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MANAGING QUALITY OF PRODUCTS AND
SERVICES IN HOTEL INDUSTRY

Tourism and hotel industry require establishment of a strategic and holistic approach to
development, particularly in terms of promoting and developing tourism products and services, as
well as introducing innovations. In this regard, improved quality of hotel accommodation and other
tourism products and services leads to increased tourist circulation and tourist spending, as well as
the development of the tourism sector as a whole.
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Introduction. Improvement and development of tourism business leads to
improvement and development of other activities which are directly or indirectly
related to tourism, both at the international and national levels. It has been estimat-
ed that skills and knowledge would be the greatest capital in tourism in the future, in
terms of creating, promoting and developing tourism products and services, quality
management and human resource management. In this regard, all activities of hotel
companies are being constantly rated on the market, especially the ability of these
companies to improve their position at a target market. Furthermore, it is important
to meet the needs of guests while fulfilling business goals of a company, since guest
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satisfaction is an extremely important prerequisite for profit generation under market
economy.

Methodology. Methods utilized in the preparation of this paper are: descriptive,
theoretical and empirical analysis. The research is based on relevant literature in the
field of quality management of products and services in the hotel industry. In order to
better understand the relationships between important variables, the methods of
analysis and synthesis, as well as deduction and induction were used.

Quality as a strategic tool. Although there are several definitions of quality, basi-
cally, they all come down to one issue — the compliance with requirements. Namely,
when some specification is determined, quality is measured by ensuring compliance
with that particular specification, which is practically the definition of quality from
the perspective of supply. However, there is a definition of "compliance with the pur-
pose", where the quality is measured from a users' perspective, i.e. from the perspec-
tive of demand. Kotler gives the following definition of quality: "Quality is the totali-
ty of features and characteristics of a product or service that bears on its ability to sat-
isfy stated or implied needs." In his opinion, the company that fulfils the needs of
consumers the greatest number of times is referred to as a quality company
(Milisavljevic, 1998: 159).

‘When speaking of quality as a strategic asset in achieving competitive advantage
at a market, 4 phases are mentioned. These phases can be clearly differentiated. In the
first phase, emphasis is placed on the harmonized quality, i.e. the necessity to provide
quality products and services in compliance with the set quality standards. In the sec-
ond phase, the emphasis is on customer's satisfaction, however, here the focus shifts
from internal operations to external customers. In the third phase the emphasis shifts
to the quality achieved in relation to competition, which rests on analyzing the mar-
ket trends and segments, as well as examining how consumers make decisions about
choosing particular products among the wide range of products at the market. In the
fourth phase, the quality is perceived as a permanent strategic tool, which actually
represents the approach applied in this phase; this is a significant step forward from
the point of permanent improvement of products quality and services (Milisavljevic,
1998: 160).

International standards (ISO) utilized for quality assurance and quality manage-
ment, in particular ISO 8402, ISO 9000ff, ISO 10000ff, 14000ff ISO, EN 45000ff,
which number is constantly increasing, can be adapted to a specific activity, both in
production and service companies. The standard ISO 9000ff does not explicitly deter-
mine how a particular product or a service must be created. It describes the nature of
strategic quality management in terms of specific features of the quality realized by
using the processes located within business functions or even exceed the limits of par-
ticular functions. Quality, according to ISO standards, is defined as an uncondition-
al requirement to meet expectations of customers, associates, owners, suppliers and
society as a whole.

ISO 9000 are international standards that establish minimum requirements
which must be met in order to achieve adequate quality. They prescribe the guidelines
and instructions on how these standards should be implemented, however they do not
determine the manner in which the set requirements will be fulfilled (Cerovic, 2003:
154).
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Strategic approach to the quality of hotel products. A hotel product includes a
number of heterogeneous, interconnected and conditioned services and as such, rep-
resents an ideal area for innovation. The innovation is actually the key to improving
the quality of hotel products. By improving hotel product, introducing technological
and social innovations, hotel management addresses the technological, economic
and socio-psychological changes in the environment. Management of a hotel must be
able to recognize opportunities, i.e. the sources of innovation that such changes bring
about, which will certainly improve the quality of hotel products/services (Kosar et
al., 2004: 115—125).

Since quality refers to a set of specific properties that have significant influence
on the assessment of the use value of services, in terms of hotel service, the relation-
ship marketing considers that an interactive role of consumers in creation and deliv-
ery of services is desirable. The strategic concept of hotel management on the quali-
ty of tangible and intangible elements of a hotel product is a good way of gaining com-
petitive advantage in tourism. Considering modern business activities of hotel and
tourism companies, there are numerous reasons for emphasizing the importance of
quality management (Bakic, 2002: 19):

- Strong competition at the hotel services market;

- Directing considerable attention to consumerism;

- Significant increase in hotel product and hotel services sophistication;

- Increasing use of modern technologies in tourism/hospitality industry etc.

The quality of hotel products and services largely influences the overall position-
ing of a hotel company at the market, as well as its level of market share, which, in
turn can significantly contribute to the long-term improvement of a company's finan-
cial results, i.e. increase its cost-effectiveness and profitability. In this regard, it is rec-
ommended that hotel management utilizes a strategic approach to quality of hotel
products, which means that in practice, the following circumstances should be taken
into consideration (Bakic, 2002: 20—23):

- In accordance with its marketing orientation, a hotel company must constant-
ly harmonize the quality of its product with the needs and requirements of the con-
stantly changing tourism market;

- It is necessary to identify specific features of a hotel product which are prereq-
uisites for the placement of that product at the market by employing marketing
research;

- It is necessary to keep good quality, which can be defined as a combination of
quality assessment provided both by consumers and company employees;

- It is necessary to introduce the following parameters to the analysis of the hotel
product quality: elasticity of demand to the quality of the hotel product and the elas-
ticity of demand to individual quality elements;

- It is recommended to hotel management to adopt the concept of the integrat-
ed hotel product.

The essential precondition for achieving superior quality of hotel products and
services, as well as for gaining competitive advantage in that respect, is reflected in
interaction between buyers (guests) and sellers (hotels) of services, the so-called
moment of truth. This relationship, as the literature often points out, includes not
only the interaction, but also making an impression on guests. For example, an
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impression of the hotel can be created at the moment when a guest parks his car in a
hotel parking lot that is not clean (negative impression), or the positive impression
can be left on the guests by floral arrangements in the hotel lobby (the factors of great
satisfaction — "wow" factors) (Ninemeier and Perdue, 2005: 26).

Interaction in creating and delivering the hotel product/service is the very
dimension of quality that it is predominant and manifested through kindness, cour-
tesy, flexibility, and tendency of employees to establish and develop communication
with guests and etc.

The process of improving the hotel product (service) quality is primarily aimed
at increasing sales and reducing operating costs, while reducing or eliminating the
perceived prior mistakes and failures. Making appropriate decisions regarding the
level of costs for providing quality products/services represents a key issue for man-
agers, since the quality improvement has to be financially justifiable (Ljubojevic,
1998: 118).

Total quality management (TQM). Total quality management is a relatively new
philosophy, which focuses on improving the overall quality. In this context, the efforts
of a hotel (tourist companies) should not be focused solely on the quality of service,
but rather on the quality of the overall business activities. Activities related to the
implementation of this concept should not be partially, on the contrary, a joint effort
of all business functions within a company must be made. However, the initial
impulse and the main support for implementation of this concept is usually provided
by management structure of a company, i.e. the company's top management. It is
important to implement continuous and preventive actions in order to improve the
quality, rather than to implement a set of corrective actions (Milisavljevic and
Todorovic, 1995: 124).

The application of TQM in the hotel industry brings into focus two dimensions
(Bajic, 2002: 28—29):

- Major changes in the organizational structure of hotel companies, as well as in
management tools, attitudes and behaviors of each and every company employee;

- Support of all employees for application of TQM and introduction of an
acceptable method to maintain it.

TQM-oriented companies have long-term concepts of the company's vision,
mission and strategy, which are aimed at innovation and customer satisfaction. Also,
their development is based on the permanent small-scale investments.

Top management needs to impose a new system of values in organizational and
cultural environment, to transform the way of thinking and behavior of employees, as
well as to choose the most successful method of implementing the TQM concept.
Therefore, the implementation of TQM in a hotel company refers to a set of meas-
ures and procedures that are essential for achieving overall quality. However, such
measures vary from company to company because each business entity has its specif-
ic vision on how to adapt the TQM concept to their company's culture and tradition.

Hotel categorization and positioning. A very effective tool for identifying a hotel
product and its success is a good brand. Branded products are very important in mar-
ket economy. Brand development is a process through which a hotel company seeks
to differentiate its offer from the offers of its competitors. The creation of individual
identity allows customers to create some positive associations related to a particular
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hotel brand (prestige, reputation and importance in society, comfort etc.), which sim-
plifies the decision-making process related to purchase of hotel products. The essence
of the branded hotel product consists of specific characteristics of the product that
allow customers differentiate a particular product from similar products, to recom-
mend this product and have good recollection of it (Milisavljevic, 1998: 119—124).

The classification of hotels, which is becoming increasingly common in interna-
tional business, practically results from a combination of segments that are predomi-
nant with the users of hotel services, as well as the features of partial tourist product.
In this context, the following types of hotels are distinguished in practice (Walker,
2007: 132—148):

- City center hotels;

- Resort hotels;

- Vacation hotels;

- Airport hotels;

- Freeway hotels and motels;

- Casino hotels;

- Convention hotels;

- Full-service hotels;

- Economy/budget hotels;

- Boutique hotels, extended-stay hotels;

- All-suite extended-stay hotels;

- Bed-and-breakfast hotels.

In terms of tourism and hotel industry in Serbia, the categorization of hotels and
other hospitality facilities that includes accommodation is regulated by the Law on
Tourism (Official Gazette RS, No. 99/2011) and the Rulebook on classification stan-
dards and minimal requirements for accommodation facilities, as well as other regu-
lations. New regulations have largely harmonized the standards applied in the domes-
tic hospitality with European practice. When determining the category of hospitality
facilities, two groups of elements are looked at: arrangement and equipment, as well
as services (mandatory elements) and other specific features of facilities (optional
elements), including location and appearance of the building which is entirely an
optional element. All the elements are rated, and even as far as the optional elements
are concerned, a hotel or other commercial hospitality establishments must meet the
minimum requirements, i.e. get the minimum score prescribed for a particular cate-
gory (Cacic, 2010: 203—204).

The Rulebook on the Classification Standards for the Accommodation Facilities
(June 2, 2010) stipulates the standards for: certain types of accommodation facilities,
special standards, categories, as well as the procedure for acquisition and change of
category of hospitality objects. Standards for the classification of hospitality objects
include mandatory elements marked with letter "M" and the optional elements set for
each category, based on which the number of extra points is given, in accordance with
the Rulebook on the classification standards for accommodation facilities. Based on
the mentioned Rulebook, the following types of hospitality objects that include
accommodation facilities are distinguished (MERR, 2010: 1-3):

- hospitality object that includes accommodation type — hotel;

- hospitality object that includes accommodation subtype — garni hotel;
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- hospitality object that includes accommodation subtype — apart hotel;

- hospitality object that includes accommodation type — motel;

- hospitality object that includes accommodation type — tourist resort;

- hospitality object that includes accommodation type — camp;

- hospitality object that includes accommodation type — boarding house;

- hospitality object that includes accommodation type — house;

- hospitality object that includes accommodation type — suite;

- hospitality object that includes accommodation type — room;

- annexed buildings belonging to the hospitality object that include accommo-
dation such as hotel, motel and boarding house.

The Rulebook on the classification standards for accommodation facilities also
sets out specific standards for certain types of hospitality objects with accommodation
facilities. The hospitality object of the hotel type which has three or more stars, can
also be classified according to the standards for specialized hotels, depending on the
services particular hotels provide. Such hospitality object can be classified into the
following types of specialized hotels: business hotel, congress hotel, family hotel,
sports hotel and spa and wellness hotel, in accordance with the established standards.
The Rulebook also provides the guidelines for different categories of accommodation
facilities on the basis of additional points achieved by meeting the additional criteria
and prerequisites for overcoming the minimum categorization requirements.
Categorization of hospitality objects is marked by the corresponding number of stars
on the scale from 1 to 5 (MERR, 2010: 3).

In addition to the categorization of the hospitality/accommodation facilities, a
continuous and systematic work on implementation of quality assurance and
improvement policy concerning the entire tourism and hotel industry is required,
together with proper selection and application of appropriate measures and tools for
quality improvement.

In the process of creating a complete value chain in tourism, the role of diverse
and complementary offer is very important. Unfortunately, this is usually not the case
in Serbia, since tourist offer is often extremely limited, inadequate and varies in qual-
ity. It is therefore important to extend the offer, provide the quality improvement of
activities, products and services that make complementary "package deals" in the
tourism sector, as well as to network hospitality and tourism enterprises with enter-
prises in sectors that can participate in the creation of new value in tourism. Thus, in
order to create an integrated value chain in the hospitality/tourism industry, it is
important to network them with other sectors that complete the above-mentioned
"package deals"; among these sectors are trade, agriculture, crafts, culture and other
complementary activities. In this context, increasing the degree of customer loyalty is
one of the main goals of business, but also a critical success factor in the hotel busi-
ness and industry.

Research results and conclusion. The quality of hotel products and services is in
practice usually represented by a subjective judgment of service users, which is often
based on the incomplete or undocumented information. Managers, however, must
realistically assess the dimensions that are most important to users and focus their
attention and appropriate action on them as a priority issues. One of the most impor-
tant elements that must be taken into consideration is the relation between the price
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and quality of hotel products and services, which means that the particular level of
quality should be accompanied by adequate pricing, as well as a partnership of key
stakeholders. In this context it is important for management to change or improve
relationships and communication with competitors and to establishes a system of
cooperation and association (clusters). Hotel industry in Serbia has significant poten-
tial in this regard, but it is necessary to improve the accommodation infrastructure,
especially its quality, in line with European standards, and harmonize pricing policy
accordingly. In the last few years, a relatively favorable investment climate has been
created which meets the expectations of investors, which is the essential basis for
future investments in the development of the hospitality industry.
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