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ABSTRACT 

This report considers current issues relating to the management of performance in small motels. Specifically, it 
focuses on the development of a performance measurement system for small motel owner-operators to better 
understand the dimensions which affect business results. Additionally, it is intended that the model will be the 
basis of a blueprint for a benchmarking and business improvement tool. 

The report initially overviews the literature to identify the key dimensions (drivers and results) of 
performance in small motels. Then, details are provided of the data collection methods. The results section 
summarises the outcome of the study relating to the development of a typology for small motels as well as the 
development and confirmation of a performance measurement system for these firms. The report concludes with 
recommendations for future uses of the typology and indicates how this model could be used to assist the 
business performance of small motels.  
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SUMMARY 

This study was driven by a need to better understand small tourism enterprises (STEs) and how they manage 
performance. The key aim was to develop a model of the management dimensions that drive business 
performance in small motels, with the central focus of better understanding the performance construct in relation 
to small firms and specifically small motels. The model developed in this process will be the basis of a blueprint 
for a benchmarking and business improvement tool. 

During this project, data was collected in three phases, outlined in the second chapter, to provide details on 
the potentially unique management dimensions of high-performing small motels that drive performance.  

The specific objectives of the study were to: 
• Develop a typology for small motels; 
• Identify the key dimensions (drivers and results) of performance in small motels; 
• Develop and confirm a performance model for small motels; and 
• Indicate how this model could be used to assist the business performance of small motels. 
Through a combination of convergent interviews, conjoint analysis and in-depth interviews, data was 

gathered about the performance measurement activities of small motels, the management dimensions that drive 
performance, and other demographic factors which may also affect performance. Important to the study was an 
Expert Reference Panel (ERP) that consisted of eight domain experts.  

 

Development of a Typology for Small Motels 
The study focused on small motels, yet these enterprises vary in many ways such as size, location, business 
structure and age.  

In the early stages of this study interviews with industry experts indicated that there was confusion regarding 
which motels were the focus of this study. Given the variations across the range of motels and the different 
understandings of the dimensions of a small motel, it was considered important to define and classify small 
motels to ensure that all respondents fully understood the unit of study. An exploratory study in phase one was 
utilised to define small motels.  

Conjoint analysis was used to confirm and validate the characteristics of small motels that impact on 
performance, as identified by the ERP; to define the concept of a small motel with the optimum combination of 
characteristics; and to show the relative contributions of each attribute and level to the overall definition of this 
concept. Based on the conjoint analysis it was decided that a small motel could be typified as: 

• Having 15-30 rooms; 
• Being rated 3 to 3 ½ star;  
• Being affiliated with a marketing group; and 
• Having a restaurant. 
This typology is intended to provide broad indicators of the attributes of these motels with the key indicator 

being number of rooms. Motels that have rooms which fall into this range but do not have all of the other 
attributes should not be excluded from this classification. In reality many small motels will have two or three of 
the attributes rather than all four. Additionally, a motel that has room numbers slightly above or below this range 
could also be classified as small. 

 

The Performance Construct 
Performance is a complex concept that has been explored in numerous studies. In the early research there was 
considerable disagreement about how it should be conceptualised. However, over time an improved 
understanding has developed. An extensive review of the literature helped to define performance according to 
two dimensions – drivers and results. 
 

Building a Performance Measurement System  
Models of performance measurement in the literature, commonly referred to as performance measurement 
systems (PMS), were developed with large firms in mind and with little attention paid to small enterprises. This 
omission is a concern because small firms perform differently to large businesses. Analysis of the PMS 
identified in the literature assisted in the building of a PMS for small firms. The PMS model developed in this 
study is based on the two key performance dimensions of drivers and results, and combines the components of 
the Malcolm Baldridge National Quality Awards (MBNQA), the European Quality Awards (EFQM), the 
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Performance Prism (Neely, Adams & Kennerley 2002), the Balanced Scorecard (Kaplan & Norton 1992) and the 
Results and Determinants Matrix (Fitzgerald, Johnston, Brignall, Silvestro & Voss 1991) that were most relevant 
to small firms.  

It provides a framework for performance measurement in small firms; however, it is not specific to small 
motels. Consequently, a series of interviews was conducted with the ERP to ensure the framework’s relevance to 
small motels. This phase of the study helped to refine the key dimensions of the PMS for small motels.  

In-depth interviews were conducted with seven small motel operators who were identified as good 
performers by AAATourism. These owner-managers provided details about their motel and their views on the 
model and the drivers of performance.  

Questions were asked of these high performing motel operators in order to confirm or reject the components 
of the PMS and their interrelationships, as well as getting further details of the practices important to the 
operation of these businesses. These questions focused on several research issues: 

1. How is strategy formulated, implemented and reviewed in high-performing small motels? 
2. How are stakeholders involved in strategy formulation, implementation and review in high-performing 

small motels? 
3. How is a balanced approach (using financial and non-financial measures and results) to performance 

measurement used in high-performing small motel operators in assessing stakeholder satisfaction and 
business results? 

4. How are processes developed and employed in high-performing small motels? 
5. How are the various measures used in high-performing small motels to determine the key performance 

drivers needed to deliver the desired outcomes? 
 

Recommendations 
The outcomes of this study, in particular the performance measurement model for small motels, can be used to 
assist owner-managers to improve the performance of their businesses. Examples of how this may occur include: 

• Using the diagrammatic illustration of the model to help develop a more holistic understanding of 
business performance; 

• Demonstrating good practices in small motels in relation to each of the enabler components; 
• Demonstrating key measures for identifying financial and non-financial results; 
• Using the model to demonstrate and teach owner-managers how to employ feedback and feed-forward 

processes in their business for continuous improvement; and 
• Using the model to develop and implement new strategies into the business.  
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Chapter 1 

INTRODUCTION 

Background 
This study was driven by a need to better understand small tourism enterprises (STEs) and how they manage 
performance. These enterprises, which are defined as firms employing less than 20 workers, represent 91% of 
businesses in tourism-related industries in Australia (Bolin and Greenwood 2003). Their importance in terms of 
economic contribution and employment is widely recognised by both government and various industry bodies 
(Department of Industry Science and Tourism 2002) yet little is known about what drives good performance. 
This lack of research is a concern because STEs have higher exit rates than most other industries (Department of 
Industry Science and Tourism 2002).  

To assist with improving business performance, this study provides a better understanding of the individual 
and potentially unique external and internal factors, which impact specifically on the performance of STEs. 
However, the enterprises that operate in the industry are not an homogenous group, in fact there is a growing 
recognition that small businesses vary according to the sector in which they operate (Thomas 2000). Small 
businesses vary in many ways such as size, location, business structure and age, which make any comparisons in 
terms of business management styles and business performance difficult. For this reason a decision was made to 
focus on small businesses operating in one tourism sector. The motel sector was chosen and is largely comprised 
of small firms (AAA Tourism 2004). It is also recognised that the environment in which these enterprises 
operate is extremely dynamic. Many small motel operators have struggled to survive, with the industry 
undergoing many changes over the past decade. For these reasons this sector is a valid focus for a study on 
performance and performance improvement.  

 

Aims of the Study 
The key aim of this project was to develop a model of the management dimensions that drive business 
performance in small motels. The central focus was to better understand the performance construct in relation to 
small firms and specifically small motels. The model developed in this process will be the basis of a blueprint for 
a benchmarking and business improvement tool. 

During this project, data was collected in three phases to provide details on the potentially unique 
management dimensions of high performing small motels that drive performance. In collecting this data it was 
also considered important that the unit of study be clearly defined so that performance comparisons were 
relevant. Therefore, the specific objectives of the study were to: 

• Develop a typology for small motels; 
• Identify the key dimensions (drivers and results) of performance in small motels; 
• Develop and confirm a performance model for small motels; and 
• Indicate how this model could be used to assist the business performance of small motels. 
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Chapter 2 

METHOD 

The project drew on knowledge gained from two previous studies undertaken by the STCRC and the Small 
Business Research Unit at Victoria University. These studies brought to the project information already gathered 
via an extensive literature search, grounded case study analysis of approximately 10 award winning STEs and a 
review of existing web-based benchmarking sites. In the study of good practices in STEs, a number of 
management strategies and activities, as utilised by successful firms, were identified. Furthermore, the review of 
existing web-based benchmarking sites highlighted the lack of support for small tourism businesses. In fact, 
most of the information and assistance was geared to the manufacturing sector and no site focused on STEs 
specifically. As a result of these studies, much of the preliminary work for this project had already been 
completed. 
 

The Expert Reference Panel 
Through a combination of convergent interviews, conjoint analysis and in-depth interviews, data was gathered 
about the performance measurement activities of small motels, the management dimensions that drive 
performance, and other demographic factors which may also affect performance. Important to the study was an 
expert reference panel (ERP) consisting of eight domain experts. The selection of the members was important as 
the same panel was used for each stage of the data collection process. The domain experts were drawn from: 

• Motel and hotel industry organisations; 
• Tourism government agencies; 
• Small motel operators; 
• Academia – small business and hospitality fields; 
• Tourism consultancies; and 
• Accounting and financial services. 

The ERP was involved throughout the data collection phases (1-3) as outlined in the method below. This 
meant members made a commitment to be involved in two face-to-face interviews and one brief questionnaire 
(distributed via mail).  

 
Phase 1a – Literature Review – Building a theoretical performance measurement system 
A thorough literature review of the performance management and measurement literature was undertaken in 
order to identify existing performance measurement systems (PMS) and to draw on these models in order to 
build a PMS for small firms and specifically small motels. 
 
Phase 1b – Convergent Interview 1 – Identifying the dimensions for a small motel typology and 
relevant performance measurements 
The first face-to-face interview with members of the ERP explored the infrastructure and organisational 
characteristics that affect comparisons of business performance in small motels. Examples of these 
characteristics included star rating, number of rooms, location and age of business.  
 
Phase 2 – Conjoint Analysis – Questionnaire 1 – Confirming the small motel typology 
Conjoint analysis was undertaken via phone and email with the ERP and confirmed the typology for small 
motels. 
 
 
Phase 3 – In-depth Interview – Identifying the performance model dimensions 
The second face-to-face interview with the ERP helped to refine the theoretical PMS developed in the literature 
review phase. These interviews aimed to develop a better understanding of performance in small motels and to 
refine the generic theoretical model for these firms. The discussion of performance was given further context by 
limiting the discussion to the typology for small motels as identified above.  
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Phase 4 – In-depth Interviews – Confirming the performance model dimensions 
After the model was refined with ERP input, several in-depth interviews were conducted with motel operators 
identified by AAA Tourism as good performers. The interviews enabled the researchers to confirm, reject and 
modify components of the model and to gather specific details about the management practices employed by 
operators for monitoring and improving performance.  
 
Phase 5 – Performance Model Development 
The PMS for small motels was modified, based on the interviews with small motel operators. The PMS may be 
used as a blueprint for a business performance management tool for operators. 
 
Phase 6 – Dissemination of Information 
Outcomes of the study were provided to ERP members and the STCRC. 
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Chapter 3 

RESULTS – DEVELOPING A TYPOLOGY FOR SMALL MOTELS 

The study of business performance focused on small motels yet these enterprises vary in many ways. Size, 
location, business structure and age have been considered to impact on management activities and business 
performance (Morrison & Teixeira 2004). In the early stages of this study interviews with industry experts 
indicated there was confusion regarding what motels were the focus of this study. Given the variations across the 
range of motels and the different understandings of the dimensions of a small motel, it was considered important 
to define and classify small motels to ensure that all respondents fully understood the unit of study. Although 
there are numerous studies of motel operations (Camison 1996; Di Domenico & Morrison 2003; King & 
Whitelaw 2003; Kozak & Rimmington 1998; Wober 2001), no classification or typology for small motels could 
be found. Therefore, an exploratory study in phase one was utilised to define small motels.  
 

Conjoint Analysis 
The quantitative method of conjoint analysis was selected to confirm and validate the characteristics of small 
motels that impact on performance, as identified by the ERP. Conjoint analysis was selected as it is a 
multivariate technique used to understand how respondents develop preferences for products or services or ideas 
(Hair, Anderson, Tatham & Black 1992). In this study conjoint analysis was selected to define the concept of a 
small motel with the optimum combination of characteristics and to show the relative contributions of each 
attribute and each level to the overall definition of this concept.  
 
Conjoint Model 
The ERP interviews helped identify the elements or characteristics important to develop a typology for small 
motels (e.g. number of rooms, star rating and marketing affiliation). The qualitative data were summarised in a 
matrix in order to analyse the most commonly agreed elements. This process resulted in four elements or factors 
and various levels within each element. These factors and their levels were entered into SPSS to generate a set of 
full profile descriptions and to allow for the estimation of the orthogonal main effects of each factor. The 
conjoint model generated via SPSS is shown in Table 1. Overall, there were a total of 11 treatments or scenarios. 
These scenarios formed the basis of a questionnaire, which was distributed to the ERP members for their rating. 
Clear instructions were provided which asked the respondent to rate each treatment on a scale from one to nine, 
where one represented ‘very uncommon’ and nine ‘very common’. The rating related to the question, how 
common is this type of small motel in Australia? (Or how likely it would be to exist?). The questionnaire is 
presented in Appendix A. On return of the questionnaires the results of the rankings were entered into SPSS for 
analysis. 

Table 1: Conjoint model showing each factor and its ratings (generated via SPSS) 

Factor 1 
Number of 

rooms 

Factor 2 
Star rating 

Factor 3 
Marketing affiliation 

Factor 3 
Presence of a 

restaurant 
 

31 to 50  Up to 2.5  Affiliated Has Restaurant Design 1 

31 to 50  4 to 4.5  Not affiliated No Restaurant Design 2 

16 to 30  Up to 2.5  Not affiliated No Restaurant Design 3 

31 to 50  3 to 3.5  Not affiliated Has Restaurant Design 4 

16 to 30  4 to 4.5  Affiliated Has Restaurant Design 5 

16 to 30  3 to 3.5  Not affiliated Has Restaurant Design 6 

1 to 15  3 to 3.5  Affiliated No Restaurant Design 7 

1 to 15  Up to 2.5  Not affiliated Has Restaurant Design 8 

1 to 15  4 to 4.5  Not affiliated Has Restaurant Design 9 

1 to 15  Up to 2.5  Affiliated Has Restaurant Holdout 10 

1 to 15  3 to 3.5  Affiliated Has Restaurant Holdout 11 
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Interpreting the Results 
As is customary in interpreting conjoint analysis, a disaggregate approach was employed (Hair et al. 1992) 
where each respondent was modelled separately and the fit of the model was examined for each respondent and 
then compared to the aggregated results of the overall sample. The behaviour of each respondent was then 
appraised relative the assumption of the model. As pointed out by Hair et al. (1992 p.397), this approach also 
‘allows for the exclusion of respondents who show such poor preference structure as to suggest they did not 
perform the task expected of them’. Table 2 shows the results for the individual respondents and the overall 
sample. It should be noted that the Pearson’s R scores, which were calculated using the ‘hold out’ treatment, 
were above 0.8 in each case. These scores indicated an acceptable level of consistency in the respondent’s 
answers.  

Table 2: Conjoint analysis results for the overall sample and individual respondents 

Number of rooms Star rating Marketing 
affiliation 

Presence of a 
restaurant 

Relative importance 
of factors R 

1 to 5 16 to 30 31 to 50 Up to 
2.5 3 to 3.5 4 to 4.5 N-A A Yes No 1 2 3 4 

1 -1.2222 1.7778 -0.5556 -1.2222 1.1111 0.1111 -0.0833 0.0833 0.6667 -0.6667 43.90 34.15 2.44 19.51 

2 -1.4444 1.5556 -0.1111 -1.1111 2.2222 -1.1111 -0.4167 0.4167 0.3333 -0.3333 38.30 42.55 10.64 8.51 

3 0.3333 0.0000 -0.3333 -0.3333 0.6667 -0.3333 -0.2500 0.2500 0.0000 0.0000 30.77 46.15 23.08 0.00 

4 -0.6667 1.0000 -0.3333 -1.3333 0.6667 0.6667 0.0000 0.0000 0.2500 -0.2500 40.00 48.00 0.00 12.00 

5 0.0000 0.3333 -0.3333 0.0000 -0.3333 0.3333 -0.5000 0.5000 1.5000 -1.5000 12.50 12.50 18.75 56.25 

6 0.2222 1.5556 -1.7778 -0.7778 1.2222 -0.4444 -0.4167 0.4167 0.0833 -0.0833 52.63 31.58 13.16 2.63 

7 -1.3333 1.0000 0.3333 0.3333 0.6667 -1.0000 -1.0000 1.0000 -0.2500 0.2500 35.90 25.64 30.77 7.69 

Overall 
sample -0.5873 1.0317 -0.4444 -0.6349 0.8889 -0.2540 -0.3810 0.3810 0.3690 -0.3690 36.29 34.37 14.12 15.23 

R = respondent; N-A = not affiliated; A = affiliated 
 
The part-worth estimates, as shown according to each respondent and for the overall sample, are measures of 

the perceived value for each particular level (e.g. ranges for number of rooms). The option with the highest 
utility score is the one selected as a key characteristic for defining small motels. Examining Table 2 shows some 
diversity of part-worth estimates for some factors across the individual respondents. For example in the factor 
‘number of rooms’ respondent 1 has a part-worth estimate of 1.7778 for the level 16 to 30 rooms while 
respondent 3 has a part-worth estimate of 0.0000. The overall sample results, however, show strong agreement in 
the role that the number of rooms (1.03170) and the star rating (0.8889) has in defining a small motel. This is 
also supported by the ‘relative importance of factors’ where the value of ‘number of rooms’ (36.29) and ‘star 
rating’ (34.37) indicates that 70.66% of what constitutes a small motel is driven by room size and star rating. 

Greater differences are seen for the characteristics of marketing affiliation and the presence of a restaurant. 
Overall sample values of 0.3690 for ‘yes’ regarding the presence of a restaurant and 0.3810 for affiliation with a 
marketing affiliate suggest that these factors are less important for defining a small motel. This is also supported 
by the relative importance of these factors. These values indicate that marketing affiliation (14.12) and presence 
of a restaurant (15.23) account for only 29.35% of what constitutes a small motel. Based on this analysis it could 
be summarised that a typical small motel would have 16 to 30 rooms and a rating of 3 to 3 ½ stars. It was also 
considered more likely that they would be affiliated with a marketing group and would have a restaurant than 
not. Therefore, in order to ensure that in the next stage of research all respondents were clear about the unit of 
study it was decided that a small motel could be typified by the following attributes: 

• Has 15-30 rooms; 
• Is rated 3 to 3 ½ star;  
• Is affiliated to a marketing group; and 
• Has a restaurant. 
It should be noted that this typology is intended to provide broad indicators of the attributes of these motels 

with the key indicator being number of rooms. It is important to understand that motels that have rooms which 
fall into this range but do not have all of the other attributes should not be excluded from this classification. In 
reality many small motels will have two or three of the attributes rather than all four. Additionally, a motel that 
has room numbers slightly above or below this range could also be classified as small. 
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Chapter 4 

RESULTS – DEVELOPING A PERFORMANCE MEASUREMENT 
SYSTEM FOR SMALL MOTELS  

The Performance Construct 
Performance is a complex concept that has been explored in numerous studies. In early research into 
performance there was considerable disagreement about how it should be conceptualised. However, over time an 
improved understanding has developed. Since the earlier studies, performance has been conceptualised in the 
literature in two fundamental ways, by the drivers of performance and by the results that are the performance 
outcomes.  

Firstly, researchers have classified drivers according to the external factors and the internal factors. An 
organisation’s internal environment has been described as including such factors as the organisational structure, 
strategy, culture, resources, roles and responsibilities of its individuals and its processes and systems (Brignall & 
Ballantine 1996; Pelham 1999). Discussion of the external environment in which an organisation operates often 
refers to its market or industry. There has been substantial debate as to whether the industry factors can be 
controlled or managed. Management decisions in relation to strategy, firm structure, resources and market 
orientation are ways in which managers can control or direct the way the business utilises changes in the 
environment for competitive advantage (Pelham 1999; Porter 1991). A number of theories have emerged over 
the past few decades which attempt to address how management interacts with the environment and the role 
internal dimensions, such as firm and individual owner-manager characteristics, play in improving business 
performance (Covin & Slevin 1991; Hambrick 1983; Miles, Covin & Heeley 2000). The importance of aligning 
strategy with the environment has been the focus of many studies (Hambrick 1983; Miller & Friesen 1978; 
Porter 1991). The internal aspects of an organisation are very important to performance, as they are the 
dimensions that managers can largely control.  

Performance results are a product of the drivers and how they are managed. The performance outcomes of 
any organisation cannot be determined without some kind of measurement activity. Performance measurement is 
defined by Neely, Gregory and Platts (1995) as ‘the process of quantifying the efficiency and effectiveness of 
action’, whereas a performance measure is ‘a metric used to quantify the efficiency and/or effectiveness of an 
action’ (p. 80). In early studies of performance, results were discussed and measured largely by financial 
outcomes and it is only in the last 25 years that there has been a revolution in performance management system 
development (Neely & Bourne 2000). Measurement approaches that relied solely on financial results are now 
being replaced by more integrated systems that combine financial and non-financial results.  

In reviewing the research on business performance, Figure 1 was developed to illustrate the key constructs of 
a business performance model. In this study these constructs have been explored in order to build a model 
relevant to small motels.  

 
 

 
Figure 1: The basic constructs of a business performance model 
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The Proposed Performance Measurement Model 
In the late 1980s and early 1990s, frameworks emerged that emphasised the multiple characteristics of non-
financial/financial and internal/external measures (Bourne, Wilcox, Neely & Platts 2000) with an emphasis on 
the integration of the drivers (or determinants) and results that determine performance. The integration of both 
financial and non-financial approaches has led to the development of the quality award models for managers to 
assess business excellence. The best known models have been developed for the Malcolm Baldridge National 
Quality Awards (MBNQA) (Tummala & Tang 1996) and the European Quality Awards (EFQM 1999). Other 
integrated models also emerged, including the Performance Prism (Neely, Adams & Crowe 2001), the Balanced 
Scorecard (Kaplan & Norton 1992) and the Results and Determinants Matrix (Fitzgerald et al. 1991).  

However, many of these models, which are commonly referred to as performance measurement systems 
(PMSs), were developed with large firms in mind and with little attention to small enterprises. This omission is a 
concern because small firms perform differently to large businesses. Many small businesses are micro businesses 
owned and operated by families or sole operators. They differ in structure, strategy and strategy making (Miller 
& Toulouse 1986). These differences also vary with the growth and development of the business. Table 3 
provides a summary of the differences. 

Table 3: Characteristics of small firms which affect performance 

Ownership and 
structure 

• Many are solely owned and operated; 
• Have a simpler structure and are more centralised with decisions made by one individual; 
• Organisation structures tend to be organic and loose as opposed to mechanistic and 

formalised; 
• Do not have specialist managers nor various functional areas; 
• Suffer from resource limitations and lack economies of scale; 
• Tend to have informal internal and external relationships; and 
• Have evolving structures and formalisation of management practices. 

Management practices • Operate with little documentation of strategies, policies and procedures; 
• Have cultures largely determined by the owner, who has absolute power and full leadership 

responsibility; 
• Have less planned and informal management practices such as recruitment and selection of 

staff; and 
• Lack involvement from outsiders in the internal operations of the firm meaning less 

accountability requirement and poorer monitoring and reporting activities. 
Entrepreneurial 
ventures vs. traditional 
small businesses 

• The motivation and personality of the owner-manager affects performance aspirations; 
• Characteristics have classified firms into two major groupings – entrepreneurial and 

traditional small businesses; 
• Most firms are marginal or traditional firms that provide a meagre income for the owner 

and one or two employees; 
• Traditional firms are often established to replace a job or provide an independent lifestyle; 
• Entrepreneurial style firms are run by entrepreneurs whose main objective is profitability 

and growth; and 
• Entrepreneurs are characterised by innovative strategic practices and continued growth. 

Performance measures 
and outcome differences 

• Assessment of performance for the traditional small enterprise may equate to survival 
indicators as determined by cash reserves and other qualitative measures such as owner 
satisfaction with independence in managing their own work; and 

• Entrepreneurial venture focus on the asset productivity indicators of return on investment; 
and shareholder value indicators (e.g. market capitalisation and value of reputation). 

 
Although the PMS models mentioned above do not address the needs of small business performance 

specifically, they have been considered valuable as a starting point for building a PMS for small firms. In this 
study selected PMS models, as mentioned above, were analysed and compared to identify the variables within 
the drivers and results determinants and to identify the issues that affect small firm performance management.  

 

Building a Performance Measurement System  
Analysis of the PMSs identified in the literature assisted in the building of a PMS for small firms. This analysis 
also identified the variables that describe the enablers and results dimensions. The purpose of the identification 
process was to not only distinguish these variables but also to build a better understanding of the good practices 
that managers employ to achieve their desired outputs. With this understanding, a generic PMS was then 
developed, illustrated in Figure 2. This PMS is based on the two key performance dimensions of enablers and 
results, and combines components of the Malcolm Baldridge National Quality Awards (MBNQA), the European 
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Quality Awards (EFQM), the Performance Prism (Neely, Adams and Kennerley, 2002), the Balanced Scorecard 
(Kaplan & Norton 1992) and the Results and Determinants Matrix (Fitzgerald et al. 1991).  

 

 
Figure 2: A performance measurement system for small motels 

 
Enablers – The Key Dimensions That Drive Performance 
The enablers which drive business performance were studied in each of the five theoretical PMS models. The 
enablers illustrated in Figure 2 include stakeholder needs and wants; strategy formulation; capabilities; and 
processes.  

Stakeholder needs and wants refer to the groups of people who influence or who are affected by the 
accomplishment of an organisation’s goals. A small firm’s stakeholders could include customers, suppliers, 
investors, alliance partners, communities, regulators and employees. The wants and needs of the business, 
including the owners/manager should also be considered.  

Some of the more recent PMSs, such as the Performance Prism, focus on stakeholders’ needs rather than 
business strategy as the starting point in designing and implementing a performance measurement system. The 
first facet of the Prism asks: ‘Who are the important stakeholders and what do they want and need?’  

An effective PMS should aid the small firm to know and monitor the needs, wants and levels of satisfaction 
of its stakeholders. However, it should be noted that monitoring needs and satisfactions is difficult because they 
can vary between stakeholders. 

The second component of the PMS is strategy formulation. A PMS must be designed and implemented in 
accordance with an organisation’s business strategy in order to link the strategy to the objectives of the firm’s 
functions, groups of people and individuals, and operational aspects of the firm. A PMS should also support the 



PERFORMANCE MEASUREMENT IN SMALL MOTELS 

 9 

definition, development and evolution of business strategy in order to support continuous improvement in the 
firm. 

The organisation’s capabilities are aligned with the strategy and processes needed for the firm to operate and 
provide the desired stakeholder outputs. Capabilities refer to people, technologies, practices and infrastructure. 
Strategy and capabilities are the inputs to the firm’s processing system.  

Processes are concerned with identifying the critical components related to design, management and 
improvement activities. These processes include the four categories of development of products and services, 
generation of demand (sales and marketing), fulfillment of demand (product and service delivery) and planning 
and managing the enterprise. Each single process has many components and requires the presence of several 
capabilities. 

It should be noted that the enablers are a mix of lagging and leading indicators that need to be integrated to 
achieve the firm’s strategy and the final economic goals of the organisation. 

 
Results – Outcomes of the Drivers 
The results component of the PMS deals with how small motel operators measure performance to identify and 
monitor the desired results. The five PMS models studied in this research generally emphasise the importance of 
managers effectively addressing performance measurement by: 

• Attending to the results – enablers relationship (as illustrated);  
• Using a balance between internal and external measures; and 
• Balancing different perspectives of the firm based on the nature of the measures (both financial and 

non-financial). 
 Financial measures are the traditional means of performance measurement. Business performance systems 

historically developed as a means of monitoring and maintaining organisational control, while business 
performance measurement focused on attaining a set number of key financial and accounting measures. These 
measures focused on financial data such as return on investment, return on sales, price variances, sales per 
employee, productivity and profit per unit productions (Ghalayini & Noble 1996).  

However, these measures alone are no longer relevant for today’s managers. To remain competitive, firms 
now need to consider non-financial aspects, such as quality, flexibility and the implementation of new 
technologies. Non-financial or operational results are measured by product and service output. These results are 
explained via terms such as quality, quantity, volume, time, ease of use and money (cost, price and value). 

Both financial and non-financial results can be identified via external and internal measures. Internal 
measures relate to employees and customers. Key customer measures may include number of existing customers 
versus number of new customers, number of bookings per enquiry, or number of complaints. Employee 
measures may study staff attitudes, feedback and turnover. External measures refer to data gathered from 
external sources. Examples of these measures include market share relative to competitors; and own prices and 
products compared to competitors’ prices and product ranges. Mechanisms for these measures include internal 
and industry reports, computerised booking systems, surveys and benchmarking websites. 

Finally, it is important to understand that, because strategy varies from firm to firm, the most appropriate 
type of measures will also vary from firm to firm. 

The key outcomes of a business are stakeholder satisfaction and business results. The enablers and how they 
are managed determine stakeholder satisfaction. The satisfaction levels of employees, customers and society then 
drive the business results. The business results indicate the success of the business. With a review of these 
results, managers can determine if their goals have been achieved and whether the core organisational strategies 
are appropriate. 

 
Refining the Performance Measurement System 
The theoretical PMS provides a framework for performance measurement in small firms; however, it is not 
specific to small motels. Consequently, a series of interviews was conducted with the ERP to ensure the 
framework’s relevance to small motels. This phase of the study helped to refine the key dimensions of the PMS 
for small motels. The following section in this report describes the outcomes of these interviews and how they 
verified and/or refined components of the model and their interrelationships as well as expanding on details with 
regards to each component. 

Overall the model was largely supported by the ERP. All the enabler components were supported and 
considered a comprehensive coverage of how performance is managed in small firms. This support is 
exemplified by the comment – ‘The components would apply to almost any business and they definitely relate to 
the motel industry.’  

Despite this general support, some modifications were suggested. The major modification related to the 
enablers and the positioning of strategy formulation. The ERP indicated people decide to operate small motels 
with specific purposes in mind. This purpose generally drives the initial strategy formulation for the enterprise 
and it is only after this that the owner-manager considers the key stakeholders. As a result of this feedback, 
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strategy formulation was positioned as the leading driver. Additionally, there was general consensus amongst the 
ERP that the capabilities enabler name was too abstract for small motel owner managers. Therefore, 
‘capabilities’ was renamed employees and resources. These changes are illustrated in Figure 3.  
 

 
 

Figure 3: Modifications to the PMS for small motels 

 
Further comments and details about each of the enablers and results, as provided by the ERP, are explained 

in the following section. 

Enablers  
Most of the enablers were verified as per the model; however, some minor alterations were suggested and are 
detailed as follows. 

Strategy formulation. The general view was that strategy formulation is the initial driver of performance 
outcomes and is largely determined by the owner-manager and their aspirations. Strategy often determines who 
the key stakeholders are. Although the strategy formulation process is influenced by the stakeholders, in most 
cases it is the customer and their wants and needs that have the most influence. Strategy is also referred to as 
planning and is not greatly formalised in many small motels. 

Stakeholder wants and needs. A number of stakeholders are considered in the operation of a small motel. A 
list of these and their specific wants and needs are presented in Table 4.  
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Table 4: Stakeholder wants and needs 

Type of stakeholder What they want and need What the motel wants and needs 

The customer: the most 
important stakeholder 
 

• Efficiency in service 
• Friendly service 
• To feel special (treated like guests and not 

just customers) 
• Care in the provision of products/services 
• A clean attractive environment 
• A home away from home (especially for 

reps) 
• Convenience 

• Repeat customers 
• New customers 
• Referrals (an ambassador for the 

motel) 

Suppliers • Regular orders 
• Payment on time 

• Reliable and on time delivery 
• Value for money 

Local community (e.g. 
councils, large 
businesses, social groups, 
etc.) 

• A good product or service for visiting 
friends, relatives and work colleagues 

• Shared community values and 
involvement in community activities 

• Referrals to friends and work contacts 
• Use of restaurant and facilities 

Financial entity • Good future prospects 
• Payments on time 

• Access to borrowings 
• Good service and understanding 

Accountant • Regular business from the owner-manager 
across a range of their services 

• Interpretation and advice regarding 
financial data 

• Help with taxation 

Marketing affiliate • Membership 
• Financial success (if motel is a franchise) 

• Referrals to their motel 
• Management advice 

Industry association 
(small business, 
employment, 
accommodation, etc.) 

• Membership • Industry information 
• Training 
• Ideas 
• Support and advice as needed 

Employees • Responsibility 
• Rewards for effort 
• Respect 
• Inclusion 
• Input and communication 
• Suitable rostering 

• Staff who can do their job and 
contribute to providing the wants and 
needs of customers (attitude, dress, 
professionalism, efficiency)  

Landlord • On-time payment 
• Fulfilment of contract 

• Upkeep of buildings and assets 
• Support and understanding of changing 

needs 

 
 
Stakeholder wants and needs are largely related to customers. In fact ‘customer focus’ is the term used 

frequently and in most cases is a key influence in strategy formulation and product and service design. 
Employees (particularly office staff) are important stakeholders because they have direct contact with customers 
and can affect customer service. The bank (or other financial institute) is also rated as a key stakeholder for firms 
that rely on financing. Banks are less of a concern to motels that have little or no borrowings. The accountant is 
not generally seen as important to the business operation if he/she is used only for taxation purposes. The local 
community is more important to motels located in country towns. The importance of the marketing affiliate as a 
stakeholder varies and is only significant if the motel sees any value in relation to referrals received and 
management advice given. The affiliate can influence strategy if they have a strong affect on day-to-day 
operations. For example, firms that are part of a franchise have specific financial requirements, which affect its 
goal setting and processes. The landlord is an important stakeholder in leased motels. The management of this 
relationship is important to daily operations and can be problematic. Therefore the leasing of a property affects 
the strategy and goal formulation of the manager. 
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Staff and resources. The ERP supported the importance of a small motel possessing specific capabilities to 
provide the desired product and to deliver the services. Major types of capabilities identified by the ERP include 
human resource skills and knowledge and physical resources (technology and product based). It was generally 
agreed that human resource capabilities were very important to the efficiency of the business and the meeting of 
customer wants and needs. Human resource capabilities included skills, knowledge, attitudes and values, as 
summarised in Table 5. A key human resource capability needed by small motels (and the smaller ones in 
particular) is multi-skilled staff, to ensure that all cleaning, maintenance, office and catering activities are carried 
out by a small number of employees. 

Table 5: Capabilities 

Human resource skills, knowledge, 
attitudes and values 

• Enthusiasm and attitude 
• Punctuality and efficiency 
• Communication skills (face-to-face and over the telephone) 
• Computer skills (Word, Excel, office management system) 
• Organisational and planning skills 
• Decision making ability 
• Knowledge of local area and industry 
• Professionalism (attitude and appearance to impress on first meeting) 
• Knowledge of the business (cost structure, goals etc.) and market 
• Flexible and multi-skilled 
• Specific skills in cleaning, gardening, maintenance, and cooking 

Physical resources 
 

• Financing 
• Buildings (rooms, reception, restaurant) 
• Grounds 
• Facilities and amenities (meeting rooms, internet etc.) 
• Décor and furnishings 
• Car parking and access 
• Supplies and materials 
• Technologies: 

- Computer hardware and software 
- Telephones, fax and internet 
- Cleaning, cooking, office and maintenance equipment 

 
 
Also included in this table are the physical resources. The technologies of the motel and the computer system 

in particular were highlighted as key to the day-to-day operations of the motel. However, computer systems 
become more important and complex in the larger motels. Computer systems are generally used for bookings 
and financial management activities.  

Processes. The ERP was presented with various details relating to the types of processes in small motels. The 
members confirmed that the broad categories presented in the interview were relevant. However, some 
modifications were made.  

The broad categories for processes and their related sub-categories which emerged from the interviews are 
presented in Table 6. These processes are related to the motel owner-manager conducting business in efficient 
and consistent manner to ensure the desired outcomes for the stakeholders and the business. 

 Although motels develop and implement most of the processes listed in Table 6, the extent or degree of 
formality varied according to the size of the operation. For example, very small motels with less than 15 rooms 
may not require the office management system that larger motels need. Additionally, communication in smaller 
motels is more informal and frequent due to the small number of staff employed and the regular contact they 
have with the owner-manager, who is usually onsite on a daily basis. Planning and procedure processes also tend 
to be simple and may not be formally recorded in smaller motels. 
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Table 6: Processes 

Generation of demand (sales and 
marketing) 
 
 
 
 
 
 

• Development and implementation of marketing plan 
• Marketing alliances 
• Customer relationship building (feedback, follow-up, communication, 

value adding) 
• Customer management system 
• Gathering market knowledge (assessing competition, identifying 

market trends, competitor performance) 
• Image and reputation building 

Planning and managing the enterprise 
Office administration and management 
 
 
 
 
 
 
 
Staff management 
 
 
 
 
 
 
 
Goal setting 

 
• Computerised reservation system 
• Office management system (phone management, tracking occupancy 

rate, average tariff, invoicing) 
• Accounting system (e.g. MYOB) and financial management 
• Banking procedures 
• Assets register 
 
• Recruitment and termination 
• Rostering 
• Salaries and entitlements 
• Meetings and communication 
• Rewards and appraisal 
• Occupational, health and safety 
• Communication and feedback 
 
• Setting and monitoring targets 

Fulfillment of demand (product and 
service delivery) 
 
 

• Staff training 
• Bookings and payment 
• Meeting requests 
• Dealing with complaints 
• Gathering and acting on feedback 
• Greeting and farewell of guests 
• Providing information 
• Daily routines for office, rooms and restaurant 

- Breakfast or restaurant 
- Start of day and shut down 
- Staff schedules and shift changes 
- Room cleaning and maintenance reporting 
- Ordering supplies 

Development of products and services 
Resource management 
 
 
 
 
 
Learning and innovation 

 
• Maintenance and upgrade of buildings (reception, rooms and 

restaurant), gardens, utilities, and equipment 
• Purchasing supplies and materials (bulk buying, contracts, buying 

groups) 
• Cleaning and laundry 
 
• Staff training and development 
• Staff input (ideas, suggestions, feedback) 

 
 
Results. The ERP mostly agreed that financial and non-financial results can be good indicators of the 

effectiveness and efficiency of the operational activities affecting small motel performance (i.e. business results 
and customer satisfaction). However, it is not always obvious as to how financial and non-financial results are 
driven by specific activities.  

 The importance of good measures. Key measures, as listed with the results categories in Table 7, are ways 
to gather information to review practices (illustrated by the enablers). 
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Table 7: Results 

 
 
Within the results category of financial results the most common measures identified by the ERP included 

gross revenue, gross sales, average room rate, and revenue per average room (RevPAR). The measures of repeat 
customers, new customers, occupancy rate, star-rating assessments and customer feedback are seen to be good 
measures of the non-financial results.  

Measurement on its own is not enough. It was indicated that good owner-managers review the measures on a 
regular basis to monitor and control management activities, as described by the enablers. To do this the owner-
manager needs to understand various relationships between the financial and non-financial measures and the 
enablers (gathered by feedback) and the business results and stakeholder satisfactions (understood by feed-
forward).  

The financial/non-financial results are the operational outputs and can be good indicators of day-to-day 
activities. The stakeholder/business satisfaction and business results are the outcomes of the motel and are driven 
by the enablers (as measured by the outputs). 

In Table 7, stakeholder satisfaction includes the satisfaction of stakeholders as well as the satisfaction of the 
business with what the stakeholders provide. Satisfaction results usually require a balance of the two. For 
example, it may not be viable for a business to focus only on keeping employees satisfied if the employees do 
not provide the skills, knowledge or service required. 

Understanding the results/enabler relationship is important for business improvement decisions. In 
some cases the non-financial/financial results provide very clear information about a firm’s activities and give 
direction for future efforts. For example, an assessment by an auditor regarding star-rating classifications can 
provide valuable feedback about the buildings and facilities and where improvements can be made. However, 
measures indicating falling gross sales may not provide a direct link to the cause of this change. For instance, it 
may be poor service related to a staffing or training issue, poor amenities in the rooms or the opening of a new 
motel near by. It is only with further research and analysis (seeking feedback or collecting market intelligence) 

Financial results Gross revenue 
Gross sales (room and food and beverage) 
Average room rate 
Revenue per average room rate  

Non-financial results Occupancy rate 
Number of new and repeat customers 
Star-rating assessment reports 

Stakeholder & business 
satisfaction 

STAKEHOLDER 
Customer 
Repeat customers 
New customers 
Word of mouth referral 
Positive feedback 
Revenue per average room rate trend 
Employee  
Positive feedback 
Absenteeism 
Flexibility in terms of work hours and roles 
required 
WOM referral 
Investor or financier  
Positive feedback 
Preparedness to make further 
investment/loans 
Community  
Positive feedback 
Referral 
Willingness to form alliances 

BUSINESS satisfaction with: 
Customers  
Yield 
Length of stay 
Frequency of stay 
 
 
Employees  
Skill and knowledge provided 
Efficiency  
Accuracy  
Customer service 
 
Investor or financier  
Financing suitability 
Financing requirements 
 
Community  
Support provided 
Value of alliances 

Business results Net profit 
Return on investment 
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that the cause of reduced sales will be identified. Ultimately it is how the service and product delivery impacts 
on the stakeholders that determine the business results. According to the ERP, the desired business result for a 
small motel is net profit. If the motel has investors then return on investment (ROI) would also be a key business 
outcome. If either of these outcomes is different to what was expected then the owner-manager needs to use 
feedback and feed-forward data to understand what needs to be changed. This feedback and feed-forward 
process is illustrated in Figure 4.  

 
Feed-forward  
 
 
 
 
 

 
Feedback 

Figure 4: The feed-back and feed-forward process for business improvement 

 
Feedback refers to the process of collecting data identified through measurement (non-financial/financial and 

satisfactions) and then analysing this data and tracing back any issues or successes to the enablers to identify the 
contributor or cause. With feed-forward the owner-manager utilises the results to analyse the appropriateness of 
the strategy and whether it should be modified. Any strategy should then be tracked forward through the enablers 
(employees, resources and processes) to ensure they are aligned. 

 
Confirmation of Performance Measurement System and Identification of Key 
Practices 
In-depth interviews were conducted with seven small motel operators who were identified as good performers by 
AAATourism. These owner-managers provided details about their motel and their views on the model and the 
drivers of performance. A profile of the owner-managers and their motels follows. 

Profiles of the Small Motel Operators 
Of the seven operators interviewed, two were located in metropolitan Melbourne and five in regional Victoria. 
The motels generally fit the small motel typology, as described earlier, as they mainly possessed at least three of 
the four attributes in this typology, as indicated in Table 8.  

Table 8: Profile of the operators 

No. of staff# 
Motel Size (no. 

of units) FT Casual 
Star rating Location Affiliation Ownership Restaurant

A 14 1 - 3 ½-4*** Centre of regional 
town Budget Owned and managed by 

husband and wife No 

B 20 5 - 4 Outskirts of 
regional city Best Western Leased and managed by 

husband and wife 
No (but had 
a kitchen) 

C 24 2 3 3 Eastern suburbs No Owned and managed by 
family 

Yes (leased 
out) 

D 28 6* 12** 4 ½ Outskirts of 
regional city Best Western Owned and managed by 

family Yes 

E 30 5 10 4 ½ Western suburbs Golden Chain Leased and managed by 
husband and wife 

Yes 
 

F 34 4 
 11 4 Outskirts of 

regional city Comfort Inn Leased and managed by 
husband and wife Yes 

G 36 4 + 
1 PT 

17 
 4 ½ Outskirts of 

regional town Comfort Inn Managed for owners Yes 

# Number of staff does not include owners who work in the business; * all employed for the restaurant; ** 6 
employed for the restaurant and 6 for the motel; ***5 units 3 ½ and 9 units 4 star. 

Enablers Financial and 
non-financial 

results 

Stakeholder 
satisfaction 

Business 
results 
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However, it is interesting to note that five of the motels had a 4 or 4 ½ star rating despite the ERP’s views 
that most motels of this size would be in the 3 to 3 ½ star ranges. This difference could be due to the fact that 
these motel operators are good performers and therefore strive for a higher product rating more than other 
operators.  

As expected, the number of employees in the firms increased with the size of the motel. The increase in 
number was mainly with casual staff as opposed to full-time staff. The operators indicated that this arrangement 
gave them more flexibility in rostering during low and peak periods.  

There were also a range of business structures. Three of the motels were owned by the families operating 
them, four were leased and one was managed for the owners.  
Finally, affiliations with marketing groups or chains varied across the motels. Although it is beyond the scope of 
this study, it would be interesting to explore how these affiliations differ in what they provide to operators and 
on what basis they are selected. 

Interview Findings 
Questions were asked of these high-performing motel operators to confirm or reject the components of the PMS 
and their interrelationships, as well as getting further details of the practices important to the operation of these 
businesses. These questions focused on several research issues: 

• How is strategy formulated, implemented and reviewed in high-performing small motels? 
• How are stakeholders involved in strategy formulation, implementation and review in high-performing 

small motels? 
• How is a balanced approach to performance measurement used in high-performing small motel 

operators in assessing stakeholder satisfaction and business results? 
• How are processes developed and employed in high-performing small motels? 
• How are the various result measures used in high-performing small motels to determine the key 

performance drivers needed to deliver the desired outcomes? 
An example of the interview instrument is presented in Appendix B. The responses to these research issues 

provide a deeper understanding of the management practices of the owner-managers. The findings of the 
interviews are explained according to each research issue. 

 
Key Research Issue 1: How is strategy formulated, implemented and reviewed in high-
performing small motels? 
Operators generally perceived strategy to be the big picture view or key purpose of the business. Some believed 
this is established when the business starts and does not generally change unless there is a major rebuild or 
refocusing of the business. Others only consider strategy if there is a drastic change in sales or the market, which 
then forces them to rethink their activities or direction. Strategies for the small motels generally fell into one or 
more of the following categories: 

• Expansion (increasing market share via the purchase of other properties) 
• Maintenance (maintaining customers and sales) 
• Building (establishing or developing the customer base) 
• Improvement (expanding the customer base or improving yield) 

The small motels involved in this research varied in their type of strategy, as summarised in Table 9.  
 

Table 9: Strategy classifications 

Motel Size EXPANSION MAINTENANCE BUILDING IMPROVEMENT  

A 14   X  

B 20 X X   

C 24   X X 

D 28   X  

E 30  X  X 

F 34  X  X 

G 36  X  X 
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The owner-manager generally took full responsibility for the development, change and implementation of the 
strategy. However, the type of strategy drives many of the internal operations of the business, including the way 
the strategy is formulated. For example, if the key focus of the business is growth and expansion or improvement 
or minor upgrade then the owner-manager is more likely to develop a written strategy and engage in more formal 
planning activities (such as seeking advice from a bank or accountant). This is because the owner-manager 
usually needs to borrow money to implement the growth or redevelopment plans and the bank will usually 
require a written business plan which details the strategy for operating the business. The advice of the accountant 
is occasionally sought regarding strategy development at the instigation of the owner-manager. The formality of 
the strategy review also varies according to strategy type. When the review of the business plan is requested by 
the bank as part of the loan requirement, the monitoring and documentation of activities is more formalised. 

Maintenance and improvement strategies don’t usually have a formalised strategy formulation and review or 
minor upgrade process. In most cases the owner-manager focuses on the running of the business and only 
reflects on strategy if market or economic changes affect sales. An informal meeting with family is the usual 
means of decision-making in most of the firms.  

 
Key Research Issue 2: How are stakeholders involved in strategy formulation, implementation 
and review in high-performing small motels? 
Small motels have a range of stakeholders that vary according to the type of strategy employed. These include 
suppliers, local community, other businesses, associations, affiliations, customers, employees and financial 
institutions. However, in all cases the customer is the most important stakeholder. Motel owner-managers 
recognise that they do not have a business without their customers. For this reason the customer is central to 
strategy formulation, implementation and review. All the motel operators interviewed actively sought feedback 
and information from their customers to understand their wants and needs and deliver the right products and 
services. This approach is exemplified in the following quote:  

So we need to find out who we are catering for and then position ourselves to cater for those people. If we are 
catering for corporates we do the rooms for corporate. There is no use doing 34 family rooms if you are going to 
put one person in each one. We also need to get the staff levels right so that we can manage for corporate clients.  

Other stakeholders who influence the strategy process include the bank (as already mentioned), marketing 
affiliates, industry associations and staff. Motels affiliated with a marketing group, such as Golden Chain, 
Choice, Best Western or Budget, usually have access to data that may inform strategy formulation or review. 
AAATourism (AAAT), a key motel industry association, also has an impact on the motel’s strategy. AAAT is 
responsible for auditing and giving star-ratings. The strategy for all motels is to maintain or improve their rating. 
In order to achieve this, certain facility and amenity requirements must meet. From year to year owner-managers 
will review and set new targets for product development and AAAT feedback can play a major role in this 
process.  

Although not directly involved in formulating strategy, motel staff provide valuable feedback and 
information to keep owner-operators informed of customer satisfaction, which has an influence on whether 
strategy is reviewed or changed. Additionally, suppliers, the local community and associations are important 
sources of information for strategy making and review activities. 

 
Key Research Issue 3: How is a balanced approach (using financial and non-financial measures 
and results) to performance measurement used in high-performing small motel operators in 
assessing stakeholder satisfaction and business results? 
All the owner-managers interviewed recognised the need for monitoring performance using a balance of both 
financial and non-financial measures. These measures are listed in Table 10. 

A key finding of the study is that the types of measures used by firms seem to be based on the strategy 
employed. Additionally, the use of both financial and non-financial measures is important to all firms in 
understanding performance changes. 

Amongst the seven firms, commonalities were found in the measures considered most important in 
monitoring performance. These commonalities were shared by the motels with similar strategies. For example, 
all three firms with a ‘building’ strategy rated tracking of sales growth and tracking of new and repeat customers 
amongst their most important measures. On the other hand the three motels with a ‘maintenance and 
improvement’ strategy all listed customer satisfaction (tracking and profiling) and average room rate as their 
most important measures.  

 
 
 
 



PERFORMANCE MEASUREMENT IN SMALL MOTELS 

 18

Table 10: Financial and non-financial measures 

Motel Strategy Financial measures Non-financial measures 

A Building (via major renovations 
and upgrade) 

Tracking of sales (3) 
Monitoring of takings (2) 

Occupancy rate (1) 
Customer satisfaction 
Tracking new and repeat 
customers 

B Growth and expansion (via 
purchase of other motels) 

Tracking sales growth (3) 
 (by room and yield from food and 
beverage) 
Comparisons of average tariff to 
the industry 
Monitoring of takings (2) 

Occupancy rate 
Customer satisfaction (1) 
Employee satisfaction 
 

C Building 
(via minor upgrades) 

Tracking sales growth (1) Occupancy rate 
Tracking customer origins 
Tracking of new customers (2) 
Customer satisfaction (3) 

D Building (a newly built motel) Tracking sales growth (2) 
Monitoring of takings (1) 

Track the number of repeat 
customers (3) 
Occupancy rate 

E Maintenance and improvement 
(with a focus on continual 
amenity and product 
improvement) 

Monitoring of takings (1) 
Analysis of net profit (2) 
Average room rate (3) 

Customer satisfaction (3) 
 

F Maintenance and improvement 
(with a focus on increasing leisure 
and corporate market share) 

Average room rate (2) 
Revenue per available room 
Tracking sales growth (3) 
Wages percentages 
Food costs 
Average cover in restaurant 

Occupancy rate (1) 
Guest profiling and tracking  

G Maintenance and improvement 
(with a focus on improving low 
season occupancy) 

Tracking sales growth (1) 
Comparison of average room rate 
(2) 

Occupancy rate 
Tracking of repeat customers (3) 
Customer satisfaction (3) 

NOTE: Bracketed numbers indicate importance ranking by the operators. 
 

 
 In terms of frequency, three key measures were carried out on a daily basis by most of the motel owner-

managers. Again these measures included both financial and non-financial types: 
• Tracking of repeat customers (N=6) 
• Monitoring of takings (N=5) 
• Track occupancy rate (N=4) 
Furthermore, analysis of net profit (N=4) was undertaken by most of the motels on a monthly basis and 

average length of stay was measured by most firms on a quarterly basis. An important finding was that 
comparisons of average tariffs with an industry average are rarely or never done. The main reason for this was 
the lack of availability of industry data in general. 

 
Key Research Issue 4: How are processes developed and employed in high-performing small 
motels? 
All the motels operated with defined yet simple systems and processes. Many of these processes were daily 
routines that are common to the small motels. These processes are summarised in Table 11. 

The use of computers in assisting with the running of the motels varied. For example, all of the motels had 
computerised reservation systems and all but one motel had computerised accounting and customer tracking 
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systems. Two motels were completely computerised and did not use manual booking, customer tracking or 
accounting systems. The smallest motel indicated they did not rely on the computer system and could operate 
manually. However, other owner-managers highly valued the information and support the computer systems 
could provide:  

The computer is the engine room of the business. Without the computer the lack of knowledge about the business 
would be incredible. The computer provides great knowledge about the business; otherwise everything would be a 
stab in the dark. If somebody asked you how many times you see a particular sales representative you would 
know. 

Table 11: Processes and systems 

Manual systems Accounting 
Reservations 
Customer tracking 

Computerised systems  Accounting  
Tracking prices 
Reservations 
Customer tracking 

Procedures Routines in office (daily) 
Routines in restaurant or kitchen (daily) 
Laundry and housemaids (daily) 
Maintenance 
Change of shifts and rostering 
Customer complaints/feedback 
Ordering supplies and materials 
Customer service 

 
 
Despite the high value the owner-managers had of their computerised systems they were yet to fully trust the 

technology and had manual processes in place (particularly for accounting) as a check and back up.  
Daily procedures included office activities, restaurant/kitchen routines, maintenance and cleaning and 

laundry routines. Most of these procedures were guided by the use of a card or a single sheet of instructions or 
checklists. The owner-managers who had restaurants in their motel also indicated this amenity added greater 
complexity to the running of the motel as it required tighter management, more staff and greater ordering of 
supplies and materials. 

Customer feedback systems tended to be very informal and based on verbal exchanges between office staff 
and the customer. Only three motels had a formal feedback card process in place. In some cases the marketing 
affiliate (or chain) required that its members gather written feedback from customers. 

The routines outlined in Table 11 are generic and did not change greatly from motel to motel. However, the 
larger motels had more formalised processes and more complicated staffing rosters and shift change routines. 
The procedures were set up to help train staff and reduce human error in the delivery of the product and service.  

 
Key Research Issue 5: How are the various measures used in high-performing small motels to 
determine the key performance drivers needed to deliver the desired outcomes? 
In all the motels regular monitoring and measurement was undertaken to ensure that any changes in sales, 
occupancy and customer satisfaction that can impact on the business results were picked up. The key measures, 
as indicated in Table 7, were employed on a daily and weekly basis to allow the owner-manager to ‘keep their 
fingers on the pulse’ and identify any issues ‘before it is too late’. Examples of these monitoring activities 
included: 

• Customer complaints about rooms could highlight a problem with cleaning staff or cleaning procedures. 
• A sudden drop in sales/occupancy could alert the owner-manager to external changes. For example, a 

major event/attraction in a nearby region which is drawing regular visitors away from the town.  
• A customer complaint regarding a double booking error could indicate a problem with either office staff 

or booking procedures. 
How the measurement and monitoring process can be used to improve and implement key performance 

drivers (i.e. management activities) is best illustrated using the PMS for small motels, as illustrated in Figure 5. 
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Figure 5: Using the model to understand how to use results and measures to identify management issues 

 

Employing the performance measurement model for improving business results 
In Figure 5, the results (business results, customer satisfaction, financial and non-financial results) are indicators 
of a problem. The blue components in the figure are the key driver dimensions, the green are the results, and the 
yellow boxes indicate the specific issues for this example. 

With close monitoring, most problems should be identified at an early stage. In the example in Figure 5, the 
problem is related to bookings for corporate clients. With feedback from the results (sales and complaints), the 
owner-manager has important information which isolates the problem to either the processes (in this case 
booking processes) and/or businesses capabilities (the performance of office staff and the computer system 
used). With further review and investigation the specific causes should be known. If it is found that the processes 
or capabilities are not delivering the wants and needs of the stakeholders (i.e. the sales reps), then action needs to 
be taken to address this issue. The action may be to train staff or to purchase and install a new reservation 
booking system. Further exploration of the best training program of computer software may also be needed. In 
understanding how the results and enablers are linked, the owner-manger can better manage the activities 
(enablers) for ongoing or improved outcomes. 

Additionally, the results can be used in a feed-forward process where the strategy is reviewed to assess 
whether it is the most appropriate strategy for delivering the needs of the corporate clients. The results in this 
case may indicate that the strategy needs to be refocused to better provide for all the clients’ needs and not just 
booking and payment issues. If this is the case, the implementation of a revised strategy could mean the 
employees, resource (capabilities) and processes need to be changed in more radical ways. 
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Chapter 5 

SUMMARY AND RECOMMENDATIONS 

This research explored performance measurement in small motels. The specific aims of the research included the 
development of a typology for small motels, identification of the key dimensions of performance, development 
of a performance measurement model for small motels and understanding how this model could be used by small 
motels for performance improvement purposes. The process for building this model was initially based on 
extensive literature in this field and then refined with input from the ERP. It was then tested and expanded, based 
on the operations of existing small motels. The implications of these outcomes are addressed in this section. 
 

A Typology for Small Motels 
A typology that describes the key characteristics of small motels in Australia has been developed and classifies 
small motels as: 

• Having 15-30 rooms; 
• Being rated 3 to 3 ½ star;  
• Being affiliated to a marketing group; and 
• Having a restaurant. 

This typology is intended to provide broad indicators of the attributes of these motels with the key indicator 
being number of rooms. It is important to understand that motels that have rooms which fall into this range, but 
do not have all of the other attributes, should not be excluded from this classification. In reality, many small 
motels will have two or three of the attributes rather than all four. Additionally, a motel that has room numbers 
slightly above or below this range could also be classified as small. 

The classification scheme provides a greater awareness of the attributes of small motels that affect the 
performance levels of these firms and therefore are useful for understanding the support needs of this group. An 
issue that was raised by the owner-mangers in this study is the lack of basic benchmarking data that will allow 
operators to compare their business with like businesses. For example, motels with restaurants operate 
differently to those without them as they need to manage more staff, make greater sales overall and also have 
greater expenses. Therefore, for benchmarking activities that consider financial ratios or percentages in relation 
to income and expenses, motels without restaurants cannot be compared to motels with restaurants unless they 
report the restaurants and rooms as separate divisions. Additionally, it seems most of the available benchmarking 
data is financial in nature or geared towards the larger motels and hotels. Small motel owner-managers indicated 
they need to compare performance with like businesses across the key measures identified in this study. 
Examples of these measures include average room rate, occupancy rate and gross sales (for rooms and food and 
beverages), as well as customer and community feedback. With the recognition that small motels (as described 
in this typology) have special needs in performance data, industry may be more able to source and provide 
information that is relevant and valued. 

 

Identification of the Key Dimensions of Performance 
The key dimensions of performance (drivers and results) have been discussed in the literature but not in relation 
to small motels. A holistic approach to performance is important to fully understand what affects (drives) 
business outcomes (results) and how these can be managed. A study of the two dimensions from a small motel 
perspective has laid the foundations for building a more detailed model of performance measurement and 
management. 

The drivers, also known as enablers, of performance in a small motel include activities in strategy 
formulation, employees, resources and processes. The results that occur as an outcome of the driver activities are 
both financial and non-financial in nature. The most difficult aspect of managing performance in a small motel, 
or any other business, is understanding the relationships between the enablers and the results. If these 
relationships were understood by owner-managers they would be better at locating operational problems and 
working towards continuous improvement. The development of a performance measurement model for small 
motels can assist in understanding the linkages between management activities and business outcomes. These 
linkages were discussed in the previous chapter of this report. 
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Development of a Performance Measurement Model for Small Motels 
A performance measurement model for small motels has been developed in this study. This model is simple and 
based on the activities of good performers in the sector. Figure 5 illustrated how this model can be used to 
measure and manage performance in a small motel. There are two approaches that can be employed – a feedback 
approach and a feed-forward approach. In both approaches it is a focus on the use of measures and results that is 
needed to ensure close monitoring is undertaken on a regular basis.  

The feedback process is the employment of outcomes to trace back through the model (process–capabilities1–
stakeholder wants and needs–strategy formulation) to establish the direct or indirect cause of the problem or 
success. Decisions then need to be made as to what action needs to be taken, if any.  

In the feed-forward process, results and business outcomes are used to review strategy and its alignment with 
the enablers. In this instance the monitoring and review moves from results to strategy formulation to 
stakeholder wants and needs to capabilities and then process. 

Although the model is a theoretical framework, there is opportunity to utilise it to develop practical tools for 
owner-managers. 

 

The Model as a Performance Improvement Tool 
The outcomes of this study, in particular the performance measurement model for small motels, can be used to 
assist owner-managers improve the performance of their businesses. Examples of how this may occur include: 

• Using the diagrammatic illustration of the model to help develop a more holistic understanding of 
business performance; 

• Demonstrating good practices in small motels in relation to each of the enabler components; 
• Demonstrating key measures for identifying financial and non-financial results; 
• Using the model to demonstrate and teach owner-managers how to employ feedback and feed-forward 

processes in their business for continuous improvement; and 
• Using the model to develop and implement new strategies into the business. (Appendix C provides an 

illustration of a corporate market strategy) 
 

 

 
 

 

 

 

 

 

 

 

 

                                                 
1 Explained as employees and resources in the small motel model. 
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APPENDIX A: CONJOINT ANALYSIS QUESTIONNAIRE 

Small Motel Benchmarking Study 
SMALL MOTEL TYPES – QUESTIONNAIRE A 

 
Dear …… 
 
As you are aware the Small Motel Benchmarking Study is aimed at developing a self-assessment tool 
for operators to use to assess and benchmark the performance of their motel. 
 
As already indicated there are two stages to this project. 

 
The first and current stage 
To clearly categorise the different types of small motels that exist in Australia. It is important that we 
collect benchmarks from similar types or groupings of small motels so that any data produced will be 
meaningful to them. Essentially, we want to make sure that we are comparing ‘apples with apples’. 
 
The second and more important stage 
To identify the aspects of the operation of a small motel that are essential to ‘good’ business 
performance. This stage will commence in the next month. 
 
This survey 
From our research so far the term ‘small motel’ has different meanings to different people, which is 
why we are seeking to understand the key determinants of the style. Therefore, the purpose of this 
survey is to help identify the different types of small motels that exist in Australia, as mentioned in the 
first phase above. 
 
There are no right or wrong answers – all opinions are valid and worthy of consideration. 
 
The survey uses a ‘conjoint analysis’ technique. This involves you evaluating 11 imaginary small 
motels. Some of the small motel types may not seem feasible – don't worry about that – just evaluate 
each motel in accordance with the instructions. 
 
Overall, it should take about 10 minutes to complete the questionnaire. It is best not to discuss your 
answers with any other person whilst doing the survey – we want your own individual opinions. 
 
 
Thank you 
 
 
 
Sue Bergin-Seers 
For the project team 



PERFORMANCE MEASUREMENT IN SMALL MOTELS 

 24

 
SURVEY INSTRUCTIONS 
 
For the purposes of this exercise, you need to read each individual small motel description and then evaluate the 
motel in terms of how common or likely it is that this type of motel exists in Australia. 
 
REMEMBER: YOU ARE RATING THE SMALL MOTEL TYPE BASED ON WHAT YOU KNOW 
ABOUT THE MOTEL SECTOR 
 
The scale used in this questionnaire ranges from 1 ‘a very uncommon small motel’ type to 9 ‘a very common 
small motel’ type. A score of 5 is somewhere in between ‘Very Uncommon’ and ‘Very Common’. 
 
PLEASE NOTE:  
An ‘uncommon small motel’ type means – the likelihood of this type of motel existing in Australia is very 
unlikely, as such a motel is rarely seen in Australia. 
 
A ‘very common motel’ type means – the likelihood of the type of motel existing is very high and in fact 
there are ‘probably’ hundreds of this type seen in Australia. 

 

EXAMPLE 
 
Below is an example to assist with how you might rate each imaginary small motel. 
  1  5      9 
 
 
 
In the questionnaire we are looking at types of small motels according to the following groupings or elements: 

• Number of rooms 
• Star rating 
• Presence of a restaurant 
• Affiliation with a marketing group (such as Golden Chain or Budget) 
 

EXAMPLE ONLY 
 
How would you rate this motel in relation to how common it is in Australia? (Or how likely it would be to 
exist?) 
 

SMALL MOTEL TYPE A 
Size – between 1 and 15 rooms 
Star rating – ‘Up to 2.5’ star category 
Not affiliated with a marketing group 
Has its own restaurant 

Score 
 

4 

 
In this example you may give a score of say 4 out of 9 because: 
 
• You may believe that it is likely that this motel could be classified as small (because it has only 1 to 15 

rooms) as well as have a low star rating. 
• You may also believe that it is likely for this motel not to be affiliated with a marketing group. 
• But on the other hand you may believe it very unlikely that a small motel of this size and star rating could 

have its own restaurant. 
• The combination of the above may lead you to conclude that the likelihood of this motel existing is 

somewhat unlikely or that such a motel would not be common. Therefore, you may score it 4 on the rating 
scale.

VERY UNCOMMON VERY COMMON 
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START HERE 
 
REMEMBER: FOR EACH MOTEL TYPE YOU ARE GIVING A SINGLE SCORE FOR THE 
‘WHOLE’ IMAGINARY SMALL MOTEL, NOT A SCORE FOR EACH INDIVIDUAL ELEMENT. 
 
You might want to read a few of the 11 imaginary SMALL MOTELS before you start to score. 
 
Record your answer in the SCORE box provided for each imaginary type of small motel. Remember the 
scale is from 1 to 9: 
 
  1  5      9 
 
 
 
 
 

How common it is this type of small motel in Australia? (Or how likely it would be to exist?) 
 

SMALL MOTEL TYPE 1 
Size – 31 to 50 rooms 
Star rating – Up to 2.5 star 
Affiliated with a marketing group 
Has a restaurant 

SCORE 

 
SMALL MOTEL TYPE 2 
Size – 31 to 50 rooms 
Star rating – 4 to 4.5 star 
Not affiliated with a marketing group 
Does not have a restaurant 

SCORE 

 
SMALL MOTEL TYPE 3 
Size – 16 to 30 rooms 
Star rating – Up to 2.5 star 
Not affiliated with a marketing group 
Does not have a restaurant 

SCORE 

 
SMALL MOTEL TYPE 4 
Size – 31 to 50 rooms 
Star rating – 3 to 3.5 star 
Not affiliated with a marketing group 
Has a restaurant 

SCORE 

 
SMALL MOTEL TYPE 5 
Size – 16 to 30 rooms 
Star rating – 4 to 4.5 star 
Is affiliated with a marketing group 
Has a restaurant 

SCORE 

 
 

VERY UNCOMMON VERY COMMON 
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How common it is this type of small motel in Australia? (Or how likely it would be to exist?) 
 

SMALL MOTEL TYPE 6 
Size – 16 to 30 rooms 
Star rating – 3 to 3.5 star 
Not affiliated with a marketing group 
Has a restaurant 

SCORE 

 
SMALL MOTEL TYPE 7 
Size – 1 to 15 rooms 
Star rating – 3 to 3.5 star 
Is affiliated with a marketing group 
Does not have a restaurant 

SCORE 

 
SMALL MOTEL TYPE 8 
Size – 1 to 15 rooms 
Star rating – Up to 2.5 star 
Not affiliated with a marketing group 
Has a restaurant 

SCORE 

 
SMALL MOTEL TYPE 9 
Size – 1 to 15 rooms 
Star rating – 4 to 4.5 star 
Not affiliated with a marketing group 
Has a restaurant 

SCORE 

 
SMALL MOTEL TYPE 10 
Size – 1 to 15 rooms 
Star rating – Up to 2.5 star 
Is affiliated with a marketing group 
Has a restaurant 

SCORE 

 
SMALL MOTEL TYPE 11 
Size – 1 to 15 rooms 
Star rating – 3 to 3.5 star 
Is affiliated with a marketing group 
Has a restaurant 

SCORE 

 
 
 

Thank you for taking the time to complete this questionnaire. Your input is extremely important to the 
success of the project. 

 
Could you please return the completed questionnaire using the reply paid envelope enclosed. 
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APPENDIX B: INTERVIEW GUIDE FOR SMALL MOTEL 
OPERATORS 

PERFORMANCE MEASUREMENT IN SMALL MOTELS 

INTERVIEWER’S GUIDE 
 
 
Interviewee’s name: ______________________________ Date: ______________________________________ 
Name of motel: _____________________________________________________________________________ 
Interviewee’s role or position: _________________________________________________________________ 
Location of interview: ________________________Start and finish time: ______________________________ 

Part A Demographics 
 
The owner-manager 
How many years have you operated in this motel? 
__________________________________________________________________________________________ 
 
How many years have you worked in motels in general? 
__________________________________________________________________________________________ 
 
The small motel 
 

1. What is the size of motel (no. of rooms)? __________________________________________ 
 

2. Please describe the location of the motel? __________________________________________ 
 

3. How many employees do you have (FT, PT and casual)? 
FT _________________ PT ___________________ Casual ______________________________________ 

 
4. Are you affiliated with any organisation for marketing purposes? 

_______________________________________________________________________________________ 
 

5. Are you a member of any association? 
_______________________________________________________________________________________ 

 
6. What is the star rating of the motel? _______________________________________________ 

 
7. Does the motel have a restaurant? ________________________________________________ 

 
8. How would you compare your motel to competitors?  
Probes:  
- Are you viewed by the local community and/or other businesses? 
- Are other motels in the area performing better or worse than your business? 
- How would others describe your motel (i.e. the reputation of the business)? 
_______________________________________________________________________________________
_______________________________________________________________________________________ 

 
9. Please explain the changes in sales turnover for business over the past 2 years? 
 
___ negative; ____ 0; ____ 1 – 10%; ____ 11-20%; ___ more than 20% 
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Part B How Business Performance Is Measured 
 
B 1 I would like to focus on the ways the performance of your motel is measured. Could you please tell me 
whether you assess the performance of your motel and in what ways? 
Probe:  
- Why the performance is measured in this way? 
__________________________________________________________________________________________ 
 
B 2 I’d like to show you some different measures that could be used by small motel operators (SHOW CARD 
A). Could you please indicate on the scale from 1 to 7 how often you actually use these measures or checks to 
assess your business performance. 
 
CARD A 

 Never
Every 

now and 
then 

Annually Each 
quarter Monthly Weekly Daily N/A

FINANCIAL MEASURES 1 2 3 4 5 6 7  
Tracking of sales growth 1 2 3 4 5 6 7  
Monitoring of takings 1 2 3 4 5 6 7  
Analysis of net profit 1 2 3 4 5 6 7  
Customer profitability analysis  1 2 3 4 5 6 7  
Comparisons of average room rate to same time 
last year 1 2 3 4 5 6 7  

Comparisons of average room rate to the 
industry average 1 2 3 4 5 6 7  

Analysis of sales by restaurant and by 
accommodation with expenses matched to each 
(could be by actual $ or %) 

1 2 3 4 5 6 7  

OPERATIONAL MEASURES 1 2 3 4 5 6 7  

For Customers 1 2 3 4 5 6 7  

Track average length of stay 1 2 3 4 5 6 7  

Customer satisfaction via survey or other means 1 2 3 4 5 6 7  

Track the number of repeat customers. 1 2 3 4 5 6 7  
Track the number of new customers 1 2 3 4 5 6 7  
Monitor the number of hits on website or 
number of enquiries 1 2 3 4 5 6 7  

Gather information on where business is coming 
from (e.g. word of mouth, referrals etc.)  1 2 3 4 5 6 7  

Track occupancy rate 1 2 3 4 5 6 7  
For Staff 1 2 3 4 5 6 7  
Measure staff turnover rate 1 2 3 4 5 6 7  
Track the absentee rate of staff 1 2 3 4 5 6 7  
Seek feedback from staff 1 2 3 4 5 6 7  
For external individuals or groups 1 2 3 4 5 6 7  
Seek feedback from suppliers, partners and 
community 1 2 3 4 5 6 7  

Track the number of referrals to and from other 
businesses 1 2 3 4 5 6 7  

Track donations or in-kind support given to the 
community or charity 1 2 3 4 5 6 7  

Track the level of waste and/or use of utilities 
(e.g. power, gas or cleaning saving costs) 1 2 3 4 5 6 7  
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B 3 Now I would like you to review the list and indicate which measures you would rate as the top three for you 
and your business. 
 

1. ___________________________________________________________________________________ 
2. ___________________________________________________________________________________ 
3. ___________________________________________________________________________________ 

 
 
I am very interested to hear any comments about each one of the above measures and why you rated them the 
way you did. I would be also interested to hear if we have missed any other important measures or checks. 
 
Comments 
__________________________________________________________________________________________ 
  
B4 Considering the measures we have talked about above, how and why do you use these measures? 
 
Probes:  
- If not already explained earlier explore for information on when and why these measures are used? 

____ For assessing progress or health of business 
____ For improving the business 

- How important are the non-financial measures (such as customer satisfaction etc) compared to financial 
measures (such as sales growth etc)?  
- Is there a view as to whether non-financial measures are related to financial outcomes? 
__________________________________________________________________________________________ 
 

Part C Management Practices 
 
C 1 Now we are going to look at the management practices you use in your small motel. What management 
practices do you utilise to achieve the performance you desire? 
__________________________________________________________________________________________ 
 
C 2 (SHOW CARD B) Here are some possible management practices relating to motel operations. Please rate 
their importance on a 5 point scale from 1 – not very important at all, to 5 – very important. 
 
CARD B 

Not at all 
important 

 Very 
important 

 

1 2 3 4 5 

Strategy development and business planning      

A customer focus approach to running the business      

Collaborative staff management      

Partnerships or relationships with external 
organisations (e.g. accountant, government, 
associations, other businesses, community) 

     

Defined systems and processes (e.g. bookings, 
cleaning, maintenance, supplies, food and 
beverage) 

     

 
I would also like to hear any comments about each one of the above practices and why you rated them the way 
you did. I would also be interested to hear if we have missed any other important management areas. 
Comments 
__________________________________________________________________________________________ 
 



PERFORMANCE MEASUREMENT IN SMALL MOTELS 

 30

The next few questions will focus on six specific management practices and any other 
management practices you use, as I am keen to hear your comments about how important they 
are to your motel operations. 

Strategy and business planning 

C3 do you have a strategy or business plan for the running of your motel? 
Probes: 
- If planning is undertaken explore: 

-What is their strategy? 
 - Why it is carried out?  

- to set goal and targets and to track them (Is there a vision or mission statement) 
- for financial reasons 
- for marketing reasons 
- to set up policies for operational efficiency (e.g. for bookings, complaints, OHS or customer 

service?) 
 - How is the planning done? 

- Formal or informal (in writing or not) 
- How far into the future the planning covers? 

 - When it is carried out or changed?  
- Every few years, annually, more than once a year 

 - Who carries it out? 
- Do the owners lead it? Are the staff involved? Are external groups or individuals involved? 

__________________________________________________________________________________________ 
 
C4 Do you gather information about the industry, its trends and/or your competition? 
Probes: 
- If so how is this done?  

- Explore for details in relation to the following: 
- Gathering opinions from customers: trade magazines/publications/the media; from suppliers; special 
market research; tracking of competitor tactics. 

_______________________________________________________________________________________ 
 
- How is this information used?  

- For planning, product development, marketing etc. 
_______________________________________________________________________________________ 

 
Customer Focus 
C5 If I use the term ‘customer focus’, what does this mean to you? 
Probe:  
- What are some examples? 

_______________________________________________________________________________________ 
 
C6 Can you comment on the ‘customer focus’ attitude or approach in your business? 
Probes:  
- How much emphasis is there on a ‘customer focus’ approach to how the business is run? 
- Why or why not there is this emphasis? 

_______________________________________________________________________________________ 
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(SHOW CARD C) Which of the following ‘customer focus’ type activities are important to the successful 
operations of your business? Remember there is no right or wrong way to rate these items; instead we want to 
hear about your views. 
 
Probe:  
- Is there anything missing? 
 
CARD C 

 
Not at 

all 
important

 Very 
important

Presentation of the motel 1 2 3 4 5 6 7 
To update the décor and facilities in our 
rooms every 2 or 3 years 1 2 3 4 5 6 7 

To maintain the entry and reception areas 1 2 3 4 5 6 7 
To have staff in uniform or to follow an 
established dress code 1 2 3 4 5 6 7 

Accreditation and rating schemes 1 2 3 4 5 6 7 
For our business to be accredited 1 2 3 4 5 6 7 
To improve our star rating 1 2 3 4 5 6 7 
Price 1 2 3 4 5 6 7 
To offer rooms at the lowest price possible 1 2 3 4 5 6 7 
To offer rooms at the highest price possible 1 2 3 4 5 6 7 
To base the price of our rooms on 
competitors prices 1 2 3 4 5 6 7 

To offer prices based on our customer 
profile  1 2 3 4 5 6 7 

Product 1 2 3 4 5 6 7 
To renew our product based on customer 
needs 1 2 3 4 5 6 7 

To maintain the same product over time 1 2 3 4 5 6 7 
Customer feedback and communication 1 2 3 4 5 6 7 
The provision of feedback cards or surveys 
to all customers 1 2 3 4 5 6 7 

Communication with customers (phone or 
mail) before and/or after their visit 1 2 3 4 5 6 7 

A specified turnaround response time to all 
enquiries 1 2 3 4 5 6 7 

An enquiry to all customers on leaving of 
their satisfaction with the motel. 1 2 3 4 5 6 7 

A database of customers 1 2 3 4 5 6 7 
Marketing and sales 1 2 3 4 5 6 7 
A brochure of our motel 1 2 3 4 5 6 7 
A website and/or email bookings and 
payment service 1 2 3 4 5 6 7 

Branding 1 2 3 4 5 6 7 
To be associated with a recognisable brand 
(e.g. Great Western, Comfort Inn etc.). 1 2 3 4 5 6 7 

To create our own brand that sets us apart 
from other motels. 1 2 3 4 5 6 7 

 
I would also like to hear any comments about each one of the above activities and why you rated them the way 
you did. I would be also interested to hear if we have missed any other important activity relating to a customer 
focus in the way the business is operated. 
Comments 
__________________________________________________________________________________________ 
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Staff management 
 
C 7 Now we are going to discuss staff management. Tell me about the staff management practices you use in 
your motel that have helped with the successful operation of the motel?  
Probes:  
- How would you describe your management style? 
- Can you give me some examples? 
__________________________________________________________________________________________ 
 
(SHOW CARD D) Here are some statements related to staff management. Could you please tell me how you 
would a) rate the first group by importance and b) how often you carry out the activities.  
 
CARD D 
How important are the following activities 
to your business? 

Not at all 
important  Very 

important

To employ staff with people skills 1 2 3 4 5 6 7 
To employ trained staff with experience in 
the hospitality industry 1 2 3 4 5 6 7 

To develop multi-skilled staff 1 2 3 4 5 6 7 
To closely manage and monitor staff 1 2 3 4 5 6 7 
To select staff with specific abilities for 
specific roles. 1 2 3 4 5 6 7 

        

How often are the following activities 
carried out in your business? Never 

Every 
now and 

then 
Annually Each 

quarter Monthly Weekly Daily 

Training of staff        
Involving staff in decision-making        
Gathering feedback from staff on customers 
and motel operations        

Informing staff of activities and outcomes of 
the business        

Rewarding of staff        
Reviewing the performance of staff        

 
 
C8 Now I would like you to review the list and indicate which staff management practices you would rank as the 
top three for you and your business. 
 

1. ___________________________________________________________________________________ 
2. ___________________________________________________________________________________ 
3. ___________________________________________________________________________________ 

 
I am very interested to hear any comments about each one of the above staff management practices and why you 
rated and ranked them the way you did. 
 
Comments 
__________________________________________________________________________________________ 
 
External Partnerships and Relationships 
 
When talking about ‘partnerships’ I am referring to all relationships that the business has with suppliers, 
accountants, partners, financial institutions, industry and market associations, government agencies, other 
businesses and the community.  
 
 
 
C9 What partnerships do you have with external groups and individuals that have been effective for the 
performance of the motel? 
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Probes: 
- How did these partnerships come about? 
- How important are these partnerships  
- Why do they exist? (marketing; resourcing; learning and development) 
- How local or national are these partnerships? 
 
(SHOW CARD E) Could you please indicate how often you do the following activities? 
 
CARD E 

How often do you do the following? Never 
Every 

now and 
then 

Annually Each 
quarter Monthly Weekly Daily 

A. Who you partner with        
Utilise an accountant assist with business 
decisions 1 2 3 4 5 6 7 

Contact with a specific person or persons in a 
financial institution 1 2 3 4 5 6 7 

Involve suppliers in contracts 1 2 3 4 5 6 7 
Involvement with community groups or 
committees 1 2 3 4 5 6 7 

Membership with marketing associations (or 
affiliations) 1 2 3 4 5 6 7 

Membership with industry associations 1 2 3 4 5 6 7 
Communicate and liaise with other businesses 1 2 3 4 5 6 7 
Communicate and liaise with the local 
government 1 2 3 4 5 6 7 

B. Purposes for partnerships 1 2 3 4 5 6 7 
Use partnerships to increase referrals and word of 
mouth recommendations 1 2 3 4 5 6 7 

Use partnerships to help get resources for my 
business 1 2 3 4 5 6 7 

Use partnerships to help with the marketing of my 
business 1 2 3 4 5 6 7 

Use partnerships to lobby government agencies re 
changes or issues that could affect my business 1 2 3 4 5 6 7 

Use partnerships to improve my knowledge and 
skills in relation to managing the motel 1 2 3 4 5 6 7 

 
 
C10 Now I would like you to review the list and indicate which partnerships in Part A you would rank as the top 
three for you and your business. 
 

1. ___________________________________________________________________________________ 
2. ___________________________________________________________________________________ 
3. ___________________________________________________________________________________ 

 
Again I am very interested to hear any comments about each one of the above partnerships and why you rated 
them the way you did. Also I would be keen to hear whether there are any partnerships I may have left out. 
 
 
Comments 
__________________________________________________________________________________________ 
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Systems and Processes  
 
C12 What do the terms systems and processes mean to you?  What key systems or processes are currently used 
in your motel? 
 
Probes:  
- Can you give me some examples? 
- Why do you have these systems or processes? Is it for staff accuracy, customer satisfaction etc.? 
- How were these systems or processes developed? 
- Who uses these systems? 
- How are they communicated to others? Are they written or verbal? 
- How are they checked to make sure they are followed correctly? 
__________________________________________________________________________________________ 
 
(SHOW CARD F) Considering CARD F, are there any particular systems or processes that you employ in your 
business? Could you please indicate how often you use the following systems and procedures? 
 
CARD F 

 
Never / 
don’t 
have 

Now and 
then Annually Each 

quarter Monthly Weekly Daily 

Manual systems (i.e. done by hand) for: 
Accounting 1 2 3 4 5 6 7 
Reservations or bookings 1 2 3 4 5 6 7 
Customer tracking 1 2 3 4 5 6 7 
Computerised systems for: 
Accounting  1 2 3 4 5 6 7 
Tracking prices 1 2 3 4 5 6 7 
Reservations or bookings 1 2 3 4 5 6 7 
Customer tracking 1 2 3 4 5 6 7 
Procedures (i.e. books, sheets or rules) for: 
Daily routines in office  1 2 3 4 5 6 7 
Daily routines in restaurant or kitchen (e.g. food 
safety, supplies and orders etc.) 1 2 3 4 5 6 7 

Laundry and housemaids (cleaning) 1 2 3 4 5 6 7 
Maintenance 1 2 3 4 5 6 7 
Change of shifts 1 2 3 4 5 6 7 
Complaints 1 2 3 4 5 6 7 
Ordering supplies 1 2 3 4 5 6 7 

 
 
C13 Now I would like you to review the list and indicate which systems you would rank as the top three for you 
and your business. 

1. ___________________________________________________________________________________ 
2. ___________________________________________________________________________________ 
3. ___________________________________________________________________________________ 

 
Again I am very interested to hear any comments about each one of the above systems and processes and why 
you rated them the way you did. Also I would be keen to hear whether there are any systems or processes I may 
have left out. 
 
Comments 
__________________________________________________________________________________________ 
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Part D Management Practices and Related Measures 
 
D1 Finally, we are going to consider how the various management practices relate to the measures used to assess 
business performance in a small motel. (SHOW CARD G)  
 
Considering CARD G, which of the management activities we have mentioned so far do you think drive or are 
important to the following performance outcomes?  
 
Go through each one and ask for a response that identifies one or two key drivers. 
 
Probes: 
- What drives or ensures that specific activities are done well? 
- For example, if clean rooms are mentioned as important to customer satisfaction, ask what ensures clean 
rooms. 
 
CARD G 
Performance results 
Customer satisfaction 
Owner-manager satisfaction 
Employee satisfaction 
A good reputation 
Gross revenue or sales  
Net profit 

 
 
Management Practices 
Strategy development and business planning 
A customer focus approach to running the business 
Collaborative staff management 
Partnerships or relationships with external organisations (e.g. accountant, government, associations, other 
businesses, community) 
Defined systems and processes (e.g. bookings, cleaning, maintenance, supplies, food and beverage) 

 

Part E General Questions 
 
E1 Are there any issues you wish to raise or any other comments you would like to make? 
__________________________________________________________________________________________
__________________________________________________________________________________________ 
 
 

Thank you for your time and valuable input. 
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APPENDIX C: A FRAMEWORK FOR A CORPORATE MARKET 
STRATEGY FOR SMALL MOTELS 
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