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Abstract: Being able to recognize the need of 

implementing the total quality management system into 
a hotel is the key fact in today’s hotel business. Total 

quality management is able to provide the better quality 

service for all the guests, new management ideas and 

far better results. In this paper, the authors want to 

show the ideas of implementing the total quality 

management into the hotels in Niška banja, based on 

the main principles of QMS. The idea could be used as 

a starting point into implementing the idea of new kind 

of management into the mentioned hotels. 
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1. INTRODUCTION  
 

Quality management can be defined as 

a management discipline that deals with 

preventing the occurrence of obstacles and 

problems in providing quality service and 

quality control, which involves prevention. 

So Crosby (1996) emphasizes the 
importance of organizing preventive 

measures and claims to provide quality 

service means to motivate employees to 

perform better. 

The idea of the importance of 

preventive measures and quality control 

appeared in the first half of the twentieth 

century, when the basic principles of 

quality management were set. 

In short, the basic principles of quality 

management can be counted as: 

1) Focusing on customers, 
2) Leadership, 

3) Employee involvement,  

4) Process approach, 

5) Systematic approach, 

6) Constant improvement, 

7) Factual determination, 

8) Partnerships with suppliers. 

 

2. TOTAL QUALITY 

MANAGEMENT – TQM  
 

TQM is the English abbreviation of 

Total Quality Management. The word 

"total" in the title refers to all elements and 
activities in an organization that directly or 

indirectly affect the quality of, and 

responsibility for the quality of the 

organization and is transferred from the 

technical (inspection and quality control of 

products or services) to the management 

level (management approach improving 

quality) [1]. 

In recent years, organizational or 

corporate culture is one of the most 

analyzed aspects of quality. The term 
"corporate culture" is defined as a "shared 

experiences, stories, beliefs, and norms 

that characterize an organization." 

Corporate culture is what is first noticed in 

establishing contact with the company - 

the way people dress, how they talk to 

each other and welcome customers. It is 

often the case that the corporate culture is 

transferred directly to the personality and 

habits, general manager to the company's 
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employees. Thus, the cultural elements of 

quality are mainly related to the role of 

manager as a leader who creates a system 

within which the interaction takes place 

between employees and customers. In this 

context, the leaders should be seen as 

people who have: expertise, intelligence, 
personality and the ability to direct the 

activities of the organization toward a 

common goal [2]. 

Hunt (1993) [3] States that the "total 

quality management is means by which 

organization creates and maintains a 

culture of commitment to continuous 

quality improvement." The author also 

defines TQM as follows: "Total quality 

management is both a philosophy and a set 

of principles and procedures that are the 

basis for continuous improvement of the 
organization. It includes organization in a 

systematic and long-term effort aimed at 

developing a process-oriented consumer in 

continuous quality improvement [3]. 

Total quality management can be an 

approach that encompasses the entire 

organization and tends to the overall 

improvement of the quality of the 

organization. This is a management system 

that ensures the achievement and 

maintenance of quality, increased 
flexibility, efficiency and effectiveness of 

operations. The system is entirely market 

oriented. Webster (1994, 12) points out 

that "TQM is a continuous process of 

meeting and exceeding customer 

expectations." 

TQM is the concept of improvement, 

increased flexibility, effectiveness and 

efficiency of operations, which includes all 

employees and all activities of the easiest 

tasks to the highest level of management. 
Total Quality creates conditions for 

effective fulfillment of one goal, and that 

is - to produce products and provide 

services when, where and how customers 

and consumers want and expect for the 

first and every subsequent time [4]. 

International Organization for 

Standardization (ISO) provides the 

following definition: TQM is a way of 
keeping the organization with the intention 

of participation of all employees in 

improving the quality of products, 

processes and objectives in order to meet 

customers' long-term profitability, benefits 

for employees and compliance with the 

requirements of society. 

International standard ISO 9000 

quality products or services defines using 

the general concept: the quality of an 

entity is the totality of characteristics that 

are related to its ability to satisfy stated or 
implied needs [5]. 

In some sources, quality is defined as: 

reliability for use in relation to the 

suitability of purpose, customer 

satisfaction, compliance with the 

requirements. 

When it comes to service activities, 

and hospitality and tourism management, 

total quality is conditioned by the specific 

characteristics of services. Hotel services 

and facilities belong to the mass of them, 
in addition to the general characteristics of 

service is characterized by the following: 

 High labor intensity, 

 Frequent direct contact with 

customers, 

 Variety of services, 

 The service is intangible, and 

catering products are tangible 

(food, drinks, room), 

Repair and hospitality products are 

connected and inseparable, Beneficiaries - 
guests are heterogeneous [4]. 
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Table 1 - Traditional management and TQM (comparison feature) 

Characteristic Traditional management Total Quality Management 

Relationship to 

changes 
No changes (tradition) 

Constantly adapting new 

management philosophy 

Solve problems - 

access mode 

When they occure "fire 

fighting" 

Using structured operational 

methodology - Prevention 

Work - means of 

access 

On the old-fashioned way - 

without innovation 

Constant improvements using 

small innovations 

Planning horizon - 

a time period 
Short term 

Long term - continuous 

improvement 

Deficiencies - 

means of access 

Debugging after the service 

/ production 

Prevention through the 

process of designing, planning 

and preparation 

How decisions are 
made 

Based on reviews Based on the facts and data 

Model changes No changes Continuous improvement 

Use of resources Tasks solving  For adding new values 

Motivation Profit 
Customer satisfaction  

(profit comes by itself) 

The management 

goal 
Program realisation  

A new way of working, 

thinking, life 
Source: Majstorović V. (2000): Quality management product, Faculty of Mechanical Engineering, 
Belgrade 

 

Following the modern concept of 

TQM, the holders of hotel operations seek 

to achieve a greater degree of compliance 

of the quality of various services provided 

within the contiguous offers. However, the 

personal dimension and a direct contact 

between employees and guests, conditional 

on key specifics related to the review of 

the quality of the hotel. This contact is a 

complex socio-psychological situation that 

causes both sides, more or less pronounced 
emotional reactions that are crucial 

influence on the subjective experience of 

the consumer [6]. 

The system of total quality hotel 

services implies [4]: Flawless staff, 

flawless products and services, impeccable 

cleanliness, immaculate inventory and 

equipment, seamless protection of tourists 

(from disease, theft, harassment, etc.), The 

real relation between price and services 

provided, compliance with the 
requirements and needs of the customer 

trust and discretion, well-informed guests 

(weather, currency, events, customs, etc.) 

and prevent all possible errors of 

employees, because it is the most 

expensive mistake you discover away. 

 

 

3. APPLICATION OF TQM-а IN 

SERVICE INDUSTRY 
 

Learning organization is a concept 

that helps service organizations to achieve 

TQM. Successful implementation of TQM 

is rare, especially if we bear in mind the 

following difficulties faced by service 

Organisation's [7]. 

 The absence of leaders - the 

difficulty to find a strong leader 

who can build an influential 
culture and require full 

commitment from managers and 

employees when it comes to 

dealing with the challenges and 

competition, 

 Absence of veterans in the 

company - one of the conditions 

for the success of TQM is the 
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existence of a group of influential 

fighters who take on the burden 

of corporate renewal 

 Restrictions on the application of 

TQM - many of the concepts and 

applications are production 

oriented. However TQM should 
be expanded to include high-

quality performance in all 

corporate functions such as 

strategy, marketing, sales, 

finance, etc, 

 Climate and team performance 

must be improved, 

 Inability to cope with the rapidly 

changing and increasingly 

demanding business environment, 

 Lack of strategy on skills and 
human resource development - 

companies do not have a 

sufficient number of competent 

managers and employees of 

survival, growth let alone, 

 Lack of development of future 

leaders, entrepreneurs and 

multidisciplinary global leaders. 

TQM approach, no matter which field 

you want to apply, primarily oriented on 

achieving complete customer satisfaction, 

and satisfaction or overcome the 
expectations and needs of consumers. To 

accomplish all the benefits of TQM, it is 

necessary to fulfill some of the basic 

assumptions for the successful realization 

of this program.  

These include: [7]. 

 Empowerment of all employees,  

 Commitment of top management,  

 Corporation culutre,  

 Notification of the mission,  

 Benchmarking,  

 Education and training,  

 Rewarding and providing 

recognition, 

 Means of communication, 

 Leadership and  

 Business Ethics. 

From the above we can see that the 

implementation of this approach in an 

organization requires major changes within 

the organization and in relation to it. 

People need to change: they need new 

approaches that emphasize the importance 

of meeting the needs and expectations of 

consumers. Skills must be improved, 
managers and staff must be trained to use 

their skills in the most successful way. 

 

 

4. TQM IN THE HOTELS IN NIŠKA 

BANJA BASED ON THE BASIC 

PRINCIPLES OF TQM 

 
Focus on the costumers – Hotels in 

Niška banja should focus theis business 

directly towards the satisfying the needs 

and expectations of the costumers. 

Depends on the category and the 

commitment of the hotel, every hotel 

should develop its own specific product 

and image by which it would be 

recognizable with the costumers. 

We think that it is possible to create a 

modern offer of the hotel in Niška banja, 

where the hotels will be oriented towards 

the modern needs of the costumers, which 
will also put Niška banja out of its classic 

limits (here we think on ethnological 

values offered to the tourists: traditional 

peasant shoe, wooden spoons, wooden 

ladles, ethno tourism and manifestations 

etc.). The proposal of preorienting the 

hotels into ethno hotels and the households 

into ethno households, which is present in 

recent years, we believe that it is obsolete. 

As a tourist destination, Serbia is 

preoriented to ethno values, monastery and 
other historic cultural heritage, Vojvodina 

turned this into a brand but we think that 

Southern Serbia, and with it Niška banja, 

should make its own image which will 

differentiate it from other destinations and 

spas in Serbia. The fact is that the highest 

number of visitors come to Niš on business 

purposes, Niška banja as a destination can 

use this as an advantage. Hotels 

reorienting on business and other types of 
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passengers, total modernizing of the 

hotels, as well as modernizing of the 

overall offer of Niška banja can make it 

more attractive to different types of 

tourists, not only the spa guests and 

excursions (which have been the only 

types of tourists in Niška banja for the past 
decade). 

One of the suggestions is to change 

the name of the hotel “Partizan”, namely 

bringing the old name of the hotel back: 

hotel “Milenković” and adapting it into a 

hotel it was designed to be: a business 

class hotel. A hotel with fewer beds, with 

the large terrace that can be divided into 

two parts – one part could be adapted for 

sunbathing and leisure with a cocktail bar 

and a restaurant with the offer of 

international specialties and cold dishes. 
The other part of the terraces (these two 

parts are already clearly divided) would be 

a classic international restaurant. The hotel 

also has a piano hall and a large meeting 

hall for the business guests that need space 

for closed meetings. This hotel could be 

easily reoriented into the business hotel of 

a higher class with conform and luxurious 

amenities – in the end, it was built as such. 

Business hotel, with the meeting, 

conferences and seminar halls, exclusive 
restaurant, optimized for business guests 

and short visits, with the good marketing 

could be easily a getaway for any business 

guest. Reorienting of this hotel will allow 

the creation of different “loyalty” 

programs, which will, in addition to 

perfect service, which will lure the tourist 

to just pass by all the hotels in Niš and go 

to hotel in Niška banja. Peace, green forest 

and park, and all the other conditions for 

rest, leisure and business will be the first 
reason for the costumers to choose this 

hotel. “Loyalty” program can cover 

different benefits for the hotel guests, like: 

free programs in wellness center in hotel 

“Radon” (just few meters from hotel 

“Partizan”); different discounts and offers 

according to the various criteria (like the 

number of nights); various complementary 

offers such city tours with the licensed 

guides, transfer to the airport in Niš, rent-

a-car service, free laundry service etc. 

These programs are one of the excellent 

ways to keep the costumers, and is present 

especially with these types of the hotels, 

because the costumers always stay for a 
short time and the price of staying in these 

hotels is usually higher than the price of 

staying in middle class hotels.  

Hotel „Ozren“, after the total 

renovation, can re-activate its widely 

reputed terrace – one of the most famous 

places to go out of the seventies. On a 

perfect location – in between the park and 

the forest, the terrace has beautiful shade 

of the lime trees. As such, it can attract the 

tourists from the surrounding areas, who 

will come here and enjoy the terrace.  It is 
possible to conceptualize this hotel as a 

cheaper middle class hotel which offers 

standardized services available to a larger 

number of potential service users. Standard 

hotel can use its location and enhance it 

with the perfect service, rapid check-in and 

check-out, various complementary 

activities that would be organized for all 

interested guests and that would include 

guests from the hotel "Partizan" as well. It 

is necessary do differentiate hotel “Ozren” 
from the other hotels with the price and its 

impeccable service. Besides that, attractive 

design of the exterior and interior will 

easily differentiate it from the other hotels 

in the region. In the twenties (XX c), there 

was a suggestion to connect these two 

hotels with the so called “warm bridge”: a 

closed corridor which would connect the 

two hotels, and which the visitors would 

use to go from one to the other hotel 

during winter, without going out. We 
believe that this proposal obsolete, because 

the proposition was made based on the fact 

that in the time, most of the tourists were 

spa guests who were using the bridge 

between the spa bathroom and hotel 

“Ozren”. Since there is a trend of changing 

the structure of the guests and visitors of 

Niska Banja are not only those who came 
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for health reasons, but also healthy and 

younger people, athletes, visitors of 

various events, business people, warm 

bridge loses its meaning. Also, re-

adaptation of both the terraces (hotel 

“Ozren” and hotel “Partizan”) would not 

have a meaning, because the warm bridge 
and it’s pillars would disgrace both of the 

terraces and the landscape. Instead of that, 

our proposition is rebuilding of the 

greenhouse that used to be a pride of Niška 

banja in the seventies and before that. This 

green house used termomineral water for 

heating and growing widely known 

flowers, which, without a doubt, 

differented it from the other places in the 

region. 

As a complementary offer, hotel 

„Ozren“, as well as in hotel „Partizan“, can 
offer city tours that could be created 

specially for these guests. Also, a 

complementary offer that could 

diferentiate this hotel could be short 

walking tours in Niška banja, organized to 

introduce the guests to the place they are 

staying. Welcome drink, one pleasant 

smile, complaisance of the staff should be 

indispensable standard in all the hotels in 

Niška banja. 

Private housing must align all their 
accommodation units and service 

standards agreed with the owners of 

private accommodation. The deal on the 

equipment and method of decorating a 

room in private accommodation must 

apply to all rooms categorized, ie. all 

rooms must comply with the standard and 

meet the highest standards in order to meet 

the expectations of users and thus ranks 

among the Niska Banja spa with excellent 

private accommodation. Keep track of the 
latest trends and trends in the organization 

and management of private housing will 

make this segment offers Niska Banja is 

also remarkable. Further differentiation of 

each individual accommodation facility, in 

order to attract more users (additional 

services provided by landlords to service 

users as korišćanja kitchen, laundry 

service, a room to sleep in more detail, and 

so on.) Is considered to be a desire to 

improve the service and will be welcomed 

by representatives of associations of 

private accommodation. 

The cooperation between the 

representatives of the private 
accommodation and hotels to offer 

accommodation in Niska Banja must be 

organized better. Clear cooperation 

between the representatives of the private 

and hotel accommodation would be 

reflected in the joint participation in the 

presentation of Niška banja in the world 

through various web portals and events. 

Cooperation is possible through joint bids 

and events led to greater satisfaction of all 

consumers – in the private or hotel 

accommodation. 
In this way, the accommodation 

facilities in Niska Banja "cover" different 

types of ratings from stationary, to healing, 

to guests with greater financial capacities, 

the middle class to the others who have 

fewer material resources. All of them 

would have the chance to spend their 

holidays in Niška Banja. 

Continuous quality improvement – 

Once the system of total quality 

management has been applied in hotels, it 
is necessary to form a team that will deal 

only with the quality of service in hotels. 

This team has the task of introducing the 

system of quality management in hotels,  

to check and maintain, as well as to 

coordinate and communicate between the 

representatives of the private 

accommodation which will be responsible 

for checking the quality status of the 

private placement. 

The team would also organize a 
variety of education at all levels, for all 

staff and in terms of the standards that are 

part of total quality management. The team 

would be responsible for contacts with 

certification bodies for the implementation 

of internal and other audits. Also, the team 

would be able, if necessary, to form a 

smaller, sub-teams, which would deal with 
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specific tasks, such as, for example, 

contact with representatives of the private 

accommodation or the preparation and 

maintenance of certain documentation. 

Number of teams and their responsibilities 

will depend, of course, the scope of 

responsibilities of the core team. 
Admission to all employees - 

Management and top management will be 

responsible to monitor the work and 

professional development of all employees 

and their potential to recognize and use the 

best possible way. The recommendation is 

to create or hire a special team that would, 

according to the experience and specific 

characteristics of the destination, the hotel 

guests and the hotel and staff , as well as 

their jobs , make specific criteria which 

will be used to track not only performance 
, but also the professional development of 

all the employees. Person responsible for 

monitoring the performance and 

professional development of all staff will 

monitor their work and record all 

activities, compliments, complaints and 

more. Thus, the management will be able 

to react in time if it is necessary to perform 

certain remedial or preventive measures 

among employees. Also, in this way it is 

possible to change the employees’ work 
duties to those that suit them better and 

where they would have better performance 

and be more satisfied. 

For the employees and management 

representatives to be satisfied as efficient 

as possible to meet and satisfy the needs 

and expectations, it is recommended to 

place boxes in thet common areas where 

employees are staying, where they could 

submit management ( anonymous or not - 

the choice is theirs) their proposals, 
submissions, reviews, and more. The fact 

is that some of the employees are in a 

much more frequent contact with 

customers and thus may notice some 

discrepancies that top management is not 

able to notice. Also, employees who have 

a variety of contacts with customers can 

get different ideas to improve standards in 

relation to the contact and the experiences 

they had with their guests. Also, there are 

some smaller and more personal things 

that employees can get in the way and 

which should not (for whatever personal 

reason) say to management, and this type 

of communication can help to establish a 
better relationship between employee - 

management. 

Leadership – Regarding to the 

specific situation with the state of the 

hotels and human resources in Niska 

Banja, we believe that the best proposal is 

that the leadership brings a new, fresh, 

educated and experienced staff that has 

experience in establishing and running 

high quality establishments. Also, potential 

managers should have the experience with 

the various marketing activities, with 
creating various packages and offers to 

customers and hotel employees. These 

leaders must establish quality objectives, 

implement its policies to the employees 

about the importance of fulfilling customer 

requirements, must provide resources and 

conduct the review. This responsibility, ie. 

tasks can be divided with a team referred 

to in principle no. 2, and so increase the 

quality of the performance of their duties. 

Kyriad hotel chain and Ibis examples can 
serve as an idea, here guests can see the 

measures that leaders take: these hotels at 

about the same time introduced a policy 

that if any defect in the room isn’t 

eliminated within 45 minutes - guests will 

be offered other rooms and their stay 

would be free of charge. Such guests are 

given clear safety and responsibility in the 

organization and management of the hotel 

and the possibilities of its employees 

(quick removal of all defects, etc..). 
Some of the reasons why we propose 

that the leaders should be chosen from the 

young human resources is that these 

people are up to date with all the 

developments, requirements and demands 

of the market, both in terms of customers 

and suppliers, partners and other 

employees. The specific situation of 
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"finger-pointing" to one who is guilty or 

those individuals who think or believe 

someone is,  leads to widespread 

disobedience of all employees, so it is 

primarily necessary to change management 

in hotels. New experts that employees will 

trust will achieve better results. 

Education and training of 

employees - During this training, which 

should be differentiated according to the 

type of work being carried out at the hotel, 

staff needs to learn what teamwork is, how 

to govern different situations, how to act in 

emergency situations and so on. There are 

various training programs for managers 

and training that teach all the staff about 

new technologies, quality standards and so 

on. Trainings should be organized 

regularly so that they do not burden their 
employees. It should cover all aspects of 

the business, as well as standards and 

requirements in order to satisfy every 

aspect of the business. 

Establishing mutually beneficial 

relationships with suppliers - top 

management will be responsible for 

establishing and maintaining good working 

relationships with all the suppliers at all 

levels. Conflicts and disputes must be 

overcome. Good pace of delivery and 
payment must be respected. The real 

business relationships with the suppliers 

and other partners must be an important 

detail in the hotel business, because each 

partner is very important and the 

management can not afford the luxury to 

lose a business partner. Hotel will with 

good cooperation with partners, get better 

prices and conditions, and referral to other 

partners and suppliers. 

Communication - In connection with 
the foregoing, the communication with 

everyone, not just with suppliers, but also 

with partners and employees is important 

for achieving total quality management 

requirements. Good relations between the 

horizontal and vertical distances, 

especially in the corelation company - 

consumers are key to good quality 

services. Management must always be free 

to communicate with employees in all jobs 

and listen to their suggestions and 

complaints. In the event that an employee 

has any reason not to be able to express 

their suggestions to the management 

(absence, lack of free time, etc.). Thus we 
return to the proposition of setting up 

boxes in common areas, where the 

employee could in any time to leave a 

message with the proposal of any kind. 

Reward system - This should define 

the different models of remuneration of all 

employees in the hotel, regardless of the 

type of work he or she is involved in. 

Stimulating and fair reward system that 

motivates employees to do more and better 

perform their tasks will be noticable for 

the hotel because it will lead to a better 
working atmosphere and thus satisfy the 

expectations of service users. This segment 

is very sensitive because it is important to 

create a system for rewarding employees 

that will provide the same opportunities to 

all the employees to achieve results. They 

will be awarded in various ways: days off, 

bonuses and so on. Objective reward 

system will give all employees the 

opportunity to earn more, to demonstrate 

and improve. We believe that giving points 
to employees by the guests is not an 

objective way of assessing, as the visitors 

during their stay are not in touch with all 

the staff. A service of the hotel includes 

many other employees, many of which one 

guest never meets because they do not 

work jobs that require direct contact with 

the guests. 

Deciding on the facts - Top 

Management Group for quality should 

create an efficient system for collecting the 
information related to the company's 

operations. One of the key traits of a leader 

is the ability to delegate. The transfer of 

responsibility and authority to direct 

perpetrators is of great importance for 

improving the delivery of services in the 

hotel, which is caused by the synchronized 

emergence and services. Nature of 
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business in the hotel (the duration of 

consumption stage 24-hour shift work, 

direct contact with consumers) often 

requires the staff to cope with unforeseen 

circumstances and leadership preferences. 

Forming teams for quality 

improvement – specific teams forming 
was mentioned in the previous points. 

Implementation - Good management, 

good leadership, not "firm hand", but 

"wise heads" are able to meet all the 

requirements of the quality system and is 

very easy to implement in a business hotel 

companies in Niska Banja. After a clear 

explanation of the importance of the 

introduction, implementation and quality 

management to all the employees, 

management is responsible for its 

implementation, and maintenance. After 
the first year, when you are allowed a 

certain inconsistencies thicha are normal 

and expected, all the employees will 

realize the benefits of the new system that 

will actually greatly facilitate the work and 

bring greater prosperity in every sense. 

 

 

5. CONCLUSION 
 

In the conclusion of this paper we can only 

emphasise the fact is that the introduction 

of a comprehensive quality management is 
a demanding job. First introduction of the 

quality and the first year after the 

introduction of the quality are difficult, 

especiallyfor the management, which will 

have all the training and introduction to 

organize so that hotels operate smoothly. 

However, we guarantee that every 

following year, when the entire QMS 

“settles” in the hotels, when the employees 

complete their training and apply their 

knowledge – operatin the hotels will be 
much easier. Because standards are here to 

serve. 
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