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Abstract: This paper seeks to relate a strategy of diversification to innovativeness 
and to the performance of a hotel. Due to the more increased competition within the
area of tourism e.g. hotel sector, the need of analyzing the variables mentioned in
the title of the paper has become more and more obvious. The first part of the article
regards the literature review for the three variables and thus, like an outcome four 
hypotheses are stated. The second part consists of developing findings for the
studied region of Cluj County based on the presented research methodology. The
results show that hotel performance is influenced by customer orientation and hotel
innovativeness, while the latest one is associated in a positive manner with learning
orientation. The three chosen variables could be considered real driven forces for
competitiveness in the hotel sector. Thus, any management team should be aware
of the results of this study and should create an appropriate environment within the
organization able to sustain an expected performance level by focusing on the
mentioned variables. Making a deeper analysis about the performance indicators,
the results demonstrate the actual development stage of the hotel sector for Cluj
County: above the national average, but with potential of growing, mainly from the
perspective of efficiency. At this point, management should be aware about how
significant could be innovativeness and learning orientation for creating or improving
services and delivering processes. In the hotel sector it is very obvious that due to
the increased role of employee the awareness is more valuable than in other
sectors. Due to the most relevant market segment e.g. business tourism, the studied
county is customer oriented and has a good mean value for sales goal achievement,
also. In order to improve the profit goal achievement value, innovativeness and
learning orientation have to be considered powerful instruments for management
team. Taking into consideration the potential of growth in the Romanian hotel sector,
we consider that the three chosen variables - customer orientation, learning
orientation and innovativeness, should be further analyzed in respect with other 
performance indicators. Thus, we consider the study being valuable and relevant
because it can be expanded not only to other regions - which gives it practical value,
but also by including other performance indicators - for academic value.
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1. Introduction
In order to compete in this turbulent, unstable and globalized marketplace, hotel
managers have to consider differentiation as a necessity. This differentiation can be
understood in terms of innovative and/or personalized services, qualified human
resources, brand, social responsibility, information and communication technology
implementation or proactive managerial orientation towards customer,
organizational learning or innovativeness. To sustain a competitive advantage,
hospitality businesses have to exploit these opportunities.
Tajeddini (2010:221) suggests that hotels need to place customer orientation at the
heart of the hotel’s competitiveness. At the same time, Hult, Hurley and Knight
(2004) say that a key component in the success of hotels is the extent of their
innovativeness. Farrell (2000) suggests that once a hotel becomes customer-
oriented, it begins to adopt and implement a learning orientation.
Consequently, the past few years have witnessed great interest in these constructs,
their interrelationships and their implications on hotel performance, by scholars
across marketing and management disciplines (Nasution et al., 2011; Tajeddini and
Trueman, 2012; Leekpai and Jaroenwisan, 2013).
The article is structured as it follows. Firstly, a literature review on customer 
orientation, learning orientation and innovativeness provides a clear and accurate
outline of these issues. This is followed by hypotheses statement. We then discuss 
the research methodology: sample, data collection and procedures. In the end, the
results and discussion are presented followed by the conclusion of our study in
terms of implications for hotel managers and academics.

2. Conceptual framework and research hypotheses

2.1. Customer orientation
Many studies provided evidence that being customer-oriented leads to obtaining a
competitive advantage and high performance. In order to obtain these goals, hotel
management have to consider customer orientation like a key element of current
decision making process. Ruekert (1992:228) defines customer orientation as the
degree to which the hotel obtains and uses information from customers, develops a
strategy which will meet customer needs, and implements that strategy by being
responsive to customers’ needs and wants. Thus, a hotel should be able to answer
and deeply analyze the following question: “What exactly do tourists want and
value?”. The first step a hotel must take to find the answer is to closely monitor its
tourists. A large number of studies have focused on Front-Office employees from 
hotels (Tajeddini, 2010:222) like a primary resource through which hotels can gain
a competitive advantage. For a better respond to this challenge, we consider that
employees should have the following characteristics: ability to clearly identify and
focus on relevant information and objectives, to develop appropriate and/or new
solutions to certain types of problems, active listening and interacting with tourists,
task orientation, responsibility, feedback oriented, organizational commitment and
flexibility. Developing a sufficient understanding of tourists in order to deliver 
attractive, personalized and competitive hotel services is not enough. Hotel
management must understand that, tourists’ needs, expectations and perceptions 
of services’ benefits change over time. Therefore, hotel management has to
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systematically and continuously adjust the hotel offerings in order to deliver a
memorable experience, not a simple hotel service.
Thus, the customer orientation is considered an important tool for achieving high
performance in hotels, whether customer orientation is viewed from the perspective
of product or service delivery (Tajeddini, 2010:222). Hence:

H1: Customer orientation is positively associated with hotel performance
measured by: (a) profit goal achievement; (b) sales goal achievement; (c)
occupancy rate.

2.2. Innovativeness
Distinctions have been drawn among the concepts of innovation and innovativeness.
In our initiative to pursue the concept of innovation in hotels we concluded that there
is no precise definition, no consensus on its meaning, resulting in many
interpretations. Moreover, this area is not enough researched (Peters and
Pikkemaat, 2005, Rodgers, 2007), which prompted Ottenbacher and Gnoth
(2005:206) to state that because of this deficiency, hotels managers use "intuition,
assumption and experience" when trying to achieve innovation. Even though
innovation and innovativeness in the academic research are not yet thorough, in
practice they have evolved a lot (Hjalager 2010:1) due to their benefits.
In an attempt to define innovation in hotels, we appreciate that this is the process by
which new services are obtained or enhanced current services or delivery 
processes, with positive effects on hotel performance and tourists’ satisfaction. Also,
we consider that related to the complexity of the hospitality sector, it is necessary to
develop a definition of innovation in respect with the research objectives and the
development level of the hotel sector from the analyzed region/country.
In order to understand the relationship between innovation and innovativeness, we
mention this opinion: whereas innovation is typically an outcome-oriented measure,
innovativeness captures the firm-level orientation toward innovation (Leekpai and 
Jaroenwisan, 2013:167 after Hurley and Hult, 1998). In other word, innovativeness 
represents the openness to new ideas as an aspect of a hotel's culture (Nasution et
al., 2011 after Hurley and Hult, 1998), the initiation process of innovation (Hult, Snow
and Kandemir, 2003).
Innovativeness has become an imperative for hotel’s competitive advantage
(Deshpande et al. 1993) and key determinant for hotel performance and survival
(Van de Vrande et al., 2009). Thus:

H2: Hotel innovativeness is positively associated with hotel performance
measured by: (a) profit goal achievement; (b) sales goal achievement; (c)
occupancy rate.

2.3. Learning orientation
Sinkula et al. (1997) conceptualize learning orientation as consisting of commitment
to learning, shared vision and open-mindedness (Nasution et al., 2011:338 after 
Sinkula et al., 1997). Calantone et al. (2002) defines learning orientation as the
activities of the organization to adding and using knowledge to enhance
competitiveness. Furthermore, learning orientation is reflected in increased efforts
by the employee to actively expand his or her existing repertoire of technical and
social skills, thus learning new and better ways of interaction with customers
(Hennig-Thurau and Thurau, 2004). Therefore, learning orientation is considered
one of the most valuable resources, allowing hotels to address issues of
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globalization and economic uncertainty. Many studies found that learning orientation
has a direct and positive effect on organizational innovativeness (Hult et al., 2004).
Thus:

H3: Learning orientation is positively associated with hotel innovativeness.

2.4. Customer orientation, learning orientation and innovativeness
We observe in literature that the relationship between customer orientation and
innovativeness is a subject to debate. Some scholars show that customer orientation
facilitates hotel innovativeness (Sandvik and Sandvik, 2003). Furthermore, Baker 
and Sinkula (1999) suggest that market orientation is necessary and sufficient in the
creation of an optimal environment for innovation (Nasution et al., 2011:339 after 
Baker and Sinkula, 1999). Deshpande et al. (1993) suggest that, to understand the
role and importance of customer orientation, the concept should be related to the 
innovativeness of an organization’s culture. With regard to the relationship between
learning orientation and innovativeness, Hurley and Hult (1998) suggest that learning
orientations is one of innovativeness dimensions, which represent organizational
cultural characteristics. These arguments and findings have led us to formulate the
following hypothesis:

H4: Customer orientation and learning orientation are positively associated
with hotel innovativeness.

3. Research methodology
The samples in this study were hotel managers. In order to achieve our objectives,
all classified hotels from Cluj County (one of the most developed counties from 
Romania) were included. The research method used in this study was the survey
through a self assisted Web questionnaire. There were validated 35 questionnaires,
resulting in the response rate of 66.04%.
The questionnaire was designed to ask hotel managers for their opinions on the
following variables: customer orientations (9 items), learning orientation (7 items) 
and innovativeness (9 items). This information was collected using a five-point Likert
scale (1-strongly disagree to 5-strongly agree) in response to statements about
mentioned variables. The second part of questionnaire deals with the assessment
of 3 performance indicators, namely profit goal achievement, sales goal
achievement and occupancy rate. Each respondent was asked to evaluate
performance in relation to primary competitors, using a five-point Likert scale (from
1= “worse than”, to 5= “better than” the other company. This approach is used in
many research papers (Hooley et al., 2000; Kirca, Jayachandran and Bearden,
2005; Tajeddini and Trueman, 2012). The last part of the questionnaire contains
factual questions that capture respondents’ demographic characteristics as well as 
their organizational characteristics.

4. Results and discussions
The adequacy of the measurement model was assessed through examining
construct reliabilities. As the coefficient alphas of all constructs exceed the 0.70 level
recommended by Nunnally (1978), the reliability of the measurements is achieved.
In fact, the coefficient alphas for customer orientation, learning orientation and
innovativeness are 0.82, 0.86, and 0.77, respectively (Table 1).
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Table 1: Cronbach’s coefficient alpha
Variable Number of 

items
α

Customer 
orientation

11 0.82

Learning orientation 5 0.86
Innovativeness 11 0.77

Source: Authors’ calculations

Results concerning the research samples revealed that the first three market
segments targeted by hotels are: business tourists, with a percentage of 26%,
transit tourists, with a percentage of 22% and leisure tourists, with a percentage of
18%.
If we analyze the three variables that influence performance, we observe in Table 2
that studied hotels in Cluj County have a high level of customer orientation
(Mean=3.98) and medium levels of learning orientation (Mean=3.41) and
innovativeness (Mean=3.39).
On the other hand, the performance indicators reveal the best mean value for
occupancy rate (Mean=3.42), while the lowest one is for profit goal achievement
(Mean=2.28). Cluj County is characterized by an intensive tourism flow due to the
representative market segment-business tourists. As a result, the mean value for 
sales goal achievement is an appropriate one. This is not the case for profit goal
achievement because of the low efficiency of the internal operations within the
studied hotels.

Table 2: Correlations among variables, and shared of measures (N=35)
Variable Mean Standard

deviation
1 2 3 4 5 6

1.Customer 
orientation 3.98 0.715 1.00

2.Learning
orientation 3.41 0.681 0.77 1.00

3.Innovativeness 3.39 0.837 0.88 0.82 1.00
4.Sales goal
achievement 3.17 0.821 0.71 0.43 0.92 1.00

5.Profit goal
achievement 2.28 1.152 0.61 0.42 0.72 0.84 1.00

6.Occupancy rate 3.42 0.948 0.82 0.50 0.85 0.83 0.72 1.00
p <0 .05
Source: Authors’ calculations

Also, in Table 2 we observe positive correlation coefficients between studied
variables, suggesting that the relationships are in the same direction. The lowest
correlation coefficient was between learning orientation and profit goal achievement
(0.42), while the highest correlation coefficient was found in innovativeness and
sales goal achievement (0.92).
As Table 3 shows, customer orientation in studied hotels has a positive and
significant impact upon sales goal achievement (β=0.688, p<0.01) and profit goal
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achievement (β=0.503, p<0.01) providing support for H1. Similarly, innovativeness 
has a significant and positive impact upon occupancy rate (β=0.723, p<0.01)
supporting H2.

Table 3: Hypothesis testing of H1–H2 standardized parameter estimation.
Variables Sales goal

achievement
Profit goal

achievement
Occupancy

rate
Beta t-value Beta t-value Beta t-value

Customer 
orientation 0.688 1.420 0.503 1.890 0.535 2.778

Learning
orientation 0.243 2.161 0.061 1.199 0.215 1.092

Innovativeness 0.638 1.796 0.325 2.395 0.723 1.039
p <0.05
Source: Authors’ calculations

Moreover, the study found that the interaction of customer orientation and learning
orientation is positively related to innovativeness ((β=0.854, p<0.01)) leading to the
acceptance of hypothesis 4, and learning orientation has a significant impact on
innovativeness (β=0.817, p<0.01) providing support for H3.

5. Conclusions
The main goal of this study was to develop a more complex research in which to
determine the extent to each different variable could positively influence the hotel
performance. In this particular paper were selected the three variables customer 
orientation, learning orientation and innovativeness based on the literature review
and considered significant by the previous analysis.
Customer orientation is a primary variable and the most studied one when referring
to its correlation with the performance of the company. If we consider the hotel
sector, there are not so many studies with the above mentioned subject and we
appreciate this one like a good start for the Romanian hotel sector. If we look at the
Beta estimations for this variable, there are definitely the best values. We appreciate
it like an expected situation because among the three selected variables this is the
most available way for managers in order to improve their performances. Also, the
more intensive correlation with sales goal achievement supports the same idea,
while the profit goal is in the opposite situation. Managers could analyze the results 
of the study and to improve the internal aspects of the hotel business in order to get
a more intense correlation. It means more focus on process innovation. This can be
achieved by sustaining the other two variables.
Innovativeness has the highest value from all the correlation (0,723 – occupancy 
rate) which leads us to the idea that in the studied county, the managers are already 
concerned with developing adequate organizational culture for sustaining the
innovation processes. We consider this process being in an early stage because it
has not yet revealed the possible favourable influence on the other two factors. The
management should have a proactive approach in respect with innovativeness and
to push it to the other employees. Every employee should be aware about his/her
role within the process delivery and to be encouraged to have a proactive attitude
in every assigned task.
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Learning orientation has the lowest values when referring to the estimated
correlations. We believe that a flexible management attitude toward the directions
already mentioned will enable to get more intense correlations with the
performance.
We appreciate that the hotel organization of the 21st century would be more able to
improve its performances if managers will have a better approach to the three
studied variables and thus, the traditional trade-off between short term – financial
performances and long term approach – competitiveness ones are no longer so
valuable.

6. Limits of the study and future directions
The three chosen variables are significant but the study could be more developed
by adding new relevant variables. Also, the performance indicators could be
extended by adding other financial or even nonfinancial ones for the future studies.
We consider both the two possible extensions of the initial study like having a
potential academic value.
Another perspective is to extend the geographical area of the research by
comparison between the initial area and another one, already selected- Braşov
County or to develop a national study where considering the most important touristic 
areas within Romania. This approach could have a significant importance for
practitioners or managers within the studied areas.
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