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Abstract | The desire to achieve success is currently a daily concern for any company, but it is not
always explicitly described and defined. For this reason, measuring performance is essential to transform
the complex reality of business into explicit and concrete concepts, which can be easily implemented.
One of the most popular approaches to performance measurement is the identification of Critical Success
Factors (CSFs).

Within the hotel industry, performance measurement is increasingly important due to the growing im-
portance of the value of human resources and competitiveness, which implies constantly looking for ways
to improve the level of quality, reputation, and increase profit. The studies applied to this specific sector
are relatively scarce, especially regarding hotel establishments of the “pousada” type. Thus, the main
objective of this investigation is to identify and analyze the most critical success factors for Pestana
Pousadas de Portugal and the respective key performance indicators (KPls).

The applied methodology went through a fusion of all the information reviewed in the literature and
resulted in the formulation of three dimensions of analysis. These elements were included in the data
collection instrument. The data collection granted to obtain 19 personal interviews addressed to the
directors and managers of Pousadas de Portugal.

The analysis of the data allowed to conclude that the most important objective in the opinion of the
respondents is customer satisfaction. In general, the resulting set of the most important CSFs corrobo-
rates the set of most prominent CSFs in the literature. In terms of KPls, respondents proposed several

indicators, including financial and non-financial indicators.
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1. Introduction

A company's performance refers to its success
in the market and represents a complex and mul-
tidimensional phenomenon (Chittithaworn, Islam,
Keawchana, & Yusuf, 2011).
perspective of Ottenbacher and Gnoth (2005), the

According to the

achievement of success depends on the systema-
tic and effective management of several activities.
Although success is a key term for management
and administration, it is not always explicitly des-
cribed (Chittithaworn et al., 2011).

Therefore, measuring performance is a funda-
mental part of management, allowing a transfor-
mation of complex reality into explicit and concrete
concepts, which can be easily communicated and
adopted (Meilani & Anugrah, 2015). According
to several authors (Haktanir & Harris, 2005; Naj-
dawi, 2020; Mota, Moreira, Costa, Serrdo, Pais-
Magalh3es & Costa, 2021), performance measure-
ment represents a critical tool for organizations in
planning and decision making, creating a connec-
tion between strategy, competitiveness, revenue
management and service provision, and allowing
to achieve the objectives and goals outlined.

The CSFs approach is one of the existing ap-
proaches to performance measurement and al-
lows for a representative reflection of an organiza-
tion's true complexity (Rockart, 1979). Leading
CSFs researchers, including Boynton and Zmud
(1984), Brotherton and Shaw (1996), Ferguson
and Dickinson (1982), Freund (1988), Grunert and
Ellegaard (1992), Jenster (1987), Leidecker and
Bruno (1984), Munro and Wheeler (1980), Roc-
kart (1979), and Vasconcellos Sa and Hambrick
(1989), agree that the essence of the CSFs appro-
ach to management is, what can be called focused
specialization, that is, the concentration of resour-
ces and effort on factors capable of providing gre-
ater competitive advantage.

Within the hotel industry, due to the dynamic
environment that currently exists and the growing

importance of the value of human resources and

competitiveness, hotel establishments need to fol-
low trends and measure performance, so that they
can remain successful and competitive. In addi-
tion, challenges related to hotel management, such
as medium and lower infrastructure, unqualified
employees, unavailability of personalized services,
lack of innovation in the offer, among others, can
contribute to poor performance in terms of ser-
vice quality, customer satisfaction and occupancy
rates, which may force hotel managers to rethink
current performance measurement practices (Kala
& Bagri, 2014).

In the case of the CSFs approach and conside-
ring that a hotel has a variety of services and pro-
ducts to offer, CSFs are the set of factors that will
sustain the general impression acquired by guests
during their stay. In this sense, there must be a ba-
lance between providing the guest with the experi-
ence and operating the various services (Haktanir
& Harris, 2005). Therefore, it is very important
for hotels to have an appropriate performance me-
asurement system, so that it is possible to achieve
the goals that were previously established, monitor
the performance progress and assess whether the
objectives have been achieved (Liu & Ko, 2018).
The hotel industry corresponds to a very interes-
ting sector for this investigation due to its com-
plexity in using a wide variety of tangible and in-
tangible assets, as a means by which knowledge is
applied and skills are developed (Ottenbacher &
Harrington, 2010). In addition, the turbulence as-
sociated with this industry means that hotel chains
and independent units are continually forced to
look for ways to improve quality and reputation,
reduce costs and increase sales and profits (Otten-
bacher & Gnoth, 2005).

Regarding the Pestana Pousadas de Portugal,
and considering the opinion of their directors and
managers, this study will present a synthesis of the
results of performance measurement, which will al-
low the decision-making process with greater secu-
rity and less risk. Therefore, the objective of this

article is to identify and evaluate the most critical



success factors to the success for Pestana Pousa-
das de Portugal focusing on accessibility and com-
munication and the respective indicators that allow
measuring the performance of these factors.

In terms of methodology, a literature review de-
veloped through the analysis of numerous articles
and books will be presented first, followed by the
identification of the three main dimensions which
will be tested based on personal interviews with the
directors and managers of Pousadas de Portugal.
A content analysis will be conducted to the 19 in-
terviews and will allow to draw several conclusions
about the most critical factors for the success of
Pousadas de Portugal and the respective key per-
formance indicators.

The following section corresponds to the the-
oretical context that serves as the basis for all of
this research, where the reader will be informed
of the various concepts and constructs associated
with this theme. Then, in section 3, the methodo-
logy used will be presented, Section 4 refers to the
analysis and discussion of results and, finally, in
section 5 the main conclusions, limitations, contri-
butions and future research directions will be pre-
sented.

2. Theoretical context

2.1. Evolution and definition of critical suc-
cess factors

The CSFs approach to management is not a
new innovative area of research, having existed for
some time, with Daniel (1961) being the first to
propose the identification of CSFs, within the in-
formation systems, in an article from Harvard Bu-
siness Review, in the 1960s. The term ‘critical
success factors' was applied to management lite-
rature in the 1980s, when there was a concern
about why some organizations were more success-

ful than others and, therefore, research was carried
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out to investigate the components of success (In-
gram, Biermann, Cannon, Neil, & Waddle, 2000).
Over the past three decades, the application of
CSFs has been extended to a more generic appro-
ach to management, especially within the strategic
and operational /management planning (Leidecker
& Bruno, 1984; Vasconcellos e Sa, 1988; Gru-
nert & Ellegaard, 1992; Brotherton, 2004a, 2004b;
Lima, Eusébio & Partidario, 2014).

The application of CSFs to the tourism and
hospitality sector started in 1985. Despite all the
attention given to CSFs in various fields, there was
only one distinct study of CSFs in the context of
the hospitality industry. This was conducted by
Geller (1985a, 1985b, 1985c) and focused on the
US hotel industry, specifically on the application
of CSFs to hotel information systems.

The literature on CSFs usually follows an ap-
proach that begins with the definition of objecti-
ves, then moves on to the identification of CSFs
and ends with the projection of performance me-
asures/indicators (Bullen & Rockart, 1981; Geller,
1985c; Meilani & Anugrah, 2015). Thus, the kno-
wledge of the objectives of a given organization is
a critical precondition for its success (Thomas &
Long, 2000; Najdawi, 2020). These objectives can
be varied, and the studies by Brotherton and Shaw
(1996), Geller (1985c), and Meilani and Anugrah
(2015) present some examples for the case of ho-
tel establishments, which will be used, later, in the
practical application of this empirical study.

Regardless of whether managers consider that
their information needs are being met, it is use-
ful that they carry out a continuous review of the
CSFs, so that they reflect the most important is-
sues to face in a dynamic environment (Munro &
Wheeler, 1980; Zmud, 1984; Boynton & Geller,
1985c; Avcikurt, Altay, & llban, 2011). Therefore,
according to several authors, such as Brotherton
(2004a, 2004b), Brotherton and Shaw (1996), Fer-
guson and Dickinson (1982), and Geller (1985b,
1985c), for the companies to respond to the chan-

ges that occur in competitive business conditi-
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ons, managers must change their ways of thinking
about companies and their structures, to avoid un-
pleasant surprises or missed opportunities.

As in other industries, the hotel industry has
its own characteristics, which distinguish it from
the rest and which are associated with the pro-
vision of certain products/services and, therefore,
the factors used to evaluate the performance of a
hotel establishment, must reflect the activities and
the specific types of products and services offered
(Harris & Mongiello, 2001).

2.2. Accessibility and communication as CSFs

Some of the revised aspects are related to ac-
cessibility, namely the location, which represents
one of the most evident CSFs in the existing li-
terature about CSFs in hotel establishments (Gel-
ler, 1985c¢; Brotherton & Watson, 2000; Brother-
ton, 2004a; Kilic & Okumus, 2005; Olsen, Chung,
Graf, Lee, & Madanoglu, 2005; Minciotti, San-
tolia, & Kaspar, 2008; Hua, Chan, & Mao, 2009;
Melia, 2010; Chaves, Gomes, & Pedron, 2011; Sai-
naghi, 2011b, 2011a; Zhang, Ren, Shen, & Xiao,
2013 Wang & Hung, 2015; Goryushkina, Shkur-
kin, Petrenko, Demin, & Yarovaya, 2016; Fuentes-
Medina, Hernandez-Estarico, & Morini-Marrero,
2018; Yadegaridehkordi, Nilashi, Nasir, & Ibrahim,
2018). Hua et al. (2009) found that both phy-
sical location (city and district where the hotel
is located), and virtual location (hotel reserva-
tion system) (Brotherton & Shaw, 1996; Brother-
ton, Heinhuis, Miller, & Medema, 2002; Brother-
ton, 2004b; Minciotti et al., 2008; Jaafar, 2011;
Mohsin & Lengler, 2015) are considered critical
for customers. According to Lam, Ho, and Law
(2015), the network of a hotel establishment (ho-
tel chain/hotel group to which a hotel belongs) is
another aspect that is very relevant to success,
since it affects the competitive positioning, the
distribution network, the reach of the brand, the
strength of the loyalty proposal and the ability to

attract customers. Therefore, the geographical co-
verage of the hotel chain (Brotherton, 2004a; Hua
et al., 2009; Lam et al., 2015) and the size of the
hotel chain (Brotherton, 2004a; Hua et al., 2009;
Melia, 2010; Lam et al., 2015) are important CSFs
of this dimension.

Promotion, Marketing and Prestige correspond
to other areas highlighted by the authors (Avci-
kurt et al., 2011; Brotherton, 2004b; Brotherton
et al., 2002; Brotherton & Shaw, 1996; Hua et
al., 2009). In this dimension, the CSFs most high-
lighted in the literature are the strong brand diffe-
rentiation (Brotherton, 2004a; Olsen et al., 2005;
Daun & Klinger, 2006; Holverson & Revaz, 2006;
Hua et al., 2009; Meilani & Anugrah, 2015; Melia,
2010), maintaining market share (Geller, 1985c;
Brotherton & Shaw, 1996; Brotherton et al., 2002;
Brotherton, 2004b; Olsen et al., 2005; Avcikurt et
al., 2011;), marketing (Geller, 1985c; Vasconcel-
los e Sa, 1988; Bergin, 2002, 2003; Kilic & Oku-
mus, 2005; Ottenbacher & Gnoth, 2005; Melia,
2010; Goryushkina et al., 2016) and effective pro-
motion and advertising (Vasconcellos e Sa, 1988;
Brotherton & Shaw, 1996; Brotherton et al., 2002;
Brotherton, 2004b; Kilic & Okumus, 2005).

After the CSFs are identified, it is necessary to
proceed with their measurement. These measures
represent direct indicators, which measure and mo-
nitor the most critical areas where the attention of
top management must focus to achieve good per-
formance along each critical dimension (Bullen &
Rockart, 1981; Geller, 1985b; Jenster, 1987; Mei-
lani & Anugrah, 2015). Thus, the KPIs are specific
standards that allow the calibration of the perfor-
mance of each CSF, which support the monitoring
of performance in a certain key area, being speci-
fic to each CSF (Bullen & Rockart, 1981; Geller,
1985c¢).

Currently, the identification of KPlIs is not so-
mething new and unknown, and it is gradually
being implemented in the practical activities of
companies in various sectors (Shadskaia & Koz-

lova, 2018), being the main objective to provide



decision makers with measurable indicators to me-
asure organizational performance and optimal use
of resources and thus achieve profit maximization
through stakeholders satisfaction (Kala & Bagri,
2014, 2016).

Indicators can be soft, corresponding to sub-
jective and qualitative (non-financial) or hard me-
asures, which are objective and quantitative (fi-
nancial) measures (Bullen & Rockart, 1981; Gel-
ler, 1985c¢). Financial indicators (quantitative) are
the traditional means of measuring performance
(Wadongo, Odhuno, Kambona, & Othuon, 2010).
According to Harris and Mongiello (2001), non-
financial indicators have many strengths and are
more directly traceable to the company's strategy
and, therefore, more used, focusing on customers,
operations and human resources, and correspond
to the determinants.

On the other hand, the financial indicators re-
fer to the results. Although measuring financial
performance is important and can offer greater or-
ganizational effectiveness in the long run, for an or-
ganization to remain competitive, it must also con-
sider non-financial or operational results, as both
are vital for the organization to track and predict
business performance in relation to objectives and
CSFs (Wadongo et al., 2010; Kala & Bagri, 2014,
2016). Therefore, the indicators consist of finan-
cial and non-financial measures, so that there is a

balanced and comprehensive focus on performance
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(Kala & Bagri, 2016).

Specifically in the case of hotels, measurement
indicators provide the basis for measuring the ope-
ration of a hotel establishment (Sklyar & Khar-
chenko, 2018), since they determine the progress
of the business (Harris & Mongiello, 2001). Thus,
for the success of hotel establishments, it is im-
portant that managers focus on reliable and cri-
tical performance indicators. It is then the res-
ponsibility of management/administration, to en-
sure that strategic decisions are made based on the
adoption and use of various indicators. The aim
of this indicators is to evaluate the performance
of the hotel establishment and measure the achi-
evements of the organizational objectives (Kala &
Bagri, 2014; Shadskaia & Kozlova, 2018). In this
way, working with the main indicators, offers a ho-
tel establishment the opportunity to evaluate the
implementation of its strategy (through previously
identified objectives and CSFs), which enable the
general monitoring of all human resources activity,
by department and in the company (Shadskaia &
Kozlova, 2018).

Some examples of indicators used in accessi-
bility and communication areas, associated with
some of the CSFs mentioned above, are presen-
ted in table 1. As can be seen, these indicators
are quite varied, including financial indicators (e.g.:
percentage of occupation) and non-financial indi-

cators (e.g.: guest questionnaire).
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Table 1 | KPIs reviewed in literature of some CSFs

Dimension

CSFs

KPIs

Authors

Accessibility

Easy, accurate and
efficient booking
process/system

Receive immediate booking
confirmation

Make a reservation easily

(Mchsin & Lengler, 2015)

Reach average room rate

Percentage of occupation

Guest questionnaire

Yield of rooms

(Brotherton & Shaw, 1996);
(Brotherton ef al., 2002);
(Brotherton, 2004b)

Promotion,
Marketing and
Prestige

Intersectoral
comparison

Compesition of professional
bodies

Participation in classification
schemes

Network relations

(Phillips & Louvieris, 2005)

Strong brand
differentiation

Guest market share

Number of new guests

Market share of F&B customers

Number of new F&B customers

Market share of clients for
meetings, conventions and
exhibitions

Number of new clients for
meetings, conventions and
exhibitions

(Meilani & Anugrah, 2015)

Maintaining market
share

Occupancy levels

Market penetration

Income per room per hight

Sales amount

(Brotherton & Shaw, 1996);
(Brotherton et a/., 2002);
(Brotherton, 2004b)

Marketing

Achieving positive market share in
each target segment |

Reserved quality and turnover

Business repeat rate

(Geller, 1985a)

Effective promotion
and advertising

Increase in business

Market penetration level

(Brotherton & Shaw, 1996);
(Brotherton et al., 2002);
(Brotherton, 2004b)

Source: Author’s construction

3. Methodology

This investigation was directed to Pousadas de
Portugal, currently managed by a private group,
the Pestana Hotel Group. The Pousadas de Por-
tugal consists of 33 units. The investigation was
directed to the Pestana Hotel Group because it re-
presents the largest multinational group with Por-
tuguese origin in the Tourism sector and integrates
the 30 largest European hotel groups (Grupo Pes-
tana, 2020a, 2020b). This importance and rele-
vance have turn to a high interest in understanding
which are the most critical success factors, associ-
ated with its hotel establishments. It was decided
to investigate the case of this sub-brands due to
the particularity, diversity, and variety of the offer
at national level, aiming to contribute, not only
to the success of these establishments, but also
for the recognition of them as a different type of
accommodation, which can meet different needs

and/or desires of different market segments.

A personal interview was selected to be the
data collection instrument. The interview method
is favored by many researchers in this field (Bullen
& Rockart, 1981; Boynton & Zmud, 1984) as it is
a structured technique capable of generating very
rich and narrative data on the subject, however it
has the disadvantage that it can take time and/or
be expensive. Furthermore, it is an approach emi-
nently applicable to in-depth studies focused on
a single organization (Brotherton & Shaw, 1996;
Hua et al., 2009), as is the case of this study, which
focuses on Pestana Pousadas de Portugal.

Thus, the interview has the purpose of finding
the most important CSFs (Hua et al., 2009), as
well as the indicators that allow its operationaliza-
tion. Caralli, Stevens, Willke, and Wilson (2004)
consider that the interview is one of the most ef-
fective processes to identify a set of CSFs. In
this sense, the interview of this study has diffe-



rent types of questions, being considered a semi-
structured interview because there is an interview
scheme that structures and imposes a frame of
reference with a set of previously defined questi-
ons (Quivy & Campenhoudt, 1998). According to
Quivy and Campenhoudt (1998), this type of in-
terview is the most used in the context of social
research.

An interview with a manager must seek to achi-
eve four objectives namely, to understand the or-
ganization, as well as the role of the manager in
its context; understand the objectives of the or-
ganization and the interviewee; identify the CSFs
and the measures to operationalize them; and as-
sist the manager in understanding his information
needs (Bullen & Rockart, 1981). As highlighted
by Yadegaridehkordi et al. (2018), the interview
inquiry method is one of the most used to identify
and develop CSFs. It should also be noted that to
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same set of questions must be used for all partici-
pants (Caralli et al., 2004).

The personal interview within this investigation
was divided into three parts, namely the identifica-
tion of the most important objectives, the most cri-
tical CSFs (top 3 of each of the identified dimensi-
ons) and the key performance indicators correspon-
ding to these factors. The administration method
took place, in an initial phase, via e-mail and, sub-
sequently, an interview was scheduled, which took
place in mid-July 2020 through the Zoom plat-
form, available online. To apply the CSFs dynami-
cally and objectively, it was chosen to synthesize
and group all the information reviewed in the li-
terature, considering the most relevant CSFs, and
merging some of the more related CSFs. Thus, for
this empirical study it was used the CSFs exposed
in the table 2.

Table 2 | Dimensions and CSFs for the empirical study

Dimensions

CSFs

External surroundings

Provision of shuttle service from the airport to the hotel and vice versa

Check-in and check-out times

Reach and Location |Location

Brand chain of the hotel establishment (size and geographical coverage)

Signage and circulation in the area surrounding the hotel establishment

Reservation system

Well-established hotel unit in the local community

Awards received by the hotel establishment

Prestige and Image

Reputation/image of the hotel unit

To be the only hotel unit with the best classification in the municipality (eg: to be
the only 5 star hotel in the municipality)

Market analysis and control (at the level of products / services, customers,
competitors, market segment, economy, etc.) to support decision making

Use of customers for promotion

Promotion and

Promotion costs compared to competitors

Marketing

Strong differentiation of the brand's hotel establishment

Marketing, advertising and promotion

Members/partners benefits offer

Market share

Source: Author’s construction

4. Analysis and discussion of results

4.1. Sociodemographic characterization

The sociodemographic and professional cha-
racterization of the directors and managers of

Pousadas de Portugal is presented in the table
3. As it is possible to see in this table, the
male gender represents a large part of the res-
pondents (63.16%), compared to the female gen-
der (36.84%).

tors/managers are between 35 and 44 years old

Regarding the age, most direc-
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(52.63%). Considering the level of education, it
can be seen that most directors/managers have
graduation (42.11%) and one has only secondary
education (5.26%). Finally, regarding the area of
specialization, the area corresponding to “Hospi-
tality and/or Tourism” corresponds to the area of
specialization of most respondents (68.42%). One
of the interviewees selected as the area specializa-
tion “other” (5.26%), indicating that it is the area
of marketing and communication management.
Regarding the professional characteristics of
the directors/managers of Pousadas de Portugal
(Table 3), approximately 79.0% of respondents are
managers of a hotel unit and 21.05% are regional
directors (of several hotel units in a region). The

managers of only one hotel unit were asked about

the region of Portugal to which the unit they ma-
nage belongs, and it can be concluded that about
80.0% of respondents, manages a unit in Alentejo
(26.67%), in the Center Region (26.67%) or in the
North Region (26.67%). Only one manager is res-
ponsible for managing a unit belonging to the Lis-
bon Region (6.66%). Regarding the time working
at the Pestana Hotel Group, the majority of direc-
tors/managers have worked in this group for more
than 10 years (68.42%). The remaining respon-
dents selected the answer options “3 to 5 years”
(15.79%) and "6 to 10 years” (15.79%). It can
also be seen, in relation to the time working in the
hotel industry, that most respondents have worked
in this industry for more than 10 years (89.47%).

Table 3 | Respondents’ profile

Characteristics Frequency | Percentage

Male 12 63,16%

Gender
Female 7 36,84%
25 - 34 years 5,26%
Age 35 - 44 years 10 52,63%
45 - 54 years 5 26,32%
55 - 64 years 3 15,79%
High school 1 5,26%
:orzw:iizi;nal Course (Non-technical specialization 4 21,05%
Highest qualification Higher Professional Technical Course (TeSP) i 5,26%
Graduation 8 42,11%
Postgraduate studies 3 15,79%
Master's degree 2 10,53%
Management, Administration and/or Finance 5 26,32%
Specialization Area Hospitality and/or Tourism 13 68,42%
Other 1 5,26%
10b identity Unit. mana.ger 15 78,95%
Regional director 4 21,05%
Akntejo 4 26,67%
Reqion of Portuaal - Unit Algarve 2 13,33%
e T
Lisboa 1 6,66%
Norte 4 26,67%
) 3 - 5 years 3 15,79%
\é\ic:;llzng for the Pestana Hotel 6- 10 years 3 15,79%
More than 10 years 13 68,42%
Years of experience in hotel 6 - 10 years 2 10,53%
industry More than 10 years 17 89,47%

Source: Author’s construction

4.2. Analysis of results

The first part of the personal interview with
the directors and managers of Pestana Pousadas

de Portugal was based on the evaluation of the
importance of a total of 26 objectives, which were
evaluated according to a Likert Scale, between 1

and 5, where 1 corresponds to “not important”



and 5 corresponds to “very important”. It is no-
teworthy that this list of 26 objectives started from
several objectives of hotel establishments found in
the studies of Brotherton and Shaw (1996), Geller
(1985c), and Meilani and Anugrah (2015).
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The evaluation of the importance of these ob-
jectives is presented in the table 4, from which the
objective that stands out most relates to Customer
Satisfaction, assessed by all respondents with para-

meter 5, corresponding to “very important” (5.00).

Table 4 | Evaluation of the objectives’ importance

Objetives N Mean
Higher market share 19 4,37
Finandal stability 19 4,79
Satisfaction of owner(s) 19 4,21
Strengthen the brand image 19 4,89
Increase profit 19 4,47
Maintain market position 19 4,53
Build loyalty for customer retention 19 4,79
Profitability combined with quality of service 19 4,58
Get greater return on investment 19 4,21
Improve management 19 4,47
Expansion/growth 19 3,95
Customer satisfaction 19 5,00
Maximize cash flow 19 3,74
Achieve brand loyalty by customers 19 4,68
Increase the number of guests arriving at the hotel 19 4,47
Increase the number of customers arriving at the hotel establishment for Food &
Beverage and/or for conferences, congresses, conventions, exhibitions, meetings, 19 4,63
etc. (Business Tourism)
Maintain a stable room sales price 19 3,63
Improve the cash flow management system 19 3,63
Increase guest satisfaction through equipment/facilities 19 4,47
Increase guest satisfaction through service 19 4,89
Increase customer satisfaction at Food & Beverage 19 4,63
Increase customer satisfaction at conferences, congresses, conventions, exhibitions,
meetings, etc. (Business Tourism) 19 432
Improve the variation of service assets 19 4,05
Increase creativity acquisition events 19 3,95
Develop technology 19 4,21
Increase the professionalism of human resources 19 4,53

Source: Author’s construction

In addition, most of the remaining objectives
are considered by most respondents to be very im-
portant, among which the following stand out as
the most important: “Financial stability” (4.79),
"Strengthen the brand image” (4.89), “Increase
profit” (4.47), "Maintain market position” (4.53),
“Create loyalty so that there is customer retention”
(4.79), “Profitability combined with quality ser-
vice” (4.58), “Improve management” (4.47), “Achi-
eve customer loyalty to the brand” (4.68), “Incre-
ase the number of guests arriving at the hotel’
(4.47), “Increase the number of customers arri-
ving at the hotel establishment for Food & Beve-
rage and/or for conferences, congresses, conven-

tions, exhibitions, meetings, etc. (Business Tou-

rism)" (4.63), “Increase guest satisfaction through
equipment/facilities” (4.47), “Increase guest satis-
faction through service” (4.89), “Increase satisfac-
tion Food & Beverage customers” (4.63), and “In-
creasing the professionalism of human resources”
(4.53).

4.3. Selection of key performance indicators

After each of the directors/managers of Pou-
sadas de Portugal selected the most important ob-
jectives, considering the unit he/she manages, they
were asked about the three most important CSFs

of each of the three dimensions under analysis. Fi-
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nally, for each of the three CSFs identified, res-
pondents were asked to mention one or more in-
dicators capable of measuring the performance of
these factors. All these results are presented in the
tables 5, 6 and 7.

Considering the dimension “Reach and Loca-
tion” (Table 5), and taking into account the choice
of directors/managers, the three items that stand
out for being the most important are the CSF “Ex-
ternal Surrounding Environment”, chosen by about
73.7% of the respondents, the CSF “Location”,
chosen by about 89.5% of respondents and the
CSF “Brand of the hotel establishment (size and
geographic coverage)”, chosen by about 57.9% of
respondents. As it is possible to conclude, all these

items were chosen by more than half of the direc-
tors/managers. The “Location” stands out with an
average rating of higher importance (4.88).

The table 5 also includes the list of indicators
mentioned by the directors/managers for the th-
ree most important CSFs in the “Reach and Loca-
tion” dimension. As can be concluded, the indica-
tor “Customer feedback through internal and ex-
ternal platforms that measure satisfaction and de-
mand (Grupo Pestana website, Pousadas de Portu-
gal website, TripAdvisor, Booking, Expedia, etc.)
and which is subsequently analyzed through the
ReviewPro system” is mentioned as a possible in-
dicator of these three CSFs.

Table 5 | Results from dimension 'Reach and Location’

Dimension CSFs: TOP 3 N

Mean Proposed KPIs

External surroundings 14

Structured analysis of the competitive set
(group of hotel establishments that are seen as
direct competitors)

Customer feedback through internal and
external platforms that measure satisfaction
4,57 |and demand (Grupo Pestana website,
Pousadas de Portugal website, TripAdvisor,
Booking, Expedia, etc.) and which is
subsequently analyzed through the Reviewpro
system

Sales amount

Reach and Location 17
Location

Accessibilities

Distance and accessibility to the center
Customer feedback through internal and
external platforms that measure satisfaction
4,88 and demand (Grupo Pestana website,
Pousadas de Portugal website, TripAdvisor,
Booking, Expedia, etc.) and which is
subsequently analyzed through the Reviewpro
|system
Sales amount

Brand chain of the
hotel establishment
(size and geographical
coverage)

11

Customer feedback through internal and
external platforms that measure satisfaction
and demand (Grupo Pestana website,
Pousadas de Portugal website, TripAdvisor,
Booking, Expedia, etc.) and which is
subsequently analyzed through the Reviewpro
|system
Number of establishments and geographical
dispersion of them

Percentage of occupation

Pestana Guest Club - demand measurement
and customer loyalty

4,73

Source: Author’s construction

Regarding the possible indicators of the CSF
“External Surrounding Environment” (Table 5), it
also stands out the “Structured analysis of the
competitive set (group of hotel establishments that
are seen as direct competitors)”’, in which, basi-

cally, the “External surrounding environment” is
compared to the direct competitors and is evalu-
ated in this way, depending on a better or worse
performance, compared to competitors. The CSF
“Location” can also be measured, according to the



directors/managers, through the identification of
“Accessibility” and the measurement of “Distance
The "Sales vo-

lume"indicator is used to measure the performance

and accessibility to the centre’.

of the CSFs "External environment"and "Loca-
tion".

Finally, the CSF "Hotel brand network (size
and geographical coverage)” can be measured
using indicators such as “Number of establishments
and geographic dispersion”, “Occupancy percen-
tage” and “Pestana Guest Club - demand mea-
surement and customer loyalty” (Table 5). This
last-mentioned platform belongs to the Pestana
Group and corresponds to the customer loyalty pro-
gram of the Pestana Hotel Group, which includes
the sub-brands Pestana Hotels & Resorts, Pestana
Pousadas de Portugal, Pestana CR7 and Pestana

Collection Hotels. This program allows to accu-
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mulate points for each stay or meal in the parti-
cipating hotels. These points can be used, in the
future, for free stays in the Pestana brand, on any
day of the year. Adherence to the loyalty program
also allows to obtain discounts on accommodation,
bars and restaurants, magic spa and several Group
partners (Grupo Pestana, 2020c).

Considering the “Prestige and Image” dimen-
sion (Table 6), it is concluded that the CSFs cho-
sen as the three most important are the factors
“Hotel establishment well established in the local
community” (84.21%), "Awards received by the
hotel establishment” (73.68%), “Reputation and
image of the hotel establishment” (94.74%). Re-
garding the performance indicators of the three
most important CSFs, in the perspective of the
directors/managers of the Pousadas de Portugal,

these are already quite diverse and varied.

Table 6 | Results from dimension 'Prestige and Image’

Dimension CSFs: TOP 3 N

Mean Proposed KPIs

Well-established hotel
unit in the local 16
community

4,63

Collaboration with local entities (sponsorships,
etc.)

Involvementyparticipation and support in local
events

Loyalty of local customers

Revenue generated by the local community
Time since the opening of the hotel
establishment

Use of services by the local community (local
corporate events and social events - weddings,
christenings, lunches or dinners)

Local customer volume

Awards received by
the hotel 14
establishment
Prestige and
Image

464

News in the media

Reconversion awards, qualitative performance,
etc.

Awards received from the main sales channels
(Tripadvisor, Booking, etc.)

Awards received by Travel Awards

Reputation and image

of the hotel unit 18

494

External and internal benchmarking
Comments on social media

Staff comments

Disclosure on sodial networks

Customer feedback through internal and
external platforms that measure satisfaction
and demand (Grupo Pestana website,
Pousadas de Portugal website, TripAdvisor,
Booking, Expedia, etc.) and which is
subsequently analyzed through the Reviewpro
system

National and international positioning of the
brand (based on consultants' studies)
Search and conversion of online and offline
reservations

Rankings (quality rankings, national brand
rankings, etc.)

Source: Author’s construction
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For the CSF “Well-established hotel unit in
the local community” (Table 6) obviously, vari-
ous performance indicators related to the invol-
vement of Pousadas de Portugal in the local com-
munity are suggested, namely “Collaboration with
local entities (sponsorships, etc.)” and “Involve-
ment/participation and support in local events”,
and performance indicators more related to the use
and demand by the local residents of the Pousa-
das de Portugal, namely "Loyalty of local custo-
mers", "Revenues generated by the local commu-
nity", "Use of services by the local community (lo-
cal corporate events and events social - weddings,
baptisms, lunches or dinners)" and the “Local cus-
tomer volume”. It is also proposed the indicator
"Time since the opening of the hotel establish-
ment"as an indicator of the performance of this
CSF, so the opening time can be a decisive factor
for a certain hotel establishment to be well esta-
blished in a community.

Regarding the CSF “Awards received by the ho-
tel establishment”, it can be concluded, from the
analysis of the table 6, that almost all indicators
naturally involve the receipt of rewards by the Pou-
sadas de Portugal, among them “Rewards for asset
conversion, qualitative performance, etc.”, “Awards
received from the main sales channels (TripAdvi-
sor, Booking, etc.)” and “Awards received by Tra-
vel Awards”. In addition, an indicator that may be
able to measure performance of this CSF corres-
ponds to “News in the media”, since the receipt of
awards is always made public and disseminated by
the main media in the area.

Finally, the CSF “Reputation and image of the
hotel establishment” can be measured from various
indicators (Table 6), more internal related to the
analysis carried out in order to measure the reputa-
tion/image of the hotel, such as “External and in-
ternal benchmarking” and “Search and conversion
of online and offline reservations”, “National and
international positioning brand (based on consul-
tants' studies)” and “Rankings (quality rankings,
national brand rankings, etc.)”; and others that

are more spontaneous and related to the feedback
obtained, such as “Comments on social networks”,
“Comments by the staff” and “Customer feedback
through internal and external platforms that mea-
sure satisfaction and demand (website Grupo Pes-
tana, website Pousadas de Portugal, TripAdvisor,
Booking, Expedia, etc.) and which is subsequently
analysed through the Reviewpro system".

In relation to the “Promotion and Marketing”
dimension, it can be seen, from the analysis of
table 7, that the three most chosen items as the
most important factors for the success of the Pou-
sadas de Portugal are the CSFs “Market analysis
and control (in terms of products/services, cus-
tomers, competitors, market segment, economy,
etc.) to support the decision-making” (78.95%),
“Strong differentiation of the brand of the hotel
establishment” (78.95%) and “Offer of benefits for
members/partners” (63.16%).
items were chosen by more than half of the di-

Again, all these

rectors/managers.

The following indicators correspond to the in-
dicators that measure the performance of the three
most important CSFs in the “Promotion and Mar-
keting”" dimension (Table 7). The first CSF expo-
sed relates to “Market analysis and control (at the
level of products / services, customers, competi-
tors, market segment, economy, etc.) to support
decision making”, which can be measured using
indicators of analysis/research carried out by the
responsible human resources, such as “Competi-
tive set sales analysis”, “Reviewpro system analy-

sis

Constant benchmarking”, “Studies based on
the loyalty program”, “Market studies”, “Indicators
internal”, “Daily search” and "Hotel performance
report (STR)". The last indicator presented is the
“Sales volume”, which is more related to customer
demand.

Regarding the CSF "Strong differentiation of
the brand of the hotel establishment", this can
be measured through qualitative indicators such
as the existence of a "Culture extra mile", the

"Ranking of the main consultants"and the "Re-



views about the service on websites of the area"or
through quantitative indicators, namely "Higher
conversion of room nights with higher annual re-
curring revenue (ARR)", "Number of new F&B

customers", "Number of new customers for mee-
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tings, conventions and exhibitions", "Number of
new customers guests’, “F&B customer market
share”, “Meetings, conventions and exhibitions cus-
tomer market share” and “Guest market share”, as

can be seen from the observation of the table 7.

Table 7 | Results from dimension 'Promotion and Marketing’

Dimension CSFs: TOP 3 N

Mean Proposed KPIs

Market analysis and
control (at the level of
products / services,
customers,
competitors, market
segment, economy,
etc.) to support
decision making

15

Sales competitive set analysis

Analysis of data shared by tourism regions
Reviewpro system analysis

Constant benchmarking

Studies based on the loyalty program
Market studies

Internal indicators

Daily search

Hotel performance report (STR)
Sales amount

4,60

Promotion
and
Marketing
Strong differentiation
of the brand's hotel 15

establishment

Extra mile culture

Higher conversion of room nights with higher
annual recurring revenue (ARR)
Number of new F&B customers
Number of new clients for meetings,
conventions and exhibitions

4,87  |Number of new guests

Market share of F&B customers
Market share of clients for meetings,
conventions and exhibitions

Guest market share

Ranking of the main consultants
Service reviews on area websites

Members/partners

benefits offer 12

Increase in reservations for points

Customer satisfaction index

433  |Bxsting loyalty program: Pestana Guest Club
! (customer loyalty, higher booking conversion,
higher occupancy)

Sales amount

Source: Author’s construction

The CSF "Offering benefits to members / part-
ners’ can be measured using indicators related
to the existing loyalty program of Pestana Hotel
Group (already described above), such as the exis-
tence of the same “Existing loyalty program: Pes-
tana Guest Club (customer loyalty, greater con-
version of reservations, greater occupation)”. This
program allows, as mentioned by one of the di-
rectors/managers, in addition to customer loyalty,
greater conversion of reservations and greater oc-
cupation. Another indicator directly related to this
program, is the “Increase in reservations by points”,
which effectively represents one of the benefits of-
fered to members, and this CSF can also be me-

asured, in the opinion of the directors/managers

of the Pousadas de Portugal, based on indicators
such as the “Customer satisfaction index" and the
“Sales volume” (Table 7).

5. Conclusion

Regarding the analysis of the interviews con-
ducted to the directors/managers, referring to the
variables under study, it should be noted that
the objectives considered most important, in in-
creasing order of importance, by these respon-
dents are “Customer satisfaction”, “Create loyalty
so that there is customer retention”, “Strengthen
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the brand image"”, “Increase guest satisfaction th-
rough the service”, “Financial stability” and “Profi-
tability combined with quality of service”. All these
objectives were considered very important by at le-
ast 70% of respondents.

Focusing on the areas of accessibility and com-
munication, the most critical factors for the suc-
cess of Pestana Pousadas de Portugal, according to
the perspective of their directors and managers are
the following: “External surrounding environment”,
Brand network of the hotel establish-

“Location”,
ment (size and geographical coverage)”, “Hotel
establishment well established in the local com-
munity”, “Awards received by the hotel establish-
ment”, “Reputation/image of the hotel establish-
ment”’, “Market analysis and control (at the level of
products/services, customers, competitors, mar-
ket segment, economy, etc.) to support decision-
making”, “Strong brand differentiation of the ho-
tel establishment”, and “Offering benefits to mem-
bers/partners”.

The analysis of the interview also allowed to
draw conclusions about the identification of key
performance indicators of the CSFs highlighted as
the three most important of each dimension, with
a wide range of opinions on how to measure the

performance of these factors.
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