It is our hope that the
marketing practices described herein
will spark others to experiment and
enhance their marketing efforts. CQ
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