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Translating Strategy into HR Policies and Practices Case*$

*The accompanying strategy map for this chapter is in the MyManagementLab and the overall map in the inside back cover of this text outlines the relationships

involved.

IMPROVING PERFORMANCE at The Hotel Paris

The Hotel Paris’s New Ethics, Justice,

and Fair Treatment Process

The Hotel Paris’s competitive strategy is “To use superior guest service
to differentiate the Hotel Paris properties, and to thereby increase the
length of stay and return rate of guests, and thus boost revenues and
profitability.” HR manager Lisa Cruz must now formulate functional
policies and activities that support this competitive strategy, by eliciting
the required employee behaviors and competencies.

As the head of HR for the Hotel Paris, Lisa Cruz was especially
concerned about her company maintaining the highest ethical stan-
dards. Her concerns were twofold. First, there are, in any single hotel
each day, at least a dozen people (including housekeepers, front-desk
clerks, security guards, and so on) with easy access to guests’ rooms,
and to their personal belongings. Guests—many younger, and many
unwary—are continually walking the halls unprotected. So, in a service
company like this, there is simply no margin for ethical errors.

But she was concerned about ethics for a second reason. She knew

A Type here to search

For Lisa and the CFO, these results provided a concrete and measur-
able rationale for moving ahead with improving the Hotel Paris's fairness,
justice, and ethics practices. The researchers’ results supported, in a mea-
surably defensible way, the idea that spending the money required to im-
prove procedural and interpersonal justice would likely improve employee
attitudes and behaviors (employee commitment, discretionary service be-
havior, and employee turnover), and, thereby, improve guest satisfaction
and company performance. The results even suggested by “how much”
improving morale and justice might boost guest satisfaction.

Lisa and her HR team took a number of steps to institute new
ethics, justice, and fair treatment practices at the Hotel Paris. Working
with the company’s general counsel, they produced and presented to
the CEO a new Hotel Paris code of ethics, as well as a more complete
set of ethical guidelines. These now appear on the Hotel Paris’s careers
website link, and are part of each new employee’s orientation packet.
They contracted with a vendor to provide a customized, Web-based
ethics training program, and made it clear that the first employees to
participate in it were the company’s top executives.

Lisa and her team then proceeded methodically through the compa-
ny’'s entire HR process, starting with recruitment and selection. The selec-
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fairness, justice, and ethics system, Lisa came armed with some research. In
2003, the Journal of Applied Psychology published a study that showed how
improving the level of interpersonal and procedural justice in a service com-
pany can lead to improved employee attitudes and performance and thus
to improved hotel performance.’” And the study was done in a hotel chain.

In this study, the researchers collected employee survey data from a
hotel chain’s 111 different hotels in the United States and Canada. The
employee services department of this hotel chain obtained completed sur-
veys from 8,832 of the hotel’s employees. The researchers also obtained
data on employee turnover as well as on the employees’ commitment, em-
ployees’ intentions to remain with the organization, and guest satisfaction.

Clearly, having fair and just procedures in place effected these hotels’
employee morale and behavior, and thus company performance—they
could even measure the links. For example, procedural justice and inter-
personal justice were related to increased levels of employees’ satisfac-
tion with supervision. Procedural justice and satisfaction with supervision
were both related to improved employee commitment. And employee
commitment was related to intention to remain with the hotel, and
therefore to reducing employee turnover. Furthermore, procedural and
interpersonal justice led to improved employee satisfaction with super-
vision and commitment, and thus to improved employee discretionary
service behaviors, and ultimately to higher guest service satisfaction.
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outlining grounds for dismissal. Ihe new procedure requires that someone
from HR approve any dismissal before it is final, and be present when any
employee who's been with the firm for more than a year is dismissed.
After 6 months of operating under the new system, several changes
are evident. Surveys Lisa took before the new program, and now, indi-
cate a significant upward movement in the employees’ perceptions of
“consistent and equitable treatment of all employees.” Grievances are
down by 80%, 95% of employees are able to quote the ethics code,
employee morale and commitment are up, and, in general, employee
service type behaviors (such as greeting guests in a friendly manner) have
increased, too. Lisa and the CFO are pleased with the new system, and
are optimistic it will also help to improve customer service satisfaction.

Questions

14-31. What do you think of the adequacy and effectiveness of the
steps Lisa has taken so far?

14-32. List three more specific steps Hotel Paris should take with respect
to each individual human research function (selection, training,
and so on) to improve the level of ethics in the company.

14-33. Based on what you learned in this chapter, write a short (less
than one page) explanation Lisa can use to sell to top man-
agement the need to further improve the hotel chain’s fair-
ness and justice processes.





