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Abstract:
							                           
The aim of this work is to
show the benefits of the internalization of quality standards. Based on
interviews in the tourism industry and a quantitative study, the results show
that internalization of quality standards has positive effects on performance.
The commitment to implement quality standard requirements may lead tourism
organizations to improve management systems because they apply the quality
requirement in a more advanced way. This means that companies that believe in quality
philosophy and apply it in their daily practices can improve their results.
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Resumen:
						                           
El objetivo de este
trabajo es mostrar los beneficios de la interiorización de los requisitos de una
norma de calidad. A partir de entrevistas a responsables del sector turístico y
un estudio cuantitativo, los resultados indican que la interiorización de las
normas de calidad mejora los resultados. Un mayor compromiso por la
implantación de los requisitos de la norma de calidad puede llevar a las
organizaciones turísticas a mejorar su sistema de gestión porque aplican los
requisitos de calidad de manera más avanzada. Esto significa que las empresas que
realmente creen en la filosofía de la calidad y la aplican en sus actividades
diarias pueden mejorar sus resultados.



Palabras clave: Certificado de calidad, 
interiorización,  gestión de calidad,  resultados.
                                






		
		
            
1. INTRODUCTION


			
		 The implementation of quality management systems may help to improve the results of organizations. Nevertheless, not all firms have derived benefits from the implementation of a quality system (Martínez-Costa et. al., 2009; Lo et al., 2011). In fact, the practice of many organizations proves that, when they implement a quality management system (for instance, ISO 9001) they do it without great commitment, as they are only interested in being awarded the certificate regardless of whether they meet its requirements (Rodríguez-Arnaldo and Martínez-Lorente, 2014). As a result, these firms apply the requirements of the quality standard in a superficial way, and therefore, do not profit from all its benefits. 

 In order to explain this situation, different authors have studied the internalization process of quality standards (Briscoe et al., 2005; Naveh and Marcus, 2005; Nair and Prajogo, 2009; Boiral, 2011). Internalization is the process whereby an organization applies the requirements of a quality standard in its day-to-day routine and integrates such requirements in its daily practices in order to continuously improve its activities. In this way, on the one hand, a firm may show a greater commitment to the quality philosophy, and therefore develop the quality standard requirements in a more advanced way. Alternatively, another firm may show a lower interest in the standard and implement the requirements in a more token way. In this latter case, the firm might only be interested in obtaining a certificate allowing it to prove to its customers that it does have a quality system, but not concern itself with what lies behind the certificate, i.e. the requirements of the quality standard. 

 This line of research, focused on the internalization of quality standard, is important for business practice, and more studies are needed helping managers to understand the benefits of internalization. The aim of this paper is to analyse the effects of the internalization of the “Q” tourist quality standard by the Spanish Institute for Tourism Quality (ICTE) upon results. For this purpose, an initial qualitative analysis has been made (interviews), followed by a quantitative analysis (regression analysis). 

 The context for this research is the tourist industry, where quality is a key factor for success. This sector has a great weight in Spanish economy; its share of Spanish GDP was 10.9% in 2012, with about 2.1 million persons employed in Spain (INE, 2013). At an international level, in 2015 Spain was the second most important country in international tourism income, after the United States, and the third one in international tourist arrivals after France and the United States (WTO, 2015). This paper contributes towards a better understanding of the success of quality certificates in the Spanish tourist industry. 

 The following section identifies the benefits of the internalization of a quality standard concerning results. Then, the methodology used is explained, with the results obtained. Finally, the conclusions are presented, together with a few recommendations for tourist firms and institutions.



	

2. BENEFITS OF INTERNALIZATION 

 


 Tourist organizations obtaining quality certificates can improve customer and employee satisfaction and improve their organizational outcomes (Callan, 1992; Nield and Kozak, 1999; Alvarez García et al., 2013; Sánchez-Ollero et al., 2014). However, the experience of many managers and the results of various studies on the effects of quality certification indicate that some certified organizations have improved outcomes, while others do not. This situation also occurs in the tourist industry (Breiter and Bloomquist, 1998; Nield and Kozak, 1999). In this respect, the internalization of the quality standard requirements (Naveh and Marcus, 2005; Nair and Prajogo, 2009; Allur et al., 2014; Ataseven et al., 2014) may help to explain how a quality standard may generate benefits for organizations, including tourist firms. 

 According to some studies, the greater the internalization level of a quality standard, the greater the benefits for organizations (Briscole et al., 2005; Naveh and Marcus, 2005; Jang and Lin, 2008). This is due to the fact that internalization entails a more advanced implementation of the quality standard requirements. For instance, one of the requirements is that of measurement, analysis and improvement. A correct, daily implementation of this requirement implies that organizations will identify indicators which really serve to evaluate their products/services and their processes (and not simply to pass an audit), and that information will be used to make decisions aimed at improvement. When this is done, the firm is really profiting from the quality standard requirements and, therefore, it is much feasible to obtain benefits. 

 In this way, internalization may make it more likely for firms to derive benefits. These issues have not been analysed in the tourist industry, and it may be interesting to try to analyse them for this sector. On this basis, the following research question is proposed:




Does the internalization
of the quality certificate generate positive effects upon an organization’s
results?









3. METHODOLOGY


 In order to answer this question, we analysed the internalization level in quality-certified tourist organizations by means of a qualitative and quantitative study. In the case of Spain, in addition to the more widely known ISO 9001 standard, there is another quality management system which only applies to the tourist industry, and which also allows organizations to obtain a certificate, based on the ICTE’s “Q” tourist quality mark. This tourist quality certificate is compatible with and similar to the ISO 9001 standard, but with specific characteristics from the tourist industry. 

 In the qualitative study, nine in-depth semi-structured interviews were held between November 2014 and July 2014 (with two managers of two tourist associations, a consultant specializing in quality issues, three hotel managers, a beach manager, a restaurant manager and a tourist information office manager). The interviews took place at the respondents’ workplaces, with an average duration of one and a half hours each. Each interview was made by two of the joint authors of this paper. The interviews were recorded with the respondents’ consent and were transcribed. The information was supplemented with data from webpages, documents and direct observation. The transcripts of the interviews were checked by the respondents in order to ensure accuracy. The quotations which appear below are from the transcriptions. Respondents were asked about the internalization level of the quality requirements in their organizations, the effects of internalization on outcomes and the factors that contribute towards the internalization of quality for better outcomes. Together with the theory, this analysis also made it possible to specify the internalization measures in the quantitative questionnaire. 

 As regards the quantitative study (October 2014 to January 2015), a structured questionnaire with closed questions was sent in three waves, both by e-mail and by ordinary mail, to the 909 organizations certified through the ICTE’s “Q” tourist quality mark in the following sectors: hotels and tourist apartments, travel agencies, restaurants, rural accommodation (tourist firms), beaches and tourist information offices (tourist institutions). These two sub-sectors were selected because they were the ones with the highest percentage of tourist quality certificates according to the ICTE’s database by September 2014. 398 filled-in questionnaires were received. 
Table 1 shows the absolute and relative frequencies of each subsector, both in the sample and in the population studied. In order to measure internalization and outcomes, the constructs and items in 
Tables 2 and 
3
 were used. These constructs are those used in order to perform the subsequent quantitative analysis, consisting of a descriptive analysis followed by a regression analysis.




Table 1. 





Absolute and relative
frequencies of each subsector in the sample and in the population 
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 *** p ≤0.001; ** 0.001 ≤ p < 0.01;
* 0.01 ≤ p < 0.05; + 0.05 ≤ p < 0.10




	
 The number of firms in this section is
higher in the ICTE website. This difference is due to the fact that a single
travel agency has around 200 branches, but only one questionnaire was sent.



	
The number of firms in this section is
higher in the ICTE website. This difference is due to the fact that a single
restaurant firm has around 400 restaurants, but only one questionnaire was
sent.



















Table
2. 





Internalization measures (quantitative questionnaire)
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Each item was measured by means of a
7-point opinion scale, and it was verified that the validity and reliability
requirements were met in the measurement scales. Content validity was ensured
through an extensive literature review and the opinions of tourist experts. Construct
validity was assessed by means of a factor analysis for each measure. All the items
forming the internalization and outcomes constructs converge into one single
factor. As for criterion validity, it was verified through the correlation
between the environmental result and the internalization and result variables
measured in this study. The environmental result was measured through 7 items
obtained from Wagner (2009). The correlation matrix showed that all the variables
measured in this study are significantly related (p=0.000) to the environmental
result, which shows evidence of criterion validity. Finally, reliability was
measured through Cronbach’s alpha. The minimum advisable value of 0.7 is
exceeded in all factors.




Table
3.




 Measurements of outcomes (quantitative result)
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Table
3 (continuación)









[image: 43345993004_gt4.png]


















4. EFFECTS OF INTERNALIZATION ON RESULTS


In order to analyse if
internalization has positive effects upon outcomes, firstly a qualitative
analysis has been carried out, followed by a quantitative one. The qualitative
analysis allows us to contextualize the theory within the specific case of the
Spanish tourism industry. According to the respondents’ opinions, internalization
may entail benefits for customers because it improves their satisfaction and it
measures and analyses customer information:



 “Many measurements are made in order to improve customer satisfaction, and we detect issues for correction thanks to the procedures provided by Q”  

 “Although it is difficult to measure the effects because the customer is not likely to pay attention […], a satisfied customer brings in more customers, whereas a dissatisfied one makes you lose them. You obtain satisfaction, repeat customers, positive opinions, etc.”





 Although only some customers value the fact that the organization possesses a certificate, and many do not pay attention or do not even realize about it, a good quality system really provides the tolos to collect information from customers and improve their satisfaction. Similarly, internalization may be beneficial to employees because, amongst other issues, they know better how to do their tasks and can become more involved in improvement activities: 




“The assessment is a positive one. Now
they have clear ideas about how to do things and are even more motivated. It
does them proud to work in a hotel with Q”





 Nevertheless, according to respondents the connection is not as clear as when we discussed social benefits. Their answers show, on the one hand, that as the standard includes environmental requirements, there will be a certain organizational commitment to environmental protection. On the other hand, although there are no ethical or social requirements, the fact that the organization possesses a good quality system may lead it to go further and apply social actions, as some respondents point out. In other words, the fact that the organization possesses a good quality system may lead it to control and improve its work, and that continuous improvement process might include more advanced quality practices (for instance, social benefits for employees and reduced waste in environmental areas) which would improve social benefits. 

 Finally, internalization also has general benefits for the organization. Although some respondent states that in principle it may be difficult to assess, it seems that there is some repercussion:



 “It is difficult to assess, but we understand that it does have some repercussion upon sales and occupancy”.  

 “Clearly it does have effects upon service quality, image and cost reduction, because, for instance, it improves satisfaction regarding cleaning, meals, etc.” 

 “There has been an improvement in service quality, in our image, etc. It is a differentiation factor. As for cost reduction, there are reductions in costs, for instance, in energy. Thanks to day-to-day work, we have two hotels ranked among the 10 best ones in our region in TripAdvisor, and the rest are usually quite well ranked. This is indeed influential for customers to buy (which is in part a result of having the Q certificate)” 




In this way, a real commitment to meeting
the quality requirements, i.e. an internalization of the quality requirements,
will have positive effects in all areas of the organization. When the quality
philosophy is part of daily work, improvements can be made little by little and
such improvements will progressively generate positive outcomes for the organization.
As one respondent pointed out:




“As we have been working on quality
for many years, we can see the benefits of continuous improvement (for
instance, the employees keep a record of incidents in order to improve). It influences
all the aspects of the organization (social aspects, sales, investments, etc.).
It influences everything.”





These responses indicate that the
internalization of the tourist quality “Q” mark has benefits for customers,
employees and society, and also for the organization, as the quantitative
analysis shows. In this respect, a description is shown first of the
internalization and results variables. These data indicate that the hotels, in
the tourism industry firms, and the tourist information offices, in the
institutions group, are the subsectors with a higher degree of implementation
of the tourist quality standards requirements (see 
figure 1
). In turn,
differences can be observed with travel agencies and rural accommodations, with
a lower level than the other subsectors. Also, it may be observed that, in
general, continuous improvement is less developed than daily practices.
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Figure
1.




Internalization level







Note:
(1) = Total average daily practices; (2) = Total average continuous improvement











Similarly, it may be seen that the
implementation of the quality standard requirements has benefits for customers
and society and, although to a lesser extent, also for employees and the
organization (
figure 2
).
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Figure
2. 




Benefits of internalization







 Note: The question on “business result” was optional for the public sector 

 TIO: tourist information offices











Secondly, the regression model
confirms these results. In the quantitative analysis, a regression analysis is
performed with the responses from the 398 tourist firms to the quantitative
questionnaire. Specifically, the regressions have been made for the whole
sample, with no differences between tourist firms and institutions, and subsequently
the same analysis is made separately for tourist firms and for tourist
institutions (see 
table 4

).




Table
4.





Regression models
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Table
4 (continuación)
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 ***
p ≤0.001; ** 0.001 ≤ p < 0.01; * 0.01 ≤ p < 0.05; + 0.05 ≤ p < 0.10










 Regression Model 1 contains all the tourist organizations in the 117 sample. In this case, the daily practices significantly explain employee and society benefits, whereas the continuous improvement practices significantly influence all result variables (customers, employees, society and organization). Model 1 only includes tourist firms and Model 3 only includes tourist institutions. In the case of tourist institutions, since they are not aimed at making a profit, it was decided to point out in the questionnaire that the question regarding the effects on organizational results was a voluntary one, and only some respondents provided an answer (this is why it has been decided not to include this result in table 4). The results of Models 2 and 3 show that in tourist firms daily practices have no clear benefits on customers, but they do have benefits on employees and society. For their part, these practices are not influential in the case of tourist institutions. Regarding continuous improvement, table 4 shows that it influences all the result dimensions, both for firms (Model 2) and for institutions (Model 3). In this way, within internalization, continuous improvement becomes the essential element in order to influence the results of tourist organizations. Continuous improvement is a more advanced internalization stage than that represented by daily practices and, therefore, it indicates that, the more advanced the internalization of quality requirements, the greater the benefits for customers, employees, society and the organization. 

 In order to achieve this internalization and improve the outcomes of tourist organizations, it is important to consider the following aspects: the quality culture, managerial and employee commitment, communication, training and internal follow-up. 

 All respondents commented on the important role of the management in achieving an internalization of the quality certificate requirements and improving results. This is proved, for instance, when the management takes part in defining the documentation, receives training, communicates the process to the employees and performs a follow-up:



 “Managers/intermediate managers have been those who implemented the programmes, standards and procedures and prepared the training for the areas they are responsible for” 

 Together with this, employee commitment is also important, because they are the ones who apply the requirements of the standard every day: 

 “Employees apply the documentation to their daily work […] If there is a checklist in floors, restaurants, etc., people fill them in […] The documentation is in the workplace and the employees use the documents” 




Communication and continuous training
(managers’ and employees’ knowledge) and internal follow-up (mainly by means of
indicators, through meetings or doubt-solving) are necessary components of continuous
improvement in tourist organizations:



 “First, you have to explain very well what is going to be done, and why. It is usually the advisor that gives the talks, together with the manager. There is an initial 20-minute talk. Then, questions are addressed, and later there is another reinforcement talk. After these, during day-to-day practice, doubts are solved as they come up, usually with the department head, the manager and the advisor, if needed.” 

 “Follow-up is necessary for improvement. There are two monthly meetings, and then daily contact and control by the person responsible for daily records. A lot of time is spent in improvement meetings”





All these ideas imply that team involvement
(coordination among departments, team work, etc.), communication and training and
internal follow-up, create a culture facilitating continuous improvement, that
is, a higher level of internalization allowing for better results.





5. CONCLUSIONS


 These results answer the research question (“Does the internalization of the quality certificate generate positive effects in organizational results?”), showing that tourist organizations with a quality certificate that internalize the requirements of these standards may improve their results. This proves that internalization is a basic issue when a quality system is implemented and certified. A higher commitment towards the implementation of the quality standard requirements may lead tourist organizations to improve their management system, and therefore, their results. This means that these firms believe in the quality philosophy and apply it in their activities in order to achieve real improvement. 

 In this respect, in order to increase the level of internalization of the certificate requirement and increase the success of quality, it is important to develop the following issues:




	

Managerial commitment (for instance, through training, communication with employee,
carrying follow-up, etc.).



	

Employee commitment (for instance, through training, filling up records during daily
practice, etc.).



	
Continuous training and communication (leading to increased
knowledge among both managers and employees).



	
 Internal follow-up (mainly through indicators).







Thus, when the quality
standard requirements are applied to daily activities, it is possible to
progress towards continuous improvement, which will generate benefits for
tourist organizations. As the quantitative analysis shows, continuous
improvement is the most important dimension of internalization, although it is
less developed than daily practices. In this process, therefore, it is
necessary to apply continuous improvement activities to a greater extent. These
results support previous contributions and the opinions by managers, who point
out that quality certificates are useful for tourist organizations if they are
correctly adopted, that is, if the requirements are internalized. On the basis
of these conclusions, a number of recommendations are suggested for tourist
associations. Firstly, the ICTE and other tourist associations should:




	
Emphasize, during their training sessions or in their meeting with
tourist organizations, the importance of correctly implementing the quality
standard requirements in order to better profit from their benefits.



	
 Focus
part of their training activities on explaining the key factors to reinforce
the success of a quality standard.



	
Make
it easier for organizations with a higher level of internalization of the
quality standard requirements to share their experiences with other
organizations (through benchmarking activities, ICTE meetings, etc.).







Secondly, managers of tourist firms
and institutions should consider the following:




	
Certification
may have positive effects on results. Managers should be aware that, the
greater the development of the quality standard requirements, the greater the
likelihood of increased benefits. This means that a greater commitment to what
lies “behind” the quality certificate will lead to improved results, because a
firm may, for instance, improve its planning, control and quality improvement
processes. This will result in customer, employee and society satisfaction,
which in turn can improve sales, image and positive opinions/scores in social
networks.



	
The
firm’s quality culture makes all this easier. How? Managerial commitment is a
must, since it facilitates employee commitment, which is obtained through communication
and training. Such communication and training must take place at the initial
stages (when the system is implemented) and then continue regarding quality
and/or the specific post, in order to increase employee know-how.



	
 Internal
follow-up is essential in order to control compliance with the standards
defined and improve organizational activities, and to maintain such continuous
improvement culture. This internal follow-up may also serve to show the
employees that the standard is being applied.
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