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ABSTRACT

This study investigates the environment of China’s IJV hotels by examining the views
of those employed in these establishments and those who use them. In doing so, it
considers the potential for, and effects of, inter-cultural conflict and thus the need for
cross cultural education and training from various viewpoints. Through investigation
and comparison of different training mechanisms used by international hotel groups,
individual hotels and state hospitality educational establishments in China, it looks at
what the authorities and the hotels are doing to help counter the dramatic shortfall of

hotel stafT.

The empirical research provides a situational analysis of cross-cultural aspects of
China’s hotel business by examining the viewpoints of expatriate managers working in
China’s 1IJV hotels, and by investigating the perceptions of local Chinese front line
hotel workers and supervisors on; the hotel industry as a career; their attitudes to
hotel clientele; and the levels and value of education and training currently available.
To assist in establishing training needs the empirical research also establishes the
wants, needs and expectations of the travelling public in China with regard to hotel

services

The findings of the research highlight and establish “gaps” in established provision
which will allow hotel companies and training agencies to appraise current training
needs and develop training profiles that will assist hotel staff in achieving levels of
service in line with guests’ expectations. On a corporate level, the findings provide
hotel companies with an overview of the training needs of China on a national and
regional basis, which should be of assistance in formulating recruitment policy. For
China’s hospitality educational institutions, the findings could be used to investigate
the relevance and worth of existing educational curricula and enable curriculum

planners to plan for the future.

KEY WORDS : CHINA; HOTELS; CULTURE; EXPATRIATES; MANAGERS;
EMPLOYEES; EDUCATION & TRAINING; SERVICE, IV COMPANIES.
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Chapter 1 - Introduction

“A Question Of Culture”

Background:

The South East Asian hotel industry is currently experiencing a situation of change
brought about by rapid expansion, the multi-cultural diversity of its work force, and
the divergence of international visitors using its hotel properties. Such a variance in
terms of the work force and the consumer would suggest the necessity for internal
changes within the region’s hotels. To survive in a such a rapidly changing market
place, and in order to more closely match the needs of a changing base of both staff
and customer, hotels must re-consider their human resources policies; their
management style and approach; their marketing strategies; and the way facilities and

services are designed and provided.

Many world-wide and Asian based hotel operators are currently involved with
development and expansion in the new markets of the Peoples Republic of China
(PRC) and Vietnam, where recent political changes have encouraged the advancement
of trade and tourism in the move towards more market orientated economies. With
their contemporary history of communism, these nations have little recent experience
in most service industries, and especially lack expertise in providing what has become
the internationally expected standards of hospitality in their hotel developments.
Consequently foreign expertise is being recruited and many Asian hotel corporations

are employing western expatriates in senior management positions, and because of a



regional labour shortage at junior levels, are also attempting to transfer labour from
other regions to fill these vacancies. Many of these junior employees are recruited and
trained in the established economic centers of South East Asia, such as Hong Kong,
Singapore and Malaysia, and are being sent abroad and required to work with and train

people with markedly different cultures to their own.

Welch, Tanke, and Glover (1988) suggests that developing cultural awareness is a
professional obligation for all managers in order to help them become more aware of
the values, habits, customs, and lifestyle of their workforce, which must be understood
to develop an effective working environment. Shames & Glover (1988) similarly state
that the hotel industry is human-relations oriented, involves individuals from many
ethnic backgrounds and entails a great deal of human interaction and communication.
The nature or form which this interaction takes is determined by the culture or cultures
of the interacting individuals. Culture determines what both the service providers and
their guests perceive as needs; what and how they will communicate; what they value,
and how they will react with each other. The provider enters the service experience
with a predisposition to certain behaviors based on his/her own national or ethnic
culture as well as the culture of the hotel he/she represents. The guests also brings

1"

similar "cultural baggage"” to the experience, such as a predisposition to expect and
react in culturally prescribed ways. Thus, the service experience is clearly a social
meeting place which is formulated and directed by the culture of the hotel itself and

those of its employees and customers. Pizam (1989:28) similarly proposes that it is the

responsibility of those in the hotel industry "to understand our international visitors, to



refrain from making value judgments about their customs and values, and to provide

them with the facilities and services that they need and to which they are accustomed"

Guests define service and set their own standards according to their upbringing,

education and experience and these expectations on hotel service are shaped by their
own culture. They demand service on their own terms. If their expectations are met,
they pronounce the service "good". Although a hotel may be ranked as a "five star"”
hotel, if the service does not accord with guests’ culturally shaped expectations, they

will be unimpressed and dissatisfied with the service experience and organization.

Shames & Glover (1988) also suggest that managing a service organization involves
managing people and their culture. Differences in the cultural background may cause
miscommunication, misunderstanding and dissatisfaction among staff members.
Culturally aware managers should recognize the impact of culture on their workforce,
guests and operation. For them, understanding the culture differences is an integral

and essential part of hotel management.

A Changing Market.

Hong Kong, where east meets west, is one of the worlds leading commercial centers,
a recognized tourist destination, the leading trade portal for the Asia Pacific region and
the regional corporate base for many of the international hotel companies operating
within South East Asia. With a resident population of 6.2 million, it attracts annually
an equal number of foreign visitors. These visitors spent in excess of HK$42,000m in

1992 (Hong Kong Tourist Association [HKTA]- Annals Of Statistics 1993). Figures



compiled over the last decade suggest an average annual increase of 25% in visitor
spending for the region as against a world average of 18% (World Tourism
Organization [WTO] - Yearbook 1992). Similarly, the growth of the tourism industry
in the People's Republic of China has expanded beyond the expectations of even the
best Chinese prediction. Nineteen eighty one saw the number of tourist arrivals to
China at 7.75 million, tourists who spent US$785 million. Ten years later, these
figures had increased to 33.35 million, with the associated revenue at US$2.845
billion. This was in spite of the large drop in tourists following the Tianenmen Square
incident of June 4 1989. Of this US$2.845 billion, visitor spending on accommodation
within China in 1991 accounted for 22.2% of the total tourism receipts, indicating that
in that year, visitors spent a little over US$631.5 million on hotel rooms. (China

National Tourist Administration {CNTA}1992).

This places the tourism and hospitality industry as the second largest earner of foreign
exchange in South East Asia. Over 50% of visitor spending is used on hotel bills,
restaurant meals and entertainment (HKTA - Annals Of Statistics 1993). In this
respect the region has attracted, and still is attracting massive development within the
hospitality sector. While statistical predictions indicate a growth market for the
industry, it is becoming apparent that the make up of this market is changing. Arrival
and destination surveys (HKTA - Annals Of Statistics 1993) show a decrease in
occidental visitors and a growth in oriental visitors, and a related change in spending
patterns. In 1992 spending by South East Asian visitors increased by 28% over the
previous year, and in the same year this sector accounted for over 56% of visitor

arrivals (HKTA - Annals Of Statistics 1993). Current figures (HKTA - Annals Of



Statistics 1993) also show a slight down trend in average length of stay from 3.6
nights in 1980 to 3.4 nights in 1992; a decrease in occupancy rates of the deluxe
hotels; i.e. 92% in 1988 to 79% in 1992; and a subsequent increase in the lower price
category of hotels; i.e. 76% in 1988 to 84% in 1992. This would imply a movement
away from the prevailing market level towards a more middle market level and price
grouping. Such changes in the customer base indicates a change in the wants, needs
and expectations of the consumer, and suggest that alterations are necessary to the
provision currently offered. Much of the development in the hospitality industry is
financed by western organizations, who impose their own standard operational
procedure, or, by Asian organizations, who in turn recruit and employ western
management expertise to operate their outlets. Reynolds (1990:3-5) illustrates a
growth of Asian holdings within the region. However he clearly states that ;

“whilst the preferred method of involvement is by equity, the majority of these

concerns employ western expertise to operate their properties, utilizing

management contract and franchising concepts”.

Consequently, hospitality operations in Hong Kong display a management style,
practice and philosophy which are predominantly occidental, while both the labour
force, up to supervisory and middle management levels, and the prevalent customer
base, are overwhelmingly oriental. This situation is repeated in similar socio-economic
communities in South East Asia such as Singapore, Malaysia and Taiwan, and is
apparent in the developing regional economies of the Philippines, Korea, Vietnam and
the PRC. These developing economies perceive the need for western assistance,

particularly in the form of capital investment, in developing their tourism and



hospitality industries, and are often willing to give such investors carte blanche within
the areas of hotel design and operational procedures. Such practices can inhibit these
industries developing along local lines and according to local tradition and culture and
are likely to encourage the perpetuation of western concepts, management style and
philosophy. It is likely that hotel companies operating in this region originally
imported western standards to meet the needs of their predominantly western customer
base of that time, but the practice is still current despite the apparent shift in the
market. Traditionally many hotels in the region have established a reputation for
luxurious surroundings and high quality in their operational criteria. Indeed, several of
South East Asia's hotels have regularly been listed by a number of trade magazines,
credit card companies and commercial publications as amongst the "Worlds Top Ten"
hotels. Whilst this achievement of quality may reflect the standards of western
management practice, it may equally reflect the traditions of cheap labour in terms of
an established colonial workforce, and, by current western standards, an exceptionally

high staff: guest ratio.

With the current world wide economic recession slowly beginning to affect both the
developing and the established economies of South East Asia, global economic
pressures are eroding the advantages of a low-cost labour force, particularly in the
more developed Asian centers. Consequently, the industry is beginning to face
recessionary problems such as changing market levels, a decline in occupancy rates,
escalating wage costs and labour shortages, both in the skilled and the semi-skilled
sectors. These factors, coupled with the political unrest in Hong Kong prior to the

1997 change and a variety of other cultural, political and ethnic concerns, are



contributing to an undercurrent of difficulty and conflict within the industry in many

parts of South East Asia.

National Culture,

Most of the countries making up the area known as South East Asia have long
established traditions of hospitality. Similarly they have well defined cultures, which
often preceded western erudition by many centuries. The concept of hospitality is
perceived differently by the local inhabitants than by western practitioners and
managers who are operating within the industry. Likewise, the needs of the local
Asian visitor are very different to those of their western counterpart. Where
indigenous companies operate within the region, there appears to be a clear distinction
between the structure, character and provision in these companies and those found in
organizations to whom South East Asia is a host. Clearly in these instances, cultural
significance is assimilated within the organization. Hofstede and Bond (1988) define
culture as being : " the collective programming of the mind that distinguishes the
members of one category of people from those of another”. In accepting this
definition, one must concede that the populace of South East Asia have very different
attitudes, values, beliefs, habits and convictions to those of their western counterparts,
and that these fundamental beliefs have an influence on behavior. Culture has a
definite bearing on consumer expectations, but exerts an equal force on employees
within the industry, and on their relationships with Asian colleagues, western
managers, and international travelers. Hofstede (1989) professes that cultural
awareness is one of the “subtle features of competition in world markets, and firms

which are better at it have a distinct advantage over their competitors”.



By its very nature ‘internationalization’ often infers standardization, and whilst this
may be acceptable in western cultures whose roots tend to derive from similar origins,
it is apparent that in a variety of scenarios, the western concept of what such standards
should be, is less than acceptable in many oriental cultures. Boella (1990:87) states:
“How hospitality companies demonstrate or develop cultural awareness varies
considerably. In many cases nothing whatever is done to accommodate the
needs of other cultures”.
For a variety of reasons, the hospitality and tourism industries of many South East
Asian countries have adopted western methods of management and operational style,
and those employed within these industries have acceded to western management
practice. However, it is highly debatable just how implicit this apparent compliance
with westernisation actually is. It would seem that many orientals pay only token
homage to such a force, preferring their own familiar and established perceptions,
customs and reality. Centuries of Mandarin rule established a highly bureaucratic
system in China, which still exists within the PRC and Taiwan today. This system is
very different to the western bureaucracies to which occidental management are
accustomed. Similarly, Confucianism and Taoism still exert great influence on the
daily lives of many orientals, and such philosophies are diametrically opposed to
western logic and thinking. Confucius evolved the ‘Pao-Chia’ system of mutual
responsibility. Pao-Chia is a philosophy which encourages restraint of individual
desires, and the equitable distribution of resources throughout the community.
Individuals are held to be responsible for each other within a household, and families

are responsible for one another within the community. This ideology forms the basis



for the collectivist way of life prevalent in China today. Confucian teachings uphold
the beliefs that people must exist in relationship and harmony with others, that one is a
relational being, whose life is situated in, and constrained by an interactive context.
This attitude contrasts markedly with that of the influential western concept of anomic
individualism, whereby the individual is markedly more self sufficient and self centered.
In such regions as Hong Kong , Singapore, the Philippines, Indonesia and Malaysia,
colonialism has imposed a further set of conflicting rules and perpetuating a hybrid
system which is difficult for either culture to fully assimilate. Further difficulties persist
in multi-cultural societies, such as Malaysia , the Philippines, parts of mainland China
and Thailand, particularly where religious and language differences prevail. Additional
factors of history, precedence and social norms all pose problems for the unfamiliar in

the areas of communication, perception, consideration and cognizance.

Earlier research by Hofstede(1980), into whether American management theories apply
abroad, identifies four key dimensions of national culture, which are ranked on a scale
from high to low, and which help to categorize, distinguish and describe the cultural
differences between ethnic groups. The four dimensions are categorized as; (i) pou;er
- distance ; (ii) uncertainty - avoidance; (iii) individualism -collectivism ; (iv)
masculinity - femininity. His work illustrates the essential differences between national
cultures, and clarifies the major contrasts between eastern and western cultures.
Hofstede places South East Asian characteristics in the categories of : "high power
distance / low uncertainty avoidance / low individualism / medium masculinity". In
contrast, western characteristics are categorized as : "low power distance / medium

uncertainty avoidance / high individualism/ high masculinity". When applied to cross-



cultural interaction, Hofsted's principles can identify potential strengths and
weaknesses in recruiting and situating personnel, and can give insight into the cultural
traits of foreign competition, colleagues and workforce, thus assisting with negotiation,

application of principles and better understanding.

Hymer, (1976) proposed that local firms have better information about the economic
environment in their country than do foreign companies. Similarly they have an
inherent awareness of cultural patterns. Reynolds (1990) shows that in comparison
with local competition, overseas firms have additional costs arising from cultural, legal,
institutional and linguistic differences. He goes on to imply that foreign concerns have
an advantage over local companies only when the majority of their customers are from
their own country, and this premise has equal implications for assessing cultural
differences in the workplace. If his assumption is correct, then, with the current
reversal in market trends, it is probable that western management values and principles
are disadvantaged. Simply to impose western practice and principles on an extrinsic
cultural situation is a stimulus for conflict. Thus, an understanding of the role culture
plays within the tourism and hospitality industry is important from many perspectives.
There are several areas which need to be considered, for example, conflicting forces
within corporate cultures, societal and ideological issues, infrastructure and
technological aspects, indigenous organizational systems, situational and behavioral
patterns and the needs of the visitor. Companies and managers operating in an
unfamiliar culture are more likely to be successful if these differences are anticipated

and taken into account.
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Corporate Culture.

As the trend towards globalization continues and as South East Asia continues to be a
major focal point for external investment, technology transfer and export-orientated
business growth cultural issues are becoming more important. Culture is affecting
business in a multi-dimensional manner. National culture is having an impact on
corporate culture, with concerns over human resources management, such as equal
opportunities in career development, salary, benefits and incentives. From a strategic
planning viewpoint, national culture can also affect the development of organizational
policies within an international concern. The concept of national culture derives from
assumptions regarding relationships with the environment, as well as relationships
amongst people. Since the use of information is embedded in social norms, these
assumptions influence how information is gathered and interpreted within an
organisation. Policy decisions require the identification and prioritization of strategic
issues, and involve scanning, selecting, interpreting and validating information and
ideally this needs to be related to local markets and conditions. The broad models of
strategy formulation - a top-down or a bottom-up process - are strongly influenced by
the existing models within a nation's own culture and expatriate managers need to
recognize that different countries approach strategic planning in different ways. The
responses and repercussions of a host culture and workforce may be better anticipated
by understanding how such issues are perceived and interpreted. An understanding of
some of the aspects of inter-cultural interaction is an important step in adapting to and
confronting the increasing complexity caused by a variety of situations. Corporate

concerns are experiencing a growing proportion of international employees and many
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western societies are similarly attracting an increasing number of overseas students and
migrant workers. These factors, coupled with the current popularity of international
acquisitions, joint venture schemes, increasing international interaction, and
disproportionate trade deficits, have the effect of forcing such institutions to rapidly

learn how to interact and communicate with a greater variety of cultures.

Some of the most common differences between cultural groups are in their perceptions
of values and priorities. For example, the value of time in dealing with current, past
and future events are often visualized in different terms; personal space in interactions
holds different priorities; different cultural groups place dissimilar emphasis on material
possessions, and on personal achievement, competitiveness, and social behaviour.
Ethnocentric attitudes often take the form of stereotyping, and whilst cultural patterns
may be inherent they should not be regarded as absolute. To minimize the mistakes
and misunderstandings in inter-cultural relationships from this type of outlook, a high
degree of flexibility and sincerity are important. Inter-cultural socialization involves an
awareness of the other culture's habits, actions, and reasons for behaviour, and in order
to establish good working relationships with a culturally dissimilar workforce or
business associate, expatriate managers need to take the time to learn about their
prospective business partners, their local employees and the local style of management.
Management styles and culture are joined by many subtle, and important links.
Different people will perceive and attribute different meanings to the formal structure
of organizations, as related to their own cultural background. When a business is

expanding overseas, an awareness of such perceptual differences is essential.
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Culture encompasses a group of people who are conditioned by the same education
and life experiences. In a sense of mental programming, culture can be very difficult to
change. Although the structure of organizations may appear to have the same
objective dimensions, the meaning of these structures may be very different to their
respective members. A conceptual framework built on Hofstede's (1980), four
dimensions of national culture, makes it possible to understand where and to what
extent western theories can be applied successfully elsewhere. Management can
influence many elements of a company's culture; indeed all members of an organisation
exert a certain amount of influence on the corporate culture. In doing so, according to
Woods (1989), they bring in elements of their own national cultural traditions. His
research has shown that there is a relationship between corporate culture and
corporate success, and if this is the case, then it is essential that the effects of national
culture on corporate culture and corporate strategy be accounted for. Corporate
culture, akin to a national or local culture, is made up of the values, norms, feelings,
hopes and aspirations of the members of that organisation. The functions of such
cultures are to transmit learning, unite the organisation, provide meaning to
organisation members, and handle strong emotions. Culture can differ among and
within organizations, and will vary along such dimensions as; strength,

persuasiveness, direction and content.

An awareness of the stories and myths that develop within a concern will assist

managers in understanding local variations of corporate culture. For example, typical

factors are; internal symbols and their meaning, hero myths, corporate taboos and rites
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of passage. In order to cultivate an effective operational management style on a local
basis, it is becoming apparent that expatriate managers need to understand the
relationships between national and regional cultural characteristics, and the localized

variations of the corporate culture.

Cross Cultural Interaction.

An evaluation of the literature on cross-cultural aspects of management style reveals
two main themes. One theme asserts that the management style adopted in a specific
society is determined by the level of technology , or by the general state of
development of that society. The other main theme claims that the specific culture of a
society is a dominant factor in management style, and that management will retain its
own unique cultural identity even as society develops. It seems likely that both themes
have some validity and that management style is a function of industrialization but 1s
tempered by cultural characteristics. Opinions also vary on the success of the cross-
cultural transfer of management approaches and organizational techniques, and there is
disagreement about whether a national culture has a dominant influence on managerial
and organizational culture. What is apparent is that western managers operating in
foreign countries have a different cultural framework, and apply skills, techniques and
approaches to situations based on that framework. Swierczek (1989) in his research,
indicates that these factors are most significant in interactive situations such as
communications, conflict resolution and interpersonal relationships, where they are
most likely to cause friction. Expatriate managers need to recognize that there are
differences in circumstances, and should not attempt to force techniques that will not

fit. As a simple example, it would be advantageous to most western business people if
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they appreciated the fact that foreign business people visualize them in a different way
than they see themselves. For example, Asian managers are often unimpressed by the
informal style, the instant use of first names or the open door policy that many western
executives adopt. Similarly, they may be confused by the low tolerance of silence
displayed in a business meeting. Other common criticisms are that westerners live too
much in the present, put too much emphasis on short term goals and do not make long
term commitments for the future. The western concept that their approach is always
correct is questioned by Bowker (1988:8) president of Western International Personnel
Association, who asserts that : "western expatriate managers need to dispel the notion

that the western approach is the right one for every country and situation ".

Those expatriate managers with firmly entrenched backgrounds of their own national
and corporate culture, often have problems in adapting to foreign assignments with
resulting high failure rates. Elmer, (1989:27) Human Resources Director of the multi-
national concern Motorola, claims that:
“The most important cross-cultural concern is dealing with the cultural
adaptation issues: the adequate preparation of expatriate managers and their

families for the shock of life outside of their home environment ".

However, the replacement of expatriate managers with local nationals is seldom
perceived by parent companies as being a cost effective alternative. Localization can
result in costs of training and familiarizing local managers with corporate objectives
and policy, with their identification of global strategies and organisation, and also with

implementing local control systems as opposed to utilizing standardized corporate
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procedures. It can also be argued that expatriate managers help long-term localization
by assisting local managers in identification with the corporation as a whole, by
developing knowledge, by helping internationalize local managers, and by helping to
spread and institutionalize the corporate culture. This raises the question of whether
or not most expatriate managers see their primary function as that of a manager or as
that of a trainer. If current policies of globalization are to be successful, then the local
managers knowledge of his own culture, and the procedures necessary to operate in

such a market place, must have a value to an organization.

Globalization

A global enterprise operates without the constraints or traditions of national
boundaries and seeks to compete in any high-potential market place. In its evolution
towards a global corporation, an organisation passes through the stages of domestic
enterprise, exporter, and finally becomes an international or multi-national corporation.
In this process, the organisation must develop human resources that can meet the
complex conditions of globalization. The leadership development requirements of a
company evolving towards global perspectives should include the management of
environmental scanning , competitive strategy, organizational versatility, teams and

alliances, change and chaos and personal effectiveness.

This will require challenge and change in areas of recruitment, training, control,
personnel incentives and appraisal systems. These factors should ideally come to terms
with the problems of localization and include policies and provisions for local staff to

develop and compete on equal terms with expatriates. Dealing with the globalization
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of markets poses many difficult questions and choices for companies. Both external
business forces and internal organizational factors must be considered. External
business forces revolve around interaction between the major participants and the
different ways in which a business can be global. Internal organizational factors play a
major role in determining how well a firm can implement a global strategy. There are
five major dimensions of globalization ; high cost investment in major markets;
standardizing the core product; concentrating value adding activities in a few
countries; adopting a uniform market position and marketing mix; and integrating a
competitive strategy across countries. Similarly, four factors affect the firm's ability to
develop and implement a global strategy, these are: organisation structure ;
management process; people and culture. A common mistake is to ignore one or more

of these factors, particularly the less tangible ones such as culture.

Similarly the processes of standardizing policy and procedure require careful
consideration. No firm can effectively operate on a global scale by centralizing all key
decisions and then farming these out for implementation. The conditions of each
regional market are too varied, the nuances of competition too complex and the
changes in climate too subtle and too quick for long-distance management. The most
successful global competitors run operations through a network of regional
organizations; this keeps managers close to key markets and customers. This approach
can only work when the strong pull of local interests and concerns can be offset by an
equally strong set of values that all the firm's managers share. These values are an
important part of the cultural environment in which any global firm tries to root its

distance operations, and local cultural influences need to be assimilated in their
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development. Everyone in management needs to understand the effects of

globalization, and to appreciate the different ways that businesses are reacting to

globalization. Some see it as a threat and are trying to rebuff the trend through

protectionism. Adler (1989:521) suggests that; "successful globalization requires the

knowledge, awareness and skills to negotiate in different cultures”. The process of

globalization means that many managers are increasingly operating in different cultural

arenas, and such key executives need to develop adaptable and flexible skills if they are

to operate successfully away from their home environment. Good communications

and good personal relationships are the essential routes to success in all cultural

environments, but other skills that should be emphasized include:

a) Conceptual skills which help managers to see the whole picture.

b) Delegation skills which help in saving time and in training and motivating
subordinates.

c) Conflict management skills which can encourage opposition from subordinates.

d) Time management skills which can stress the ability needed to balance the needs of
the job with those of the managers role in society

e) Change agent skills which are essential in helping to introduce change, managing
resistance to change, and in understanding the process of change and its possible

consequences.

Cross-Cultural Management.

With the sharp rise in the economic systems of South East Asian nations, and the
subsequent decline in western economies, there is interest in identifying cause and

effect relationships in the contrasting management styles. These can be reviewed
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under two broad categories, corporate environment and corporate characteristics. The
eastern corporate environment as modeled by Japan, the regions most successful
industrial country to date, is distinguished by a facilitating culture, the notion of
government by the people, government support for research and development,
domestic market protection, a targeted industry strategy, a market share policy and
the existence of huge firms that dominate every industrial category. Corporate
characteristics of such firms include the emphasis on people as the greatest corporate
asset, humanistic management practices, worker loyalty, lifetime employment, and

slow but established, evaluation and promotional processes.

In addition to the economic decline in the west, both western societies and their
corporate concerns are experiencing a cultural crisis. In this context, the east may
function as a source of inspiration for the renewal of the west. Four recent
developments in the west that have been influenced by the east are the aspect of
turning east - the emerging guru-ism of Asian cultures; the adoption of Japanese
management culture and systems; the current debate between western science and
eastern philosophies; and the associated growing need for spirituality. Such cultural
influences from the east are still undercurrents, even though the east is no longer
considered exotic, but are becoming more of an issue both in society and business.
Decades ago, Japan imitated western industrial products, now it appears that the west
is beginning to imitate Japanese management technology. However, there are a
number of barriers that inhibit the transfer of successful eastern management styles into
western corporate cultures, whether they are operating at home or overseas. These

barriers are often psychological and come from preconceived notions of how to

19



manage. The first such barrier is the apparent western fixation with accomplishing
everything in the shortest possible time and the constant search for the instant solution
to a problem. Another is the apparent obsession with complexity, as westerners often
seem to have a distrust of the simple solution. Further problems involve the
hierarchical organizational structures and the degree of job specialism as in the west
there is a much greater acceptance of diversity in the workplace. Barriers also arise
from the western habit of not moving problem solving down to the organizational level
where they are best resolved. In eastern cultures problem solving is not perceived as

just a management responsibility, but rather a shared task.

Expatriate managers must understand that the ‘way of life’ and value systems that
operate in the east are largely formed from interpersonal relationships and social
orientation. Examples of similar eastern cultural factors that reflect in the workplace,
and have a concrete effect on the development of a corporate culture are illustrated by
the concepts of ‘wa’, ‘guanxi’, and ‘inhwa’. 1In Japan ‘wa’ refers to the value that is
placed on group loyalty and consensus. It is translated as the search for, or the
existence of, mutual cooperation, so that a group's members can devote their total
energies to attaining group goals. Wa is so pervasive that the Japanese prefer, and
often insist, that all business dealings occur amongst friends. ‘Guanxi’ is a major
dynamic in Chinese society, and refers to the special relationships two persons have
with each other. It is friendship with overtones of unlimited exchange of favours,
which tends to favour the weaker member. Such a force has considerable influence in

facilitating business transactions, especially when dealing with bureaucracy. The
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concept of ‘Inhwa’ in Korea, stresses the harmony between unequals, and can be used

to link persons of unequal rank, prestige and power.

Other significant differences between the eastern and western ideals of values,
priorities and way of life also need to be accounted for. One classification of Chinese
cultural values by Kluckhohn and Strodbeck (1961), divides these into five
orientations, some of which have considerable impact in business. The ‘man-to-nature’
orientation shows that the Chinese usually attribute failure of products or services to
fate rather than to the company from whom the product was purchased, or even the
manufacturer. The ‘man-to-himself® orientation emphasizes the value of abasement in
sales force management; off duty personal behaviour is highly important to the firm's
image and its effectiveness. Also of importance are the aspects of informal channels of
communication in Chinese society, brand loyalty, the small social circles, and the
importance of the extended family. The ‘time’ orientation re-emphasizes the values of
past-time orientation and continuity that tend to make the Chinese so brand loyal.
Finally, the Chinese ‘activity’ orientation involves not complaining about products or

services, slowly accepting new fashions, and being risk averse.

Market Potential In The PRC.

Despite the influences of culture and the difficulties that these may impose for the
foreign investor, the PRC can provide excellent investment opportunities for
hospitality companies, if those companies pursue strategies built upon experiences
gained in other developing countries, and by the pioneers of similar joint venture

schemes in China. These can be summarized as follows ; start small, establish limited
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goals that are feasible in China, establish solid, long term training programmes, involve
seasoned expatriates who have substantial shop floor experience, invest in training
Chinese personnel overseas, establish rapport and ongoing personal relationships with
the bureaucrats who set and administer the rules for foreign investors and begin early

on import substitution and export development

There are still problems, as by international standards productivity in the PRC is low.
The major problems affecting productivity and organizational performance lie in five
main areas, organizational structure and responsibility, management skills and
succession issues; communist party versus external management relationships;
operational problems such as quality, safety, and materials flow; and the motivation
and discipline of labour. The culture of China seems to have four principle features
that affect organizations, which may stem from both the traditional Confucian beliefs
and from the subsequent impact of over fifty years of communist rule. These can be
classified as; a continued respect for age and hierarchy; a belief in group orientation
as opposed to individualism; the Asian concept of face, i.e. the recognition by others
of an individual's social standing and position; and the importance of relationships in
ali aspects of life. Such cultural attributes can reinforce management problems
stemming from a planned economy, and can undermine the legitimacy of formal

organisation.

In the last decade the South East Asia region has become one of the most dynamic and

successful areas in the world in its tourism and hotel development. China is now

contributing to this continued success and is rapidly developing it’s tourism potential.

22



For this boom to continue, radical change is needed, some of which is in the sphere of
cultural awareness and in future development along culturally significant paths. The
effects of the strong cultural influences and attributes displayed in this region, may

indicate that the current orientation of management methods towards western practice

may not always have the desired effect in achieving or sustaining this growth.

Service Management In China’s Hotels

It would seem to be the case in China’s hospitality industry that the service ethos
required to run a successful hotel operation is in direct conflict with local cultural
expectations which have been influenced by such factors as, Confucianism, the
contemporary history of communism, the lack of recent experience in the service
industries, the lack of infra-structure and modern technology, and the apparent lack of
management training and expertise in providing what has become the internationally
expected standards of hospitality in their hotel developments. Many authorities
consider that China's hotel and tourism industry is in bad shape. For example,
Gluckman (1993:61) writes:
"China has for years been considered a hoteliers' hell. Room rates and
occupancy tumbled in June 1989, and the recovery has been hampered by
lackluster tourist service, severely over booked airlines, and a glut of new
hotels that opened during the worst slump years. Those hotels had begun
construction in the 1980's when the Middle Kingdom struggled to create an

international-class hotel circuit overnight."
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In 1988 the China National Tourist Administration (CNTA) introduced a five-star
grading system of international tourist hotels. The aims of the scheme are to enhance
the quality of management, to improve standards, to protect the interests of
consumers, travel companies and hoteliers; and to make China's tourist hotels reflect
Chinese characteristics whilst meeting international standards. The programme,
operated and policed by the National Hotel Evaluation Committee (NHEC) is still as
yet far from complete. Grading is given after evaluation in six key areas; Architecture
and Design; Facilities; Maintenance; Sanitation And Hygiene; Service Levels &
Service Quality; And Customer Satisfaction. The scheme has its critics who have
commented that bureaucracy and variances in standards between regional NHEC
committees have prejudiced the system, and that NHEC 5-star standards are not
comparable with international expectations and norms. Cullen (1988) for example,
comments that China's major problem in developing a viable international hotel
industry would seem to be in these very area of service and standards, and states that
while there are some exceptions, few of the hotel or restaurant employees in the
Peoples' Republic of China have any idea of international standards - mediocre food,
facilities and service are common. Cook (1989), blames a variety of factors for the
problems and delays in developing the industry, amongst these are the infrastructure,
poor communications systems, lack of national investment, poor sanitation, and lack
of training and education. He argues that "the lack of adequate training and vocational
schools, government funding, and a western-style real estate industry inhibits the

growth of the Chinese tourism industry." (1989:64)
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This attempt to create an "international-class hotel circuit " comes at a time when
service has come to assume a pre-eminent goal, and with books like Albrecht and
Zemke's, "Service America," and Shames and Glover's, "World Class Service"
providing a role model, the service ethos in the hotel industry has taken a very strong
hold with both consumer and practitioners. As previously stated, Shames and Glover
note that in the delivery of service, particularly "world-class service" - the cultures
of the service providers, consumers, operating unit and community must all be
considered. This statement has high relevance for developing countries, who of
necessity need to use over-seas investment, technology and expatriate managers to

provide the initial impetus for development.

The People's Republic of China, as one of those developing countries, and will find it
increasingly necessary to have a trained and competent work force for its hospitality
industry. Cook’s argument (op cit.) that it is the lack of adequate training and
vocational schools that inhibits the growth of the Chinese tourism industry, is
supported by many practitioners and industrialists. Like the hotel industry,
management training in China's universities and vocational training schools is a
relatively new product, and this lack of applied managerial skill is perhaps justly
considered as a product of the 30 years of hard line communist rule. However since
the death of Chairman Mao, there has been a strong movement to re-introduce
management education and training into the educational system, particularly over the
last decade. Deng's "Four Moderization’s" policies advocated and encouraged this,
and advanced management training is slowly become more established. Specialist and

vocationally-based training specific to the hospitality industry is less established, and
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much of the initial training has, and still is, being provided by the hotel companies
themselves. Hotel schools are developing, but have poor resources, inexperienced
teaching staff. and limited financial support from national and regional government.
Prior to 1978, the only available courses associated with the hospitality industries
offered within China's educational institutions were craft level courses of a culinary

nature, focusing on the production and preparation of traditional Chinese cuisine.

In a recent study of hospitality and tourism education within the Peoples Republic of
China, Zhao (1991) identified a substantial growth in the number of institutions
offering a variety of courses related to these industries. Currently, there are 271
vocational schools, offering basic hotel and catering education as a cross-curricular
activity, 14 secondary professional schools offering supervisory level industrial
education and training; and; 69 institutions of higher education, offering a variety of
courses from two year diploma courses to four year degree programmes. These
institutions have a combined enroliment of some 51,000 students, almost doubling the
number of formally trained staff produced in the 1980-89 era. However when
compared to the increase in hotel provision during the same period, and the enormous
potential China has for future development, then it is apparent that such provision is
still inadequate (China National Tourism Administration 1992). The existing
provisions for training hotel staff are therefore inadequate, and there aiso appears to be
distinct variation between course content from one institution to another, and
according to both academic (Tao and Chang 1989) and industrial sources (Holiday
Inns, Shangri La Hotels International, Sheraton), the context of the education and

training provided has insufficient relevance to the requirements of an industry which is
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both service oriented and developing along modern technological routes. Much of the
familiarization with both people skills and hi-tech equipment is necessarily done "in -
house" by the hotel companies, thus developing a small strata of well trained front line

staff.

It is necessary to train people working in the hotel industry to be both job proficient
and culturally sensitive, and this is of particular relevance to the expatriate manager
working in the industry. If managers of hotels are sensitized to cultural differences
between their home and host countries, they will appreciate the uniqueness of the of
the people in the host countries. Managers may then seek to make allowance for such
factors when communicating with, and training local employees. It is expected that
through certain training experiences, expatriate managers could become more broad
minded about cultural differences. Hence, if managers themselves are culturally
sensitive, they will be able to adapt and adjust their expectations and collaborate more

effectively with local employees.

The information and skills to cope with people with different cultural backgrounds
have not traditionally formed part of the hotelier’s tool kit. Not surprisingly, a
significant number of hotel mangers persist in setting service standards, marketing their
hotel products and managing staff without regard to cultural differences, preferences
and sensitivities, and this in turn reflects on the standards experienced by the customer.
“These managers are unfortunately missing opportunities, undermining their

effectiveness, and failing to deliver world-class service”. (Shames & Glover, 1988:4).
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Because cultural attitudes are difficult to change, it is unrealistic to expect employees
in the hotel industry to make rapid changes. Gradual introduction to these changes
through both in-house and institutional education and training systems is likely be the

most effective approach in providing China with a “world class” hotel industry.

The Research Problem

From the above discussion, there appear to be several inter-related issues and problems
that encroach upon on the provision and delivery of world class service in China’s

hotels, which can be summarized as:

a) a known increase in the need for highly trained and skilled hotel operatives as
related to the current lack of educational provision and to the level, quality and
amount of available state education and hotel operators in-house training
programmes;

b) the inter-cultural aspects of staff / management and staff / customer relationships
fostered by the imposition of western management practice on a developing
industry and as enforced by expatriate management demanding non traditional and
culturally conflicting values from their staff , as opposed to allowing natural
development through the implementation of traditional cultural values;

c) the effect of traditional cultural influences on the students' / trainees’ approach to
learning; and

d) the lack of communication between practitioners and academics, as to needs and

wants for future education and development.
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In brief, the objectives of this research are to determine the levels of compatibility and

the cultural impact of “foreign” corporate policy and decision making, as it relates to

prevailing operational, training and human resources policies in China’s hotels; with

what is actually wanted and needed by the local practitioners of China’s developing

hotel industry. This study will attempt to investigate and answer the following

questions :

a) What influence does traditional Chinese culture have on the attitudes of hotel
workers in China?

b) Does the concept of equality, encouraged by the cultural standards of the 1947
revolution, create problems in the management of hotels?

c) Is the current example of management practice and training western biased, and,
therefore irrelevant to the needs of China’s hotels?

d) Is the training in hotel management currently offered in China, unsystematic, and

unrelated to the needs of the Chinese hotel industry?

Methodology In Brief

The methodology to be employed in this research will comprise of,

1. literary research.

2. a brief analysis of the information provided by the Chinese Government on its
tertiary educational institutions, which specifically teach or train hotel operatives,

and a comparison with courses offered by similar establishments in the West.
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3. asurvey questionnaire to be conducted with regard to the expectations and needs
of local Chinese, Western and other Asian hotel guests, to ascertain whether the
product being offered by hotels in China is relevant to its market.

4. asecond survey to be conducted to ascertain the attitudes and perceptions which
Chinese staff have towards the hotel industry and its customers.

5. interviews with local industrial practitioners in Hong Kong & China

Once an assessment has been made of the training and educational requirements of the
hotel industry in China, and the relevance of the educational provision, the second part
of the work will examine alternative methods of imparting skills and knowledge to

hospitality students and trainees.
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Chapter 2 - Background And Theoretical Framework

“China Past : Towards An Understanding Of Chinese Culture”

A Brief Historical Backeround

In order to better understand the Chinese personality it is necessary to look at the
history of the Chinese people and at how their socialization and culture has developed.
The crowding of people into a small area, as we see in most of China’s cities, is
nothing new in China's history. During the Han Dynasty, which historically occurred at
the same time period as the Roman Empire , one found a population of some sixty
million people, most of whom lived in northern China congregating in tight walled
communities. As Reischauer and Fairbank (1958:287-288) state :
"Throughout their history the Chinese have habitually lived close-packed in
their social and family relationships. It is this closeness of the community and
the analects or profound sayings of Confucian philosophy that has had the
greatest impact on the establishment of the Chinese social structure and culture
that we now see today " .
The absorption of culture has little to do with genetic transference, but is more to do
with place and time. Culture is an acquisition of social programming which is
established from the moment we are born, and is conducted by those who are around
us. One of the greatest influences on Chinese culture and thought was Confucius. He
was born in the town of Chou, a part of the kingdom of Lu, in 551 BC., and was to
become known for his wisdom. Confucius lived during a time of political upheaval,

and with the changing fortunes of different political factions, found himself in and out
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of political favour. These unsettling times caused Confucius to develop the Pao-Chia
system of mutual responsibility as a way of achieving social harmony. Individuals were
responsible for the others within a household, and families were responsible for one
another within a community. The i)rinciples of Confucian teachings, which still hold
good today for most Chinese, give little thought to the theoretical concepts behind
social disorder or to the questioning of the greater inequalities of life, but rather they
advocate a requirement to contemplate all aspects of life, with the aim of personal
enlightenment through developing one's individual nature, which should be achieved by
contributing to social harmony and a good society. This respect for mutual
responsibility was to become totally ingrained into the Chinese way of life, partially
because of the agrarian background from which most of the population came. Chinese
peasants lived at subsistence level, and as Bond and Kwang-kuo (1986:53), state,
"their livelihood became even more precarious in years of famine when a great portion
of China's huge population faced starvation". The basis of China's collectivist way of
life developed because the hardships of life, which were faced daily, predisposed
Chinese peasants to accept Confucian philosophy. A philosophy which encouraged
restraint over one's individual desires, and the equitable distribution of those resources
which the community possessed. Fundamental Confucianism states, in the analects
under the topic " To learn " :

Zeng zi said: “Every day I examine myself on three things: Have I done my best

in doing things for another man? Have I been trustworthy in my dealings with

friends? Have I failed to revise what the Master (Confucius) had taught me?"

(Translation: Tsai Chih Chung, 1989 Ch.1, para 4.)
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The implications of such teachings illustrates the concept that people must exist in
relationship and harmony with others, that they are relational beings, whose lives are
situated and constrained within an interactive context. This attitude being directly
opposite to that of the influential western concept of anomic individualism. The
emphasis on individualism and collectivism is a fundamental difference between east
and west, and reflects how life can be viewed from different perspectives. Bond and
Kwang-kuo (1986:56-57), quote Hofstede's description of collectivism versus
individualism :
" Individualism stands for a preference for a loosely knit social framework in
society wherein individuals are supposed to take care of themselves and their
immediate families only. Its opposite, Collectivism, stands for a preference for a
tightly knit social framework in which individuals can expect their relatives,
clan, or other in-group to look after them in exchange for unquestioning loyalty
(it will be clear that the word 'Collectivism' is not used here to describe any
particular political system). The fundamental issue addressed by this dimension
is the degree of interdependence a society maintains among individuals. It

1w

relates to people's self-concept: 'I' or “we'.

For example, the Chinese view of education is as a means for the student to progresses
and succeed in order to raise the status of the whole "family", whilst in the west, the
student tends to work for him or herself, and the individual rewards that come with
success. Under Confucian philosophy, five relationships were accorded a status of

prime importance. These five Cardinal Relations (wu lun) are the relationship between
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ruler and subject, father and son, husband and wife, elder brother and younger brother,
and friend and friend. The reason that great importance is given to these relationships
is that they demand unswerving loyalty from one person to another. Except for the
friend/friend relationship, where the loyalty is mutual, all of the others require loyalty
to be given from a person on the lower level of the hierarchical scale to the one on the
higher level. For example, from subject to ruler, wife to husband and so on. In return
for this loyalty, the hierarchical senior will guide and protect the lesser person. It is
interesting to note that three of the five relationships are determined by kinship.
Because of this we can see how China's ethical system has tended to be family centered
and specific, rather than emulate the western system of universality with orientation
towards the state or to God. The Confucian representation of "Jen", or kindness, to
all, ensured the harmony of the society and prevented this collapsing into a state of
anarchy. To maintain this tight family control, parents place great emphasis on moral
training, proper conduct and the acceptance of social obligations this being in contrast
to the lack of emphasis being placed on independence, assertiveness and creativity. In
his work, Ho (1986) stated that Chinese parents tend to be highly concerned with
impulse control, to the extent that a child's adventurous and exploratory spirit is very
much discouraged. This firmness of discipline is continued into the areas of behaviour,
where sex training and the control of aggression tends to be severe. This reinforces
general behaviour patterns and produces individuals who are apt to be physically non-
aggressive, in particular aggression towards a figure of authority is rarely expressed.
For example, the teacher, the leader and the employer are seen as authoritative figures

who are automatically given respect. From this, it can be seen that the traditional
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collectivist Chinese society is very different from the individualistic society which has
emerged in the west. This is not to imply that such a social system is in any way
inferior, only that it is different. The misunderstanding of such differences is
contributory to many of the problems that western managers have in their dealings with
Chinese staff, and in most instances it is not the individual that is the problem, but

merely his or her way of reacting to the authority figure.

Chinese Cognitive Patterns

In considering Chinese employees, and attempting to recognize how they differ from
their western counterpart, an attempt must be made to understand how the Chinese
people think. Having looked briefly at the history of the Chinese people, and the
closeness and influence of the family, it is necessary to explore how these cultural
influences have affected the cognitive reasoning of Chinese people. One fundamental
difference between the west and China, can be explored in the Needham Question,
which considers why modern science developed only in Europe and not in Chinese
civilization ? Graham (1971) puts the time of the watershed as being that of the
Renaissance in Europe, and states that this was the time when the west discovered
how to discover, and a time when theories were being put forward and individuals
were pursuing obscure, abstract concepts and turning them into practical results. In
the west it was accepted that for practical results to occur there had to be a theory, to
start with. The Chinese, whilst being highly practical were dubious about excessive
ingenuity and lacked the exuberant European imagination, which was the creator of so

many theories. Why the Chinese lacked the scientific, inquiring mind can be partly

35



answered by Needham (1981) who states that Chinese mathematical thought and
practice were invariably algebraic, not geometrical, and that no deductive Euclidean
geometry developed spontaneously in Chinese culture; Euclidean geometry was
probably brought to China in the Yuan period, but it did not take root until the arrival
of the Jesuits. Both Northrop (1946) and Nakamura (1964) see the development of
Chinese cognition in a similar light. Northrop claims that Chinese thinking was
intuitive, and relied on immediate apprehension of the real world via the senses and
then on to understanding via contemplation. Nakamura, on the other hand uses the
Chinese language as his example of the lack of use of abstract thought. Chinese writing
uses diagrammatic pictures to explain the words rather than abstract shapes, which are
used to convey letters and thereby create words. Because of this use of symbols for
concrete expression, no development of abstract thought of the kind developed by the
Ancient Greeks ever took place. Instead the explanation of a problem remained stuck
in the particular instance. This consequently led to a high regard for conformity to
precedent, and also to practicality. That is, what worked well before should be
continued. The lack of development of a logical or inquiring mind caused China to stay
as an agrarian society whilst the west moved on to its industrial society. As Tawney
noted, (Tawney, 1932, in Redding 1982:93) , " China plowed with iron when Europe

used wood, and continued to use iron when Europe used steel".

If, as Needham, Northrop and Nakamura have said, the Chinese rely on real and

practical situations to gain a definition of the world around them, then we must ask, in

what way does this contrast with the occidental concepts of reality. Empirical
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evidence, (Redding 1980), has indicated that there are five principal differences
between the perceptions that the Chinese and the westerners give regarding their
understanding of the world. These are categorized by Redding as: cause and effect
in relation to activities and phenomena; the assessment of probability; time; the
concept of self, and morality. Taking these five aspects of occidental / oriental
cognition, it will be found that the variances between them are quite great.

a Causality

Northrop has stated that Chinese thought proceeds only through intuition, which is in
direct contrast to western thought which is via the rational process. Nakamura,
meanwhile lays great emphasis on the Chinese need for the concrete and the particular.
Redding (1980) gives a classic description of the differences between east and west
with regard to cause and effect. He uses the "unidirectional causal paradigm" and the
"mutual causal paradigm", as explained by Maruyama. For Maruyama, the
unidirectional causal paradigm is typical of the West , whilst the mutual causal
paradigm is representative of eastern thinking. A sample of some of the respective
western and eastern characteristics which Maruyama proposes are shown in Table 2.1
From the selection of characteristics suggested by the two ideal type paradigms of
Maruyama, we can see how the oriental mutual causal paradigm places great emphasis
on the context of time and harmony. For the Chinese worker , this need for harmony
and the acceptance of an alternative view point means they have no need to challenge
work superiors who hold a different opinion to their own, and it becomes difficult to

stimulate discussion or debate over an issue.
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Table 2.1 View of Eastern & Western Characteristics

UNIDIRECTIONAL MUTUAL
CAUSAL PARADIGM CAUSAL PARADIGM
"WESTERN" “EASTERN”
Science Traditional " cause and effect” | Post Shannon information
model theory
Cosmology Predetermined Self generating and self-
organizing universe
Philosophy Universalism Network
Ethics Competitive Symbiotic
Religion Monotheism Polytheistic - Harmonic
Logic Deductive axiomatic Complementary
Perception Categorical Contextual
Knowledge Belief in one truth. If people Polyocular. Must learn and
are informed they will agree consider different views.
Analysis Pre-set categories for all Changeable categories
situations depending on the situation

b) Probability

The decision analysis unit at Brunel University (1977) found that there are marked
differences between the peoples of east and west , with respect to their attitudes
towards future probabilities. Eastern societies generally accept that the future is
outside of their control reflecting, a what is to be will be, attitude. Chan Wing-tsit
(1967:13) in his discussion on the Nanyang Chinese states the point more clearly when
he argues that Confucian injunction has been to cultivate one's moral life, develop one's
nature, and let nature take its own course. The individual does not completely control
his own destiny, rather he is “the master of a ship in a sea that is not entirely devoid of
uncertainties”.

c) Time

Hall (1976), perceived that time has two distinct forms which relate directly to the

culture of the individual. Western man holds time to be monochronic, and uses it as a
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means to organize his life patterns. In contrast the eastern cultures see time as
polychronic, and the individual and the transaction become more important than the
time span taken to accomplish a task . That is the interpersonal involvement in a task
takes precedent over time scales. Consequently for the Chinese, appointments and
meetings do not hold the same sense of urgency or importance as the do in western
societies. For western managers this causes problems as many staff perceive the
starting time as an approximation in a flexible time scale rather than as a specific. Other
problems occur when staff have to meet deadlines, as other more immediate tasks
often take priority .

d)  Self

The western concept of an individual and egocentric self; is not typified in eastern
societies , where the individual is perceived as being part of a family, and therefore part
of society as a whole . Redding (1980) points out that there is not, in the Chinese
consciousness , an equivalent idea to the western concept of self with all its western
ramifications. This suggests that the Chinese cannot pursue a life of self-actualization ,
and in practice the Chinese employee in determining his career path will actively
choose a course that will provide either social or financial advancement for his or her
enlarged family. Additionally, such a collectivist attitude manifests itself in the work
environment where employees will not seek to outdo their peers by showing
individualism or appearing to be more efficient.

e Morality

Morality in this context may be interpreted as a mechanism whereby a society

indoctrinates its concepts of right and wrong into the members of that same society.
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Redding (1980:112 ) in differentiating between eastern and western morality quotes
Benedict (1946) , and although her analogy between east and west refers to the
Japanese , he hold that her views are equally valid for the Chinese people :
“A society that inculcates absolute standards of morality and relies on man's
developing a conscience is a guilt culture by definition ...... True shame
cultures rely on external sanctions for good behaviour , not as true guilt
cultures do , on an internalised conviction of sin. Shame has the same place of
authority in eastern ethics that, a clear conscience, being right with God , and

the avoidance of sin have in western ethics”.

For the Chinese this means that social regulation is conducted through peer pressure ,
and because of the individuals positive reaction to that pressure , conformity is
achieved. The need to conform and not to step outside of the family / social
boundaries is great, and is seen as of paramount importance, for the maintenance of
harmony. Any infraction of the social norm not only brings shame on the individual it
also brings shame on the family. Consequently those brought up in a "shame" culture
react to significant others, psychologically, in a mirror image basis. That is, they react
in direct response to how they perceive what others think of them; what other people
think of them determines how they respond to a situation. This is in obvious contrast
to the western approach, where each individual acts according to his or her own wants,

and is accountable to his or herself for the outcome of those actions.
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The overlap of the issue of morality and the self paradigm is inevitable, as the two
aspects are closely related. Redding (1980:115) gives an accurate summation of these

western and oriental paradigms. (See Table 2.2)

Table 2.2- Paradigm of FEastern and Western Cultures

WESTERN ORIENTAL (CHINESE)
Causality Attempts to understand logical | Situational contextual perception
connections between abstracted | without absolutes. Non-abstract,
categories. Use of absolutes. more sensual perceptions. Multi-
Linear sequential explanations. causality.
Probability Future is for calculation. Fatalism. Calculation seen as

Extrapolation based on logical naive.
cause and effect.

Time Monochronic, scheduling, Polychronic. Non- linear. Sense
sequencing, promptness. of repetition. Insensitive to
Co-ordination possible. timing.

Self Individual isolated and important | Individual inseparable from social
in own right. Self actualization. | context. Judgment based on
Achievement ethic. relationships. Less pure self

consciousness.

Morality Guilt. Action to avoid guilt due | Shame. Action to avoid shame
to infringing absolute moral due to infringing social norms
‘principles. which are situational.

The Concept Of “Face”

One of the most obvious manifestations of the shame culture for the Chinese , is the
concept of “face”. So important is this aspect of Chinese life that it is seen to
pervade all that Chinese people do, think and say. An ancient Chinese proverb states;
"A man needs face like a tree needs its bark .” This was one of a number of sayings
collected by Hu (1944), in her research into the Chinese concept of face. According to
her analysis, she established that there were two forms of face, lien and mien-tzu.

Mien-tzu is the face that one achieves through gaining status and achievement within
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the society. As such mien-tzu can only be gained or lost when one has someone there
to give or to take away that face. That is, mien-tzu as face , is a grading within
society, it needs a societal audience to bestow or to remove it. Lien on the other hand
is the face that one has by having a sound moral code towards oneself and towards
ones society. This moral code is a series of internalized attitudes towards society,
which Benedict (1946) sees as an inculcation of society's own moral laws . To lose
Lien meant a loss of face to oneself as well as to society, and because the individual is
fully aware of the transgression of their own moral code it is possible to lose face in the
absence of an audience. This loss of face, in turn creates a sense of guilt, or shame,
which would make it impossible for that person to function properly within the
community. Goffman (1955:41) defines face as being; “the positive social value a
person effectively claims for himself by the line others assume he has taken during a
particular contact”. This statement coincides with the mirror image attitude that the
Chinese have towards one another. However, despite all attempts to maintain personal
harmony, sometimes events and circumstances occur whereby a person loses face. The
interaction between one person and another then breaks down, and both parties
realizing a loss of face become agitated , flustered and nervous. If harmony is not
restored at this stage, rélationships deteriorate rapidly . Because of the strongly
collectivist nature of Chinese society there is both a conscious and sub-conscious effort
to perpetuate family and social harmony , which manifests itself in a passive attitude to
life. To cause another person to loose face brings almost as much shame on an
individual , as does loosing face oneself . This is a wisdom that tends not to be found

in the mobile, individualistic societies of the west.
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Revolution In Revolutionary Thought :

Similarly the more recent history of mainland China, that is the introduction of a
collective communism system has also had an effect on behavior pattern in the PRC.
Whether the apparent lack of international style service in China's hotel industry has
been influenced by the establishment of the communist state in 1949 and the
subsequent culture and events fostered by this ideology 1s a debatable question. The
Cornell Hotel & Restaurant Administration Quarterly, in an editorial article (Feb.88
vol..28 no.4 pp17-18), supports the view that communism has had an effect on service
industries and reports that joint venture hotel operators have had many difficulties in
finding adequately trained workers for the many new properties in the newly reopened
Peoples' Republic of China as during the Chinese Cultural Revolution, the Chinese

people were taught that it was demeaning or inferior to serve others.

The series of revolutions which saw China leap from an agrarian feudalism at the turn
of the century to today's awakening giant, meant that the People of China experienced
enormous and extensive change. Not only to their work a day lives, but radical
changes in their cultural beliefs which stretched back for thousands of years.
Following the successful overthrow of the Mandarin rule by Sun Yat Sen and his
followers in 1911, and the subsequent struggle between the Nationalist Kuomintang,
under Chiang Kaishek, and the Communists under Mao Tse-tung, we saw in 1949, for

the first time, the founding of The People's Republic of China. Under Mao's direction
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and Chou En-lai's guidance China began its transformation. The beginning of the
1960's found Chairman Mao still very much the head of State of the People's Republic
of China, but the day to day operations of the state were in the hands of governmental
pragmatists. Because of this China was able to enjoy relative artistic and literary
freedom. Consequently there emerged a string of novels and plays which questioned
the way the country was heading. Mao was already on the defensive at this time, and
tended to turn more and more to his wife Jiang Qing, for thoughts and ideas. Jiang
Qing, herself an actress, was aware of the use of the play as a form of covert
expression for attacking the State, and as such Chairman Mao. The resurgence of the
Ming Mandarin Dramas, were seen as a direct attack on Mao, because of the close
resemblance of the chief protagonist and the recently dismissed Marshal Peng De
Huai. Madam Mao tried to get the dramas denounced, but her requests were ignored
by the writers and ministers in charge of the arts. In 1964, Mao created a list of thirty
nine intellectuals, artists and writers who were to be denounced as “Reactionary
Bourgeois Authorities”. This signified the commencement of the "Cultural
Revolution". At this time Mao called upon the Chinese people to observe an austere
lifestyle, which was in keeping with the People's struggle against class. Dress became
the drab Mao suit, hair was uniformly short for men and for women, and the
"Teahouse" was frowned upon as a place of decadence. Jung Chang, (1991:134)
writes:

"The customers, mostly men, raised their heads from their chessboards as we

approached along the uneven cobblestones that paved the bank. We (Red

44



Guard Students) stopped under the tree. A few voices from our group started

to shout: "Pack up! Pack up! Don't linger in this bourgeois place!”"

This idea that hostelries, with the associated service and pleasantries which went with
them, was a remnant of the bourgeoisie and decadent West was well expressed by
Chang in her comments that over the years in which she was involved with the Cultural
Revolution, she was to witness attacks upon people for saying "thank-you" too often.
This was viewed, once more, as "bourgeois hypocrisy”. The power of the Cultural

Revolution ensured that courtesy was all but eradicated.

It is, therefore, quite understandable that the hotel industry in China at this time was
totally stagnant. Hotels were places only open to high ranking party officials, and
visiting “foreigners”. When Chairman Mao talked about ,"Serving the People", he
was not meaning in the hotel or catering industry. Things stayed very much the same
until the death of Mao in September 1976. Following the arrest of the "Gang of Four",
Madam Mao, Zhang Chun Qiao, Yao Wen Yuan and Wang Hong Wen, and the
eventual instatement of Deng Xioa Ping, the people of China saw the beginnings of an
end to the Maoist era. Education was seen once more as being of prime importance,
and according to Deng the main task of the student was "to study, to learn book
knowledge". This was a further step towards the establishment of an "Open Door"
policy, which was first established with President Nixon's visit to Beijing in 1972. By
the end of the 1970's, despite the fact that 70% of the Chinese population were
peasants, and lived in the rural areas, technical institutes, colleges and vocational

schools were opened, to encourage and enable the youth of China to understand the
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westernization, of their country. It was also from this point that the hotel industry
began to be seen as an acceptable and worthwhile means of work, even if the wages

paid were in line with the national norm, regardless of job type.

In its early stages the hotel industry was selected by many Chinese workers as being a
job of high "Face". In general the hotel working environment was relatively luxurious,
and the availability of food of good quality as a perquisite became a great enticement
to the working population. The concept of "Service" was foreign to staff at all levels,
and as a consequence the various jobs of serving food or making beds was not seen as
being particularly subservient. With the commencement of joint-venture properties
with overseas organizations the prestige of hotel employment became even greater,
because, even though against party policies, tipping by overseas visitors was normal
and greatly enhanced a flat state wage. This status quo has existed until very recently,
when we now find two things happening simultaneously. First China is making a great
effort to upgrade its level of customer care, and, as a consequence, is expecting staff to
offer international levels of service. At the same time as this effort for better service,
there has been a major escalation in joint venture companies in the manufacturing and
textile sectors, both of which are offering higher levels of pay than the hotel trade, and
in general, better terms of employment and “normal” hours of work. During personal
interviews with Gilbert Jung, General Manager of the Portman Shangri-la hotel in
Shanghai, and Tom Armstrong, Regional Director for Human Resource Management,
Holiday Inn Asia / Pacific, both commented that what is now occurring in the two

prime cities of Beijing and Shanghai, is a situation where there is a dramatic staff
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shortage, caused by staff leaving the industry to work in less “demanding” sectors.
This has caused several of the major hotel in Shanghai to considering increasing wage

levels by as much as 40%.

According to one of Hong Kong’s leading newspapers, the "Eastern Express" (March
31, 1994), there are now less than 8% of China's younger generation who remain
enamored with the Communist party and its doctrines. Consequently, the concept of
the sublimation of one's self to the state; that is, the traditional Chinese Communist

"

idea that; " all is for the People rather than for the individual," would appear to be

diminishing with respect to attitudes towards service.

This attitudinal change is being further speeded up by major societal changes adopted
by China, such as the "one child" policy. Parents cannot now automatically expect
their children to support them in old age and the Chinese people are now having to
think about saving and planning for their old age. Such factors appear to be decreasing
the reliance on the "iron rice bowl" philosophy common in the China of only a decade
ago, and are promoting a greater impetus towards intrinsic motives for individual
success. This, coupled with continued and increasing exposure to western life
styles, and the movement towards a "controlled" market economy is producing a high
degree of entrepreneurial spirit within the new generation of Chinese citizens. For
example, tipping, seen from an ideological viewpoint, reflects an attitude of servitude
rather than one of service, and is still forbidden legally in all Chinese hotel properties.

However, tips are universally and graciously accepted, although not, as yet, solicited

47



or expected as too often happens in western societies. Similarly, Coca-Cola,
Kentucky Fried Chicken and McDonalds are considered, almost everywhere as
barometers of social and economic change within a given society, and whilst the latter
has only recently moved into the China market, the former two companies have been
established for over a decade and are experiencing a high degree of success with the

local market.

As can be seen, the history of the Chinese people over the past two and a half thousand
years, plus their Confucian philosophies have had a major impact on their attitudes
towards the world in general and to their immediate societies in particular. This great
concern for the maintenance of harmony, and respect for the other person, manifests
itself in some of the problems that confront the ex-patriate or western trained manager
when dealing with local Chinese staff.. Similarly, the more recent impact of an
egalitarian regime has also had drastic effects on a traditionally collectivist nation and

its businesses.
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Chapter 3 - Literature Review

“China Present: A Fresh Look At China”

Bull In A China Market

Societies world-wide, and South East Asia in particular, are currently experiencing a
period of rapid and far reaching change. Changes are occurring on a multitude of levels
and these changes are posing a series of crucial questions for our societies concerning
their structures and their habits at home and in the work place. Dealing with such change
include coming to terms with the rapidly accelerating aspects of technological progress;
the rapid growth of international trade and thus increased world wide competition; faster
lines of communication; the growth of leisure activities; the increasing role of women in
society and in the job market; urbanization; demographic trends; ecological concerns and a
whole host of current social and economic conditions. Such change in our societies
represents a considerable challenge to all concerned with its introduction, its
administration and maintenance, and, its ultimate acceptance. Adapting to a changing
society involves more than just government intervention. It requires the consensus and
participation of commerce and industry both at the employer level and on the shop floor;
of education and training institutions and organizations, in the planning and development
of appropriate curriculum; and of producers and consumers at a variety of levels.
Economic forecasts (The Economist 1994:26-28) have demonstrated a period of sustained
growth within service industries over the next decade. In maintaining this growth, most
authorities anticipate considerable movement within established labour markets; that is a
movement away from the manufacturing sector and into the expanding service sector.

This is illustrated in the newly industrializing economies (NIEs), of Korea, Taiwan, Hong
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Kong, and Singapore which, in a shift towards service industries, have become the most
dynamic middle-income economies in the world. With the rapid industrial restructuring
among all of the ASEAN countries there are new social and economic trends emerging
throughout all of the South East Asian region. Changing trade patterns show an increase
in regional Pacific-Asia interdependence resulting from foreign trade and changing
patterns of competitive advantage. Tan (1992) considers that this has had a major effect
on the economic reforms in China, and has helped encouraged China to develop its trade
both on a regional and a global scale. According to Urata (1993) much of this
regionalization; that is regional trading arrangements or regional economic integration; has
been influenced by Japanese companies and their affiliates operating within PRC. These
companies are keen not only to promote Asian integration, but also to encourage
interdependence with North America and Europe. The recent growth in the Chinese
economy has shown that the country is now looking both westward and inwards in terms
of its investment policies. Heenan and Willey (1993) propose that capitalism is rapidly
beginning to motivating the country’s leadership, by giving examples of how Chinese
multinationals are increasingly becoming more adept at global reach. China, for example,
is moving into high-tech industries; it is developing financial markets and now has its own
MNC’s listings on foreign stock markets such as Brilliance China Automotive Holdings

and Tsing Tao Breweries.

In many senses, this move towards international business, commerce and capitalism is a

very new concept within the PRC. During the imperial dynasties, there was no legal

infrastructure to allow for such a concept, and business functioned in an environment of
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corruption controlled by government officials and the guilds. Balazs (1984) comments
that capitalism failed to develop because of the super-abundance of cheap labour and the
fact that there was no scope for; individual enterprise, individual freedom, security, nor
any guarantees against the predatory actions of the state. Even between the years of 1911
and 1976 the constant state of turmoil within the country hampered any real development.
It was only with Deng’s modernization policies that the government slowly began to
introduce carefully controlled levels of “capitalism” into the country. Since that time the
sustained economic reform in the PRC is producing a consumer market in China that is
attracting the attention of a variety of multi-national concerns. Economic reports;
(McKinsey Quarterly 1992, #3, p.37); demonstrate the comparative wealth and size of the
various regional markets within China; show the GNP / GDP of these markets and their
high consumer potential. Consequently, along with other MNC’s, many hotel
corporations are turning their attention towards these markets. As with most foreign
investment within the PRC, these developments are normally in the form of joint-venture

operations with Chinese partners.

International Joint Venture’s In China

In an attempt to explain why China wants joint ventures, Shaw and Meier (1993) show
that consumers in China have established themselves as purchasers of goods requiring
substantial discretionary income. They point to a new stage of involvement for the
multinationals; that is , the 'strategic investor' stage. This is characterized by multiple
ventures, relationships with decision making authorities and a desire to create a dominant

share within the Chinese market. In the hospitality industry this multiple venture approach
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is illustrated by the recent joint venture investments of such multi-national companies as;
Sheraton, Shangri la International, Holiday Inn, New World International and others.
Shangri la and Sheraton, for example, are not only developing city centre properties in
China, but are now involved in resort development which is a very new concept for
China’s hospitality industry. Similarly, Holiday Inn’s flagship hotel the Holiday Inn Lido
in Beijing, has, since opening in 1988, adopted the Chinese “danwei” principle (self
contained work-unit). In addition to the usual hotel facilities, it offers such amenities as; a
post office, a supermarket, a bank, a delicatessen, an international school, a 318 unit
residential area, a commercial centre and a children’s playground. The Lido incidentally
was the first of the ITV hotels in Beijing to allow local Chinese to enter the hotel freely and

use its facilities.

The key factors of developing international joint ventures (ITV’s) from the PRC’s view
point are identified by de Bruijn and Jia (1993) as being strongly related to the need for an
improved foreign exchange balance and for the possibility for full localization of these
corporations. They also state that foreign investors are looking for brand introduction in
the Chinese market and for profit priorities, but conclude that the results of IJV’s are often
less effective than originally envisaged. This is a view supported by much current research
into IJV’s in the PRC. Most writers isolate the problem factors as; insufficient or poor
quality local supplies; poor local infra structure; inadequate human resources; difficulties
caused by government policies in the initial negotiation and in subsequent administration;
and key difficulties in areas of technology transfer. Shenkar’s (1990) investigation of

IJV’s in China, supports this view point in a study that outlined the objectives of the
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partners in such ventures and identified the major management problems. These he
concluded were foreign exchange, controlling the local board of directors, and managing
human resources. He quotes from three case studies of IJV’s that he examined in China,
one of which is doing well (Hewlett-Packard China L.td.), whilst the other two are
experiencing considerable difficulties. Shenkar’s work identifies criteria for the success of
IJV’s, which he lists as: the selection of appropriate partners, the incorporation of
management issues in the initial contract, and the provision of adequate training. In a
similar study, Batson (1992) profiles the efforts of three successful IJV companies;
Motorola, Hayes Microcomputer and Stratus Computers; in their attempts to take
advantage of what is probably the world’s fastest growing market place. He isolates
various factors to which their successes can be attributed; Stratus, for example, hired an
experienced Hong Kong Chinese national with in-depth local knowledge to run its
operations in the area, Hayes designed a truly global product with which to penetrate the
market and sponsored a series of technical conferences in Mainland China; and Motorola
moved its assembly operations to the Shenzhen region, changed its operational policies,
and is now formulating strategy locally rather than at corporate headquarters. In line with
this type of thinking, many hotel corporations are using experienced overseas Chinese
mangers, who they assume have similar cultures, experiences and traditions to the locals.
They are also offering an internationally recognizable product by projecting their
corporate image and logo. Some groups are using their properties as venues for local
trade shows and exhibitions in an attempt to entice locals into their properties. The more
enlightened companies are now also beginning to develop strategy locally by empowering

top managers. Despite these initiatives many are still facing problems in their operations.
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The common operational problems that are most frequently identified are those of human
resources management, management structure and the focus of the operational decision
making processes. These, when coupled with the inherent problems of history, tradition
and culture, all exemplify the gap between East and West. Wang (1992) tested three
hypotheses relating to the above three problem areas with a survey of 25 joint ventures
companies in China. His results identify three main characteristics affecting the
organization and management of IJV’s which he lists as; (a) transformation (b) systems,
and (c) management. He noted that the motives for joint ventures, and the degree of
influence of Chinese cultural traditions, particularly egalitarianism and equality, have
varying effects on the ensuing organization and its subsequent success. Generally, he
found that the focus of decision making was most often at line management level and that
traditional involvement of the Communist Party system in Chinese companies gave way to
a need for new management systems involving a joint management / party sub-system and
a trade union. Wang also illustrated the need for developing adequate management
structures in the key areas of personnel, operational systems and organizational strategies.
In a subsequent study, Satow and Wang (1994) ' traced the main cultural and historical
influences on current Chinese and Japanese attitudes to, and the practice of, human
resource management. They found many similarities between the two cultures. This study
also illustrated a number of recent changes in organizational structure and culture in both
Japan and China, which they identified as being due to western influences. Where such
changes had occurred it seemed apparent that there had been a consequential impact on

HRM practices, particularly in the areas of management training and development, and in
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the decision making processes. Further work by Wang and Satow (1994)? compared the
leadership styles of Chinese-Japanese IJV’s, Chinese-Other Country IJV’s and Chinese
State-Owned Companies, and assessed the impact this had on their organizational
effectiveness. They found that Chinese-Japanese joint ventures scored better than other
IJV’s in terms of organizational performance and argued that this could be explained by
the congruence in leadership style between their senior and middle managers. They also
examined the effect that structural factors (the ownership of the company and its size) and
organizational factors (seniority, educational background and work experience) had on the
self- responsibility and collectivist values of managers in China. They argue that these
values were important indicators towards the likely success of joint ventures. Having
profiled managerial attitudes in Chinese state-owned companies, IJV’s and wholly
Japanese-owned ventures, they concluded that their hypothesis that organizational
structure has a key role in formulating these values was correct. They also maintain that
training played an important part in developing the sense of self-responsibility needed by
managers in joint ventures, as did changing organizational structures to meet local needs
and culture. Wang and Satow *(1994) also focused on human resource management
practices in Chinese IJV’s, with a study that highlighted a number of the major
management issues needing resolution in such organizations. They suggested that it
would be initially be most effective for IJV’s to use experienced ex-patriate managers with
similar cultural backgrounds to their Chinese partners. This process could be used as a
first step in build up managerial norms, and responsibility could be subsequently
transferred to local Chinese managers. They also emphasized the importance of building

both team and individual rewards into the system, and the role of education and training.
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Training was seen as a vehicle which could provide local employees with the both

technical and cultural knowledge to work effectively in a multi-cultural joint venture.

The Position of China's Hospitality Industry:

As a direct result of its 1978 open door policy, the PRC has experienced a period of rapid
change, has developed extensive international trading circles, encouraged and
accomplished international investment, and experienced a dynamic growth in its service
industries. Growth forecasts ( Target Group 1993, Horwarth 1994) for the hospitality
industry (that part of the service sector which incorporates hotels, catering, travel, tourism
and leisure) predict a further period of growth and expansion over the next decade with a
concurrent demand for more staff to meet the industry's needs. In the PRC hotel
development has been rapid, Dai (1991), shows that from a base of only 203 state-owned
hotels with 32,000 rooms in 1981, there are now almost 2,000 hotels offering more than
300,000 rooms. Of these new hotels, some 22%, are owned or managed by foreign
companies, and this figure is increasing. These joint-venture companies are rapidly
increasing their market share of hotel properties, the Holiday Inn Corporation for example,
has expanded from a base of five properties in 1986 to seventeen in 1993, and plans on
further future development. Similarly, Shangri-la Hotels & Resorts International operated
seven properties in 1993 and projects fifty properties by the year 2000. With this rapid
increase in hotel properties, there has been a corresponding rise in the demand for hotel
staff. The principal resource of any hotel industry is its workforce, for as the industry
expands so too does the need for trained, skilled and competent people. According to Pine

(1991) the estimated minimum demand for new staff in hotels in the Asia / Pacific part of
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the world alone totals almost 200,000 within the next few years, and more than 50% of
that demand will be in the newly developing countries such as the PRC. Between 1981-
1991 the number of employees engaged within China's hotel industry grew from 30,400 to
over 526,500 (CNTA 1992), and demand for staff is still growing. However, according to
Tao and Chang (1989), only 6.3% of those workers recruited between 1981-1989
received any formal vocational education or training, and as a consequence, both
employee performance and skill levels and are far from satisfactory when compared with
internationally accepted standards. Over two decades ago, Braverman (1974 pp 66-68)
made similar comments about the American hotel industry, when he stated that within its
areas of occupation, with certain exceptions, " the incidence of developed skill,
knowledge, and authority is naturally very small, and can only be found in that small layer
of housekeepers and stewards who have the function of superintending institutional
labour, and amongst the tiny number of cooks who practice the art on the chef'level ".
Whilst his observations hold true to some degree, to the hospitality specialist it is apparent
that within the framework of the industry even the most menial of jobs require some
degree of skill and the application of some pre-requisite knowledge. It is likely also, that
in any period of rapid business expansion; as was the case with the American and
European hotel industries of the 1960's and 1970's; that the urgent demand for staff
precedes the need for adequate and formal education and training. For any industry to
develop successfully, it needs a body of skilled and highly trained personnel. This is
singularly true in a service industry, where inter-personal skills are just as essential as
technical skills. Almost universally, the hospitality industry has historically relied heavily

on semi-skilled reserve workers and on migrant labour, but has always needed an
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under-pinning level of highly skilled managers, technicians and craft-people to provide the

foundations for commercial success within the context of their area of operation.

China, in its recent history has not had either of these bodies of labour to call on. Even
today, it is common to find that work roles, for most of the population, are allocated by
the Communist Party Organization on localized, fixed term contracts, and it is only
recently that vocational education and training has had any, if limited, impact on the type
of employment an individual may be required to undertake. Front line hotel staff, largely
unskilled, are still frequently allocated by local bureaucracy to specific properties from the
available local labour pool. Nor can China's hotel industry rely on a reserve of a part-time
work force, as such practices of secondary employment and part-time working are
strongly discouraged by Party policy. Similarly, managerial expertise in the PRC has
been recruited by simply allocating a successful manager from another industrial sector to
a hotel property, by buying in expertise from the small reserve of free-lance expatriate
managers currently in the market place, or, more commonly, by offering joint-venture
concessions to international hotel companies who will provide the technology and
management expertise. In all instances, the Party allocated manager, the ex-patriate
contracted manager, or the joint venture corporation, will foster management methods
concurrent with their own background, training and philosophy, often to an uninitiated and

untrained work-force.
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Expatriate Managers in China’s IJV’s

For 1JV companies operating in China, creating an effective multi-national management
team is probably one of the most important threads in the process of internationalizing
their business. By the very nature of its history, culture and its recent economic growth,
China is suffering from a lack of technology and a shortage of management expertise, and
subsequently relies on foreign partners to provide the appropriate technology, training
and expertise with which to operate. Most MNC’s, despite professing policies to the
contrary, are happy to supply this expertise for a variety of reasons, notably the ensured
maintenance of corporate culture, standards and policy. Scullion’s study (1992), which
examined the nationality staffing policies of major MNC’s in the service, manufacturing
and energy sectors and the key issues in staffing for international operations, noted that
whilst half of the companies he interviewed had formal policies favoring the use of host-
country managers, two-thirds of them in fact used expatriates to run their foreign

operations.

For all MNC’s the initial selection, and the subsequent effective handling, of expatriates is
central to the success and strategic business activity of firms in the international
marketplace. This is illustrated by Fish and Wood’s (1994) study of Australian expatriate
managers working in Asian countries. They link Schein’s (1990) and others’ thinking on
career management and organizational goals, stating that the impact expatriate managers
have on business success or failure in Asia is centered around their perceptions of cultural
issues. Vineall (1988) supports this view when he argues that personnel departments can

not only provide the expertise, but can also help to provide creative solutions to questions
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of expatriate preparation and movement, assist with the development of matrix
organizations in overseas ventures, provide models of corporate culture and style, and
develop cross-cultural training programmes. Weiss and Bloom (1990) and Bj’rkman and
Schaap (1994) concur with this view in studies of HRM issues relating to the use of
expatriate managers in Chinese-Western joint ventures. These examined the issues of
staffing, recruitment, selection, training and preparation, and the tenure and development
of the expatriate’s stay in China. They found that many expatriate managers tended to
leave the country before their contracts expired, often through their lack of understanding
of the way in which Chinese organizations worked, and of local behavioral norms. Both
studies suggest that before placing an expatriate manager, western investors should deal
with these issues through better forward training and headquarters support. They also
stated that through prior language and cultural training most expatriate managers could
have been better prepared for the local living conditions and operating patterns, finally
suggesting that there is a value in selecting mature, married people for Chinese
assignments. Howard’s (1992) opinion coincides, but he proposes that the phenomenon
of globalization, with its ensuing need for generalists rather than functional specialists, is
having an impact on expatriate management selection. He suggests that there is a
declining number of managers choosing to working abroad, and to counter this shortfall
there is need for change in the current role of educational institutions, both in home and
host countries, who, he argues should be developing international managers with all round
abilities. The development of local talent can be seen as one of a variety of duties and
responsibilities MNC’s have to their host country. Whilst initially their task is to create a

functional national labour skills base, Vance and Paderon (1993) argue that in addition to
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meeting this need for traditional productivity-oriented training, multinational corporations
have a moral responsibility for providing host country workers with preparation and
training relevant to the new expatriate management assignment. This, they state, should
form a basis for host country worker training programmes. Such schedules should
incorporate not only skills training, but also cross cultural programmes which explain the
need (and benefits) in assisting the expatriate managers with achieving success. Ideally
training programmes should show how to avoid discriminatory treatment and encourage
integration, as well as providing personal enlightenment and self-enrichment for host
nation personnel. Local workers, may often feel threatened by having non-traditional
values imposed upon them, and can feel that in their own country they can perform as well
as the expatriates. Additionally, they often feel that career progression in MNC’s is
blocked by the use of expatriate managers. Yu and Pine (1994) do not full agree with this
view, having examined the attitudes of both local and expatriate managers towards the use
of expatriate managers in hotels in Hong Kong. Although expatriates comprise only 17%
of all hotel managers in Hong Kong, they still tend to dominate the prime management
positions. Whilst their focus is on the perceived importance of expatriates to the relative
quality of service in luxury hotels, and whether expatriates are employed to develop local
managers, they show that whilst local managers have no objections to the use of
expatriates in top positions, and indeed perceive a need for a multi-cultural workforce,

they themselves still aspire towards a more important role in the industry.
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Multi-Cultural Aspects Of Management

One main area of concern in the PRC’s hospitality industry, was expressed by both Tom
Armstrong, Regional Director of Human Resources; Holiday Inns International; and
Gilbert Jung, General Manager Portman Shangri la, Shanghai during a seminar on Human
Resources Management, held at Hong Kong Polytechnic in June 1992. This concerned the
field of multi-cultural dynamics, and both Armstrong and Jung felt that this aspect of
management presented several problems to field managers, particularly in foreign owned
or managed properties. The main issues identified were difficulties in recruitment, staff
training, motivation, staff retention and supervision. These difficulties were in the main
attributed to conflicting cultural values, such as those between local staff and ex-patriate
managers, between local and national cultural patterns, and in assimilating the corporate
culture required by the company. Ideally, any developing tourism industry should reflect
the national culture of the host country, however within a service industry the needs of the
consumer are also of paramount importance. For foreign investment to operate
successfully overseas, it is perceived by most MNC’s that some aspects of standardization
are required. For hotel groups, such standardization is seen to be required in order to
satisfy the diverse needs of the international traveler and to facilitate communality within
company policy and procedure. If the needs of local and national culture are to be
considered, some degree of compromise is required from guest companies in areas of
development planning and policy formulation, as well as in areas of human resource
management, education and training. If the objectives of both government and industry
are to improve the quality and efficiency of the hospitality and tourism industries through

enhanced education and training, it is necessary to facilitate links between the different
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cultural groups involved in these processes. Local and national government must also
compromise in these areas and in their subsequent direction of local and national training
agencies, and in their policies to labour allocation. According to Tao and Chang (1989),
there appears to be room for improvement in the quality of education and training in the
PRC's hospitality and tourism programs. Graduates seem to lack perception of
internationalization and competition in the global tourism industry, and have insufficient
grasp of theory, skills and techniques in modern management. In short there appears to be
a cultural divide. Most graduates have little exposure to Western culture and tradition,
and despite the move to a more open market economy, have little opportunity to practice
business and management skills. Whilst this situation is changing, particularly in Southern
China, it will be some time before these conditions improve essentially. These missing
skills are available within the procedures of those guest companies operating in China and
are readily accessible in the western world and within the more developed Asian
economies. However, the transfer and assimilation of such techniques seems to be
problematic, resulting for the industry in the difficulties highlighted above: recruitment,

staff education and training, motivation, staff retention and supervision.

Many studies in the areas of culture, (Hofstede 1985, Bond 1989, Redding 1980, Snow-
Kietel 1990) have shown that cultural dynamics and heritage have significant effects on
subsequent management style, on learning and cognizance and on the interpretation and
assimilation of concepts. Similarly, other studies (Swierczek 1989, Kobrin 1989, Newman
1989), have shown that the interface between western approaches to both management

style and to teaching and learning, and to eastern integration and practice of such
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concepts, have resulted in problems for both parties. Huyton (1991), for example, in his
study on the teaching of hospitality management to Hong Kong Chinese students by
western lecturers, showed that traditional cultural influences had a profound effect on the
students' approaches to learning, classroom interaction and participation. It may be
assumed that the diversity of cultural inter-action in force in the PRC, that is between
government, education and industry; between the national host culture and the corporate
cultures of guest industries; between the local, national and imported cultural patterns of
those employed in the industry; and between the workforce and the varied cultural
standards of the international traveler; will all in some way affect the current performance
of, and the future development of both the hotel and tourism industry and hotel and

tourism education.

There is undoubtedly a need for multi-cultural management strategies in IJV’s, and an
increasing urgency for both educational institutions and corporate training enterprises to
develop experienced global managers. Swierczek and Hirsch (1994) identify the principal
reasons for the occurrence of multi-cultural problems in joint ventures between
international and local Asian partners, as being management oriented and related this to
Hofstede’s (1980) model of cultural difference in management style, i.e. dimensions of
power distance, uncertainty avoidance, individualism and masculinity. Their work
establishes several important differences that distinguish between expatriate managers and
local Chinese managers in the areas of ; values, organizational structure, leadership and
human resource management. Hofstede’s later work (1992) classifies six dimensions of

organizational culture, one of which has particular reference to any China -West view of
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organization, i.e. the Chinese are identified as having a process oriented culture which is
opposed to the typical western resulls oriented culture. Both in isolation have potential
for success and offer scope for competitive advantage, but when combined may cause
conflict within an organization. Hofstede proposes using the relationship between culture
and other organizational characteristics as a management tool and advises on managing
with organizational culture to create a network of change agents in the organization.
Hofstede (1993) also compares the understanding of management, as defined by US
theorists and exhibited in the concept of the manager as a cultural hero, with perceptions
of the role in other countries. He utilizes his earlier works to illustrate the different
national perceptions of the role of the manager and again, as his main argument, presents
his 1980 model of the five cultural differences that influence management processes and
applicable management theories: power distance (degree of inequality); individualism (v.
collectivism); masculinity (v. femininity); uncertainty avoidance (structured v. unstructured
situation); long-term v. short-term orientation. In conclusion he determines that US
management theories emphasize three factors not necessarily utilized in other countries -
the market process, the individual, and the concept of the “manager” rather than the
worker. When related to management values and cultural tradition in the PRC it would
seem apparent that an understanding of the market process is only just beginning to
emerge, that the individual in the system is held in less regard than the entirety, and that
managers are perceived more as an authoritarian figure head rather than leaders and team

builders.
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Thomas and Whiteley (1990) in a comparative study of management approaches between
the west and Hong Kong, also criticize the classical writings on management as
‘constraining’ in view of the growing social and organizational complexity in South East
Asia. They propose that companies adopt a ‘competency’ approach to defining
management principles, indicating that it is a combination of a manager’s personal qualities
and the characteristics of the job itself that determine such competence. Major multi-
national companies such as McDonald’s and PepsiCo (Editorial: Personnel Journal
Aug.1994:12 ) have adopted such a competency approach to maintain their corporate
identity and culture in worldwide operations through their recruitment practices, which
emphasize core competencies such as integrity, orientation towards results, respect for
others and business thinking. Evans (1989) suggest that a national management style is
reflected by the current level of the country’s industrialization, but is tempered by cultural
characteristics, and that both style and culture influence the implementation of
management development activities. He illustrate this by using five theoretical cultural
dimensions - human nature, time, family relationships, activity, and relationships between
man, nature and the supernatural to compare the styles of managers in Hong Kong, Japan,
China and USA. Such evidence leads to a conclusion that despite some recent
modernization in management practice, Asian societies are still strongly affected by
traditional cultural values. Rahim et.al.(1994) support this theory, and suggest that
superior-subordinate relationships are still firmly influenced by the collectivist cultures
predominant in countries such as China, Japan and India. Similarly, Walt’s study (1990)
based on interview research in China, suggests that the forces that impinge on and mould

present day Chinese management are directly related to the cause and effect relationship
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between the rudimentary state of technology and the historical and cultural precedents of
Confucianism, feudalism, communism and recent reform. He suggests that typical
management practices, such as the near universal use of bribes and ‘guanxi’, and the
reward and punishment system in common use for disciplining workers, have their
foundations in history and cultural tradition. Huyton (1993) confirms the still frequent use
of guanxi in hotels in Dalian and Tianjin in Northern China, where recruitment,

promotions and job allocations were made according to this principle.

Maccoby (1994) offers a contrasting opinion and sees the differences between the
industrial cultures of east and west as being exemplified by their approach to TQM. He
sees Asian organizations as being like a caring family based on good interpersonal
relationships, with employees looking for a paternalistic style of leadership, which he
concludes is conducive to effective team working. He then compares this with the normal
western demands for workers’ rights and personal achievement, which he assumes is
geared more towards fostering individual initiative than in working together. Whilst this
view point may be representative of some Japanese companies, and despite some common
cultural traits, it is not a typical view of management styles in China despite their traditions
of filial piety. A paternalistic style of management may exist but this is more often
authoritarian rather than benevolent. However, an autocratic management style is often
seen as the norm in the hotel business due to the nature of the work, and regardless of a
manager’s cultural background, and this may ascribe towards Chinese hotel workers

apparent ready acceptance of expatriate managers.
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Corporate Culture And The China Market

Recent hotel development within the PRC has largely been advanced by IJV companies,
who are attempting to recreate existing corporate packages, often with a strong home
country bias, into a culturally different and alien environment. Implementing, managing
and maintaining any such development within the existing structure of the industry in the
PRC calls for a large degree of innovation, and innovation in any large corporation rarely
occurs without the impetus provided by committed and dedicated top management.
Although the style adopted by these “project champions” depends to some extent on their
individual personality, it is largely established by pre-determined corporate culture, and all
too frequently takes little account of the needs of the existing national culture. Shane
(1994) predicates that for success, global corporations must take national cultures into
account in determining the style that is likely to be most effective in establishing
management policy and procedures and in developing corporate culture in a new

environment,

Barnevik (1994) claims that any single nationality corporate culture will have problems
integrating its operations into other countries, and suggests that success can be heightened
by the development of multi-national management teams with a multiplicity of nationalities
being present in both group headquarters and in its operational business areas. He also
proposes that those MNC’s which have deep roots in many countries, and a true respect
for national differences, can more easily instill a global pattern of organizational culture in

all members of such multinational teams.
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Organizational culture as defined by Lahiry (1994) is “the psychological strengths of an
individual’s attachment to the organization”. He states that this concept of
organizational commitment is a mixture of three commitment components “affective,
continuance and normative commitment”. His research into the nature and degree of
relationships between elements of culture and these components of commitment, draws
implications for considering cultural change as a method of reducing the elements that are
unlikely to produce a high level of performance, but which encourage people to protect
their status and security and which keep an employee tied to an organization. His view is
that these concepts of culture and commitment can become the focus of organizational
development, research and application, and can gradually take over from traditional
motivators such as job satisfaction, productivity and leadership behaviors. However, in
most Chinese societies, status and security have strong traditional cultural values, and the
more recent Maoist doctrines and policies intensified the traditional collectivist culture to
heights whereby it became expected that the state would provide all, this “iron rice bowl
philosophy” guaranteed jobs for life with the associated benefits of housing, food and
social welfare and support. Despite modernization and current reforms, such expectations
and traditions still exist and are particularly strong in a certain demographic stratum of the
population, notably those aged over 35 years. For many IJV hotel companies operating in
the PRC, there can be additional problems involved in establishing a corporate culture and
identity, which are closely associated to these traditions, and which can cause potential
conflict between the perceived job commitment levels, which are allied to cultural values

and ideology, and modern corporate expectations.
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There is a common belief that you cannot change corporate culture quickly without
serious disruption and loss of key staff. Scott-Morgan (1993) however, argues that what
should be done is to change some of the unwritten rules that govern individual and
company behaviour, i.e. those rules that relate to management control, and which are
picked up mainly by observation and osmosis. He asserts that if the culture has to be
changed, the logical way to behave also has to change in order to ensure that the
behaviour that naturally follows from these unwritten rules is in line with new corporate
objectives. For China’s developing hotel industry there is an additional perspective that
must be considered, i.e. both the written and unwritten rules are changed too frequently.
As previously shown, China’s hotels are facing a serious staff shortages exemplified by the
increasing problem of rapid staff turnover. Those staff that are leaving the industry are
mostly at supervisory and management level. Local managers are being poached by other
IJV industry sectors which can offer better salaries and conditions, and the expatriate
managers either have frequent assignment changes or fail to cope with the pressures of a
China assignment. This leads to continual changes of leadership, each with different
approaches and methods. Naturally rank and file staff are often confused by such rapid
change, a factor which may well contribute to the frequency of turn-over, and to expect
behavioral changes that comply with new corporate objectives to be achieved is often an
unattainable short term goal. With a more stable management structure, and better human
resources policies this may however be feasible in the long term. Wilhelm (1992) argues
that people’s behavior needs changing in line with their existing national cultural
background, and proposes methods of increasing organizational ‘capability’ by helping

employees to learn new behaviors, beginning with the formulation of a corporate strategy
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and complementary human resource strategies, and finishing with the rewarding of desired
behaviors and the constant reinforcement of behavioral change. Again, this is problematic
to implement if staff turn-over is high. Burack (1991) comments that attempts to change
culture often fail because of poor understanding of the intrinsic problems and an over-
reliance on hurried solutions, or because, as seems to be the case in China’s hotels, of the
failure to deal with such basic problems as the business leadership and staffing matters. In
the hotel industry it is often strong and consistent leadership that initiate and carry out
those new developments and programme changes that lead to improved performance,
rather than the development of a strong corporate culture, a view which is supported by
Kotter and Pickett (1994). Similarly, Alvesson (1989) examined four of the most
common conceptualizations of corporate culture, in particular looking at whether or not
there are cause and effect relationships between an organization’s culture and its
performance. He suggests that many writers exaggerate the central role of culture as an
influence on organizational efficiency and that the links they find are often unclear or
speculative. His view is that culture should not be interpreted as a separate subsystem of
an organization but instead as a ‘metaphor’, i.e. something penetrating organizational life
in its totality. This can be demonstrated within hotel corporations, where it is common to
find different units of the same parent organization both performing and reacting in very
different ways, despite a common cultural background. Similarly, when opening a new
property, management and staff scarcely have time to instigate a formal corporate cultural
policy. This is an issue that customarily evolves independently and differently for each
unit, and is often strongly influenced by those key managers involved. Wimalasiri (1991)

presents an opinion that categorizes corporate culture as being either; bureaucratic,
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innovative or supportive, suggesting that corporate culture has an impact on the strategic
management of an organization . His belief is that only the ‘appropriate culture’ will allow
the effective and efficient implementation of an organization’s formulated strategies. He
further suggests that, of four presented models, only systematic management will
ultimately prove successful. Whether or not it is possible to “manage’ corporate culture to
fit this model is something he questions, quoting as positive examples, Apple, IBM,
PepsiCo and Chase Manhattan as companies, which in order to survive, have achieved
broad-based cultural change nationally and internationally, by using both evolutionary and
revolutionary means. However, all four of these MNC’s have experienced lengthy,
expensive and complicated process in achieving change. Lundberg and Woods (1990)
state that in order to effect change, “... managers need to understand culture, so that

change is culturally sensitive”.

Managing And Marketing In The PRC

With a quarter of the world’s population and a rapidly-expanding economy, China is
presenting business opportunities that many western companies can no longer ignore, but
as established, before entering the China market they must overcome a range of cultural,
economic and political uncertainties. As we have seen, success relates to developing an
understanding of a very different market, with a vast diversity of cultural structures,
complexities and traits. Some of the Chinese cultural traits are common and well
documented, for example the issue of face and the use of guanxi. One issue that is often
overlooked is the almost national characteristic of ‘Guo ging’. This is a characteristic of

the Chinese culture that can inhibit the imposition of foreign methods and ideas. In
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practice, ‘Guo qing’ particularly affects consumer behaviour through a suspicion of new
products. Whilst this principle hold good for branded consumer goods, it can also be
applied to the hotel product. Western style food and beverage outlets, guest room design
and amenities, and indeed western concepts of service and quality are very different from
the Chinese norms. To this extent, Yan (1994) maintains that foreign companies looking
for a share of the market must adapt to such aspects of the Chinese culture. This poses a
number of challenges and complications to 1JV’s in building and managing corporate and
brand identities in the rapidly-expanding Asia-Pacific market, particularly those dominated
by Chinese culture. Schmitt and Pan (1994) identify the interrelated tasks involved in
projecting corporate / brand identity as selecting viable names, establishing the right
image and enhancing quality perceptions. They stress the linguistic and cultural aspects of
names (which may vary from market to market), the need to project a prestigious image,
to capitalize on local beliefs in the supernatural, and to understand the role of aesthetics
and the ritualistic aspects of service as perceived by the Chinese culture. Yan (1994)
concurs with this and stresses the importance of image-strong and symbolically-significant

brand names, and an emphasis on product quality.

1JV hotels in China have only a limited history, and face a challenge in establishing and
maintaining a consistent image. The brand names and corporate identities that are familiar
in the west are to most of the local population comparatively unknown, and, if these hotels
groups see their long term future with the local markets, then they need to adapt this
concept of local tradition to achieve sustained growth. Connell (1992) argues that hotel

chains are only now realizing the need to offer recognizable and consistent quality service
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for their guests, and that consequently, the conditions favorable to branding are now
present. If this is the case, it is likely that the late 1990’s will see the development of pan-
Asian hotel companies, using economies of scale and branding to gain competitive
advantage. To develop and maintain an international standard of modemn quality-oriented
service styles, new or altered branding, regionalization policies, and an appreciation of

other cultures is essential for success, a view supported by Teare (1993).

Beattie (1991) analyzed the extent of internationalization within the European hotel
industry, by applying Porter’s (1988) industry-mapping technique to 62 sample companies
in an attempt to identify strategic groups and any possible correlation between company
size and degree of internationalization. Due to the diversity of the companies sampled he
found that there were no such distinct strategic groups, and that size was not a
prerequisite for internationalization. Similarly, Olsen, Murthy and Teare (1994) show how
the use of environmental scanning (identifying and tracking trends that lead to business
opportunities and threats), is becoming common practice in many European hotel chains.
This concept of environmental scanning is being utilized by some of the more progressive
MNC’s that are involved within the Asian hospitality arena, but is still being neglected by
many others. In most organizations development planning, corporate policy and
marketing strategies being aimed at providing for the existing needs of today’s China
market, that is the frequent international traveler (FIT), rather than at the much larger
potential markets of the local Chinese and the expanding number of group international

travelers (GIT’s) or tourists.
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Consequently, the operational policies of many IJV hotel companies operating in the PRC
are geared to strategic issues management, that is a ‘reactive-oriented’ operational bias,
which prominently monitors issues requiring alterations to operational plans, frequently
fails to consider future trends. For success in a such a volatile and turbulent market place,
1JV hotel companies need to identify techniques for detecting and predicting changing
markets. Fender and Litteljohn (1992) show how strategic planning for hospitality
organizations, the need to identify environmental factors and act to minimize threats and
maximize opportunities, can develop these mechanisms. They itemize the key issues that
need to be considered as ongoing market research, proactive management, close analysis
of trading results, and environmental scanning. Their study also discusses ways in which
hotel companies can respond to changing markets, showing how both physical factors, i.e.
changes to design and hardware, and appropriate human resource policies can
accommodate such change. West and Olsen’s (1989) research (based on Ansoff’s 1988
strategic issue management model), into the strategic planning processes in multi-unit
hospitality firms, i.e. the relationship between environment, strategy and performance,
gives an explanation of the evolution and use of environmental scanning; and stresses the
importance of top management support and commitment to ensure the effective

assimilation of the system into corporate culture.

Olsen (1991) in a later study of the European hospitality industry, asserts that increasing
competition amongst corporate firms, and the current trend for down-sizing of head office
staff, will require the development of new unit-level management skills, and that the

change needed is from an operations orientation to one of strategic thinking. He believes
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that competition is increasingly a process relating to which companies can best time the
matching of the necessary internal structural changes to the implementation of strategies
chosen to deal with increasing buyer power and the profitable use of new technology.

He identifies two basic strategies that are currently being followed by European firms (1)
focus and (2) multi-brand / multi-concept, the former lends itself more easily to the
management changes required in internationalization, whilst the latter offers less danger of
over-emphasizing too few competitive attributes. China’s hotel industry has a huge local
market potential, now with rapidly increasing buying power, and by the using multi-brand
/ multi-concept strategies, coupled with the advantages offered by new technology, could
easily adopt and utilize marketing strategies geared to meeting the needs of the internal

client in addition to those of the foreign visitor.

As already illustrated, product quality and consistency are important considerations to
both local and international markets. Sharp (1991) CEO of Four Seasons Hotels, defines
the key elements for success in the global market as being; a clear purpose and goal,
quality service, customer focus, employee commitment and attitude, management
integrity, and high performance standards, all which aim at total customer satisfaction.
Whilst China’s hotels are reaching for such goals they have several problems they must
first overcome. Service quality cannot be easily measured, and the service industry
naturally has a high cost of quality. Hotels and service organizations in the PRC must
work to determine and control the cost of quality, which is defined by Bohan and Horney
(1991) as the “total resources spent to assure that quality standards are met on a

consistent basis”, and they must assess the levels of quality required in terms of their
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future market potential. Whilst hotels in China are striving to achieve international quality
and despite the advantages of relatively cheap land and labour, they are experiencing this
“high cost” phenomena. The ongoing costs of almost perpetual training, the provision of
an appropriate infra-structure, the need for the introduction of new technology, the
problems of sourcing quality operating commodities and supplies locally, and the lack of
an adequately trained work-force with modern management potential are all negative
factors in achieving this success. It would appear that new initiatives, particularly in the
areas education and training, and in human resources policies are amongst the prime
needs, and yet again cultural disparity must be considered in establishing these initiatives.
Hansen and Brooks’(1994) investigation as to whether, given global business cultures,
human resource development could be transferred across national boundaries confirms the
concepts previously explored. They state that cultural incompatibility between company
practices and national beliefs may be a limiting factor in achieving transfer, and that as
motivational factors vary with culture and there is a strong need to consider social and

cultural norms when selecting training and evaluation methods.

Back To The Future:

Appropriate training is essential in developing a body of skilled hotel personnel, and
consideration must be made in three key areas which are; the nature and level of skills
required by the industry in today's market place; the perception of the consumer as to
continued provision of service and the maintenance of quality assurance; and , the needs
of the work force. Technology is undoubtedly changing both the type of skills required in

the industry, and affecting the numbers of personnel employed within its various
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categories. As the number of international hotel chains increase within China, both
standardized procedures and the use of high-tech equipment are being employed to ensure
that customer expectations are constantly maintained, and that there is minimum product
variation between one unit and another. Consequently, China's growing hospitality
industry must consider its future evolution carefully. Human resource planning, and the
associated issues of education and training are of vital importance to economical and
environmental success and survival. Thought must be given not only to the procedures
required to provide an ample workforce for the industry, but to the task of developing a
skilled and technologically knowledgeable body of workers, who are conversant with
internationally accepted standards and procedures. For China, expansion in this new
market arena of hospitality and tourism will predictably produce a growth in the total
number of employees required by the industry. With the acceleration of technological
dependence, it is ultimately likely that the skills required will be those of the technologist
and the specialist. Technical and social skills will become increasingly important, as will
the abilities and attitudes needed to adapt to change. This means that flexibility and the
acquisition of transferable skills, rather than the development of specific craft skills must
be one of the key issues in future education and training provisions. Currently, the
educational provision for the hospitality and tourism industries within the PRC is limited,
and much of the emphasis for training staff is placed upon the employers. In-house
training can produce relatively fast results within the limited arena of developing the
physical abilities and skills required to operate in a given system, but its effectiveness is
eroded by the rapid staff turnover that is being experienced within the industry. It requires

a longer period of time to educate existing and potential personnel into accepting the need

78




for reformation within the industry, to alter attitudes, to provide the necessary skills for
managing and dealing with the continuum of constant change currently occurring, and to
develop a body of local staff with positive attitudes, technical skills and commitment to the
industry. It is in these areas of managing change and developing commitment, that
industry and those responsible for educating and training its future personnel, both in the
commercial and the institutional sectors, must consider in their long term planning.
Changes in the technological habitat, in the evolution of new organizational structures, and
in the developing of local expertise will all assist in providing an enhanced working
environment, with better pay, more favorable hours, improved training and promotional
potential, a wider range of career prospects and greater job satisfaction. Prior to 1978,
the only available courses associated with the hospitality industries offered within China's
educational institutions were craft level courses of a culinary nature, focusing on the
production and preparation of traditional Chinese cuisine. In a recent study of hospitality
and tourism education within the PRC, Zhao (1991), identified a substantial growth in the
number of institutions offering a variety of courses related to these industries. Currently,
there are 271 vocational schools, offering basic hotel and catering education as a cross-
curricular activity; 14 secondary professional schools offering supervisory level industrial
education and training; and 69 institutions of higher education, offering a variety of
courses from two year diploma courses to four year degree programs. These institutions
have a combined roll of some 51,000 students, almost doubling the number of formally
trained staff produced in the 1980-89 era, however when compared to the increase in hotel

provision during the same period, and the enormous potential China has for future
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development, then it is apparent that such provision is still inadequate. (China National

Tourism Administration 1991)

Not only is the existing provision inadequate, there appears to be distinct variation
between course content from one institution to another, and according to both academic
sources, (Tao and Chang 1989) and personal interviews with industrial sources,
(Armstrong, Regional Director of Human Resources, Holiday Inns International;
Stephenson, Director of Human Resources Shangri La International, and Choi, Human
Resources Manager, New World International Hotels), the context of the education and
training provided has insufficient relevance to the requirements of an industry which is
developing along modern technological routes. Pine (1992) shows that the use of new
technology is important to the successful operation of hotels, whilst stressing that the
success of such introductions crucially depends on the technology recipients being willing
and capable participants in the transfer process; this requires a level of education not
always available in developing countries. Where such a level does not exist the
multinational hotel owners will have to take steps to provide it through skills training,

work experience and promotional opportunities.

Bridging The Cultural Divide

As already stated, the hospitality and tourism industries of many S.E. Asian countries have
tended to adopt western methodology, and those employed within these industries have
readily acceded to western management practice. Often this has come about from a

perceived need for western assistance in the fields of capital investment and technology
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transfer, which has resulted in these investors being allowed carte blanche within the areas
of hotel design and operational procedures. Such practice inhibits these industries from
developing along local lines and according to local traditions and culture, and perpetuates
the establishment of western concepts, management style and philosophy, often without
the necessary understanding of how such principles work. Hymer, (1976) and Reynolds
(1990) both proposed that local firms have better information about the economic
environment in their country than do foreign companies and that they have an inherent
awareness of cultural patterns. Reynolds (1990) goes on to further imply that foreign
concerns only have a distinct advantage over local companies when the majority of their
customers are from the operators home country. However, within the hospitality and
tourism business, the customer base is often so broad, that the significance of this
assumption is greatly reduced. Hotel employees at all levels, are frequently required to
deal with a great variety of customers from a widely divergent pattern of cultural
backgrounds. To do this successfully, they require an explicit understanding of the
different backgrounds of their guests, and an ability to translate this understanding into
practical methods of meeting the wants and needs of such consumers. An understanding
of some of the aspects of inter-cultural interaction is an important step in adapting to and
confronting the increasing complexity caused by a variety of every-day business situations.
This is important not only in client-company transactions, but equally importance in most
other cross-cultural business exchanges, such as when foreign managers are dealing with
local staff, with local businesses and suppliers, and with local bureaucracy and authority.
Lack of such cultural awareness can reinforce management problems stemming from a

planned economy, and can undermine the legitimacy of formal organization. As a result of
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cultural influence, the current moves in the PRC towards western management methods
may not have the desired effect. A simple analysis of visitor origin statistics (CNTA 1992)
shows that over 80% of China's hotel clientele are of Chinese origin and that 65% of
these are PRC nationals. The implication of these figures raises the question as to whether
such a majority customer base requires a westernized product, in terms of hotel
accommodation, food and beverages and facilities, or whether they require a more

traditionally “national” product ?
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Chapter 4 - Methodology

“The Chicken Or The Egg”

Introduction

International and local hotel companies in China are currently striving to create an
international hotel industry which meets with the variable standards expected by a
culturally disparate categories of customers. Simultaneously, they are being faced with
a high degree of multicultural diversity in their work force, notably through the use of
expatriate middle and senior managers with authority and decision making powers, and

with conflicting cultural values to the rank and file staff they employ.

In order to develop an industry that can deal with such a divergence of cultural
obligations, the industry needs to focus on two significant areas, the consumer and the
organization. First, in order to meet the requirements of the consumer, it is essential to
become aware of exactly who the customer is, and what exactly are those customers’
wants and needs. Secondly, as the focus of meeting such obligations falls mainly on
operational staff, it is necessary for hotel companies to provide a body of trained staff,
who are conversant with both the technical skills and the culturally related social skills
required by those customers. These skills must also be entirely acceptable to both
management and staff in the organization. To do this it would appear that there is a
need for hotel companies to develop both corporate standards and training techpiques
which capitalize on the use of local cultural norms, and by which the cultural

awareness and sensitivity of employees can be increased.
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It has been suggested that China has problems in both recruiting and retaining such a
body of staff, and therefore the industry needs to investigate the underlying reasons to
this contention, and should examine the disposition of local Chinese staff towards the
hotel industry as a career. Similarly, it is necessary to investigate the relevance of
expatriate manager assignments in establishing , what is for China, a relatively new

industry.

Research Aims & Objectives

This research was carried out in an attempt to discover whether cultural differences,
and a lack of cultural awareness caused conflict within the Chinese hotel industry; to
determine the extent of current practice in cross-cultural training (CCT) in China’s
hotel industry; and to establish the needs for CCT in this area. The research problem,
simply stated, is to ascertain whether or not the management policies, as applied by
those guest companies operating in China’s IJV hotels, are appropriate to the
development of the industry in the host country. Secondary issues involve examining
whether the levels of management education and training, and the extent of cross-
cultural training provided to both expatriate and local staff by the PRC’s hospitality

industry, are of worth and relevance to this development.

Following the preliminary research and a comprehensive literature review, several

preliminary research questions can be developed:
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RQ1. Traditional Chinese culture and the revolutions which have taken place in
China, will have a bearing on the ability of the staff to differentiate between
service and servitude.

RQ2. In order to provide appropriate training and development, international hotel
corporations should consider the implications of cross-cultural interaction, in
that all hotel employees should receive training on how to better cope with
guests and colleagues with different cultural backgrounds.

RQ3. The provision offered by international “brand name” hotels operating in guest
countries is not necessarily that expected or required by the host market

RQ4. Global hotel corporations should be moving towards localization policies,
specifically in the areas of management staffing.

RQS5. Transferred employees, overseas expatriates, and their families, should receive
CCT before they start working in their designated host country.

RQ6. Hotel training is unsystematic, and unrelated to the needs of the Chinese hotel
industry.

RQ7. Management practices in IJV hotels are western biased and of questionable

relevance to the needs of China’s hotels

The research will investigate the attitudes and perceptions of expatriate and local staff
towards the hotel industry in the PRC and the cultural differences that they encounter
in their work, as well as exploring the disparity between consumer expectations and

hotel provision. The facilitating objectives to achieve these overall aims are therefore:

a) To examine the potential for cross-cultural diversities between national cultures,
corporate culture, expatriate management and local operatives.

b) To explore the differences between the services and service offered by the hotel
and those expected by the customer.

c) To investigate the attitudes and perceptions of the local staff towards service in the
hotel industry.

d) To design and test a methodology for the evaluation of such attitudes and

perceptions.
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e) To ascertain the educational and training needs of the hospitality industry in China.

In designing and testing suitable instruments for collecting and evaluating such
hypotheses the methodology adopted in this research is based on the simple premise
that “the best method of getting an answer is Io first ask a question”. Consequently,
and in addition to a thorough literary search, the research methods will be based on the
use of structured interviews, and quantitative and qualitative questionnaires which
intend to ask questions about :

a) the feelings and attitudes of local staff towards the hotel industry, expatriate
management and foreign guests;

b) the views and opinions of expatriate managers to China’s hotel industry and the
associated problems, challenges and rewards of working in it;

c) the wants, needs and expectations of customers from hotels operating in China, and

the degree to which hotels meet these needs.

To obtain the relevant data, and provide a corpus of knowledge suitable for achieving
the above objectives the overall strategy employed will be based on the following
model outlined in Figure 4.1 and Table 4.1, which represents a seven level
conceptual framework for the study, as much as a step by step approach to the

collection of data on the most significant aspects of the evaluation.
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MANAGEMENT EDUCATION & TRAINING

THE SEVEN LEVEL MODEL
OF CROSS CULTURAL HOSPITALITY

PROVISION IN THE P.R.C.

Existing Hotel

Provision
o
Local Corporate Ex-Patriate The
Staff Culture Management Guest

|

Cultural / Socio-Economic / Political
Variances Of Hotel Provision

Perceived Educational
& Training Needs
|

Existing Educational
Provision

}

Disparity Between
Educational Provision

& Needs

Synthesis & Review

Figure 4.1-Conceptual Model Of The Research Problem
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Table 4.1 - Conceptual Framework Of The Study

LEVEL RESEARCH TASKS

1. Establish the service provision offered by hotels in the PRC and
investigate customer needs and wants with regard to service
expectations in hotels in China

2. Data collected through literary research, interview and both
quantitative and qualitative questionnaire.

3. Examine the influences of culture from the stand point of the local
staff, the expatriate manager, the corporation, the political and socio-
economic background, and the interaction of each upon the others.

4. Examine the perceived educational and training needs for both
operative and management personnel in hotels in China.

5. Explore the educational provision offered by tertiary institution for
hospitality management and hotel operations.

6. Identify the disparity between what is being offered as opposed to what
is actually wanted by the hotel industry.

7. Present a comprehensive synthesis and review of the customer's
expectations, the hotels perception of customer expectations, and the
ability of the staff to match up with either or both parties

Table 4.1 - Conceptual framework of the study
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Over-View Of Methodology

The methodology to be employed in this research will comprise of,

1.

2.

Literary based research.

A survey questionnaire to investigate the expectations and needs of local Chinese,
Western and other Asian hotel guests. This is to ascertain whether the product
being offered by hotels in China is relevant to its markets.

Survey questionnaires to ascertain the attitudes and perceptions that Chinese staff
have towards the hotel industry and to its customers;

A survey questionnaire to explore the perceptions of local Chinese middle
managers and supervisors towards the use of expatriate staff.

A series of semi-structured interviews with expatriate managers operating in China
hotels, to investigate their perceptions of the industry and its development.

An outline investigation of courses provided by the Chinese Government in tertiary
educational institutions which specifically teach or train hotel operations, and a
brief comparison between these and similar courses offered by establishments in the

west.

Literary Based Research.

Articles on the topics of: China’s hotel industry; China’s culture; culture; cross-

cultural interaction, cross cultural training; international and global business

organizations; joint venture companies; expatriate managers; human resources

management in a multicultural context; hotel education and training, and the design of

the international training programmes were reviewed.
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This was done by using variations of keyword searches related to the topics listed
above, on CD ROM computer databases such as Anbar, ABI Inform, ERIC, EconLit
etc. Many of the key word searches initially produced a large response, over 7,500
potential articles were generated, but many proved irrelevant to the needs of the
research. Numerous articles initially located were from western journals, and the cases
and information contained therein were not entirely applicable to the China case. By
cross referencing and narrowing the search terms and patterns, some 250 relevant
articles were extracted and reviewed. These came from a variety of hospitality
management; management; educational; and human relations’ management journals,
periodicals, magazines, newspapers and books. Of the reviewed articles, there was a
large resource of empirical data specific to cross-cultural management issues, to
human resources policies in a cross-cultural context, and also in the areas of Chinese
culture and history. However, of the 250 articles sourced only around 15% were
entirely specific to the hospitality industry in China. Therefore, to obtain more relevant
information in this area of the study, a series of questionnaires and interviews were
designed, tested and conducted. Four international hotel management companies
operating in China were used as the sample for the survey, and customers, local staff,
and expatriate and local manager were asked to complete questionnaires and/or were

interviewed.
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The Method Of Selection Of The Hotel Properties In China

The four hotel management companies used for the surveys were Holiday Inn
Worldwide, New World International, Shangri-la International and the Lee Garden

Group. They were selected for a variety of reasons :

J These companies provided a wide geographical cross-section of properties in
the PRC.
J It was considered that they would all have considerable experience in dealing

with people (both guests and staff), from different cultural backgrounds.

o As international companies, it was assumed that they might provide CCT for
their employees and train them to become more culturally sensitive.

o It was considered that there may be in existence, specifically designed training

programmes or policies for transferred staff and overseas expatriates.

Background Of The Hotel Companies

1. New World Hotels International

New World Hotels International (NWHI) is a Hong Kong-based company that
manages a diverse international portfolio of hotels, apartments and private clubs. Their
published goal is try to meet the specific needs of the market it serves. Over the years,
NWHI have built up a reputation for providing customers with first class service and
real value for money. They have 11 hotels throughout Hong Kong, Macau, PRC and
Southeast Asia. They now have 6 hotels in the project stage. Additionally, NWHI
group also operate Food and Beverage outlets, clubs, property leasing management,
computer services and steam laundries throughout the region. The company claim that
their diversified business interests leads NWHI to have close contact with

customers/guests and employees all over the world.
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2. Lee Gardens Hotels

Lee Gardens Hotels originally date back to 1967 when a group of property trusts were
consolidated and a 500-room hotel, the Lee Garden Hotel, was built in Hong Kong.
Over the next two decades, Lee Gardens became one of the leading middle market
properties in the newly developed south east Asian hotel market. The company's hotel
growth was by developed by the acquisition of prime city center locations in large
Asian cities, notably in the PRC, through joint-venture operations. Today, the
company own seven properties, 5 in the PRC, representing over 5,000 rooms. Their

flag ship property is the five star 2000 + room, Garden Hotel in Guanzhou.

3. Shangri-la International

Shangri-la International is a member of the Kuok Brothers Group of Companies. In
1978, the Kuok Group opened a hotel management company called Kuok Hotels.
From this relatively small beginning, managing just 5 properties in Fuji and Malaysia,
there has followed a period of rapid expansion and acquisition. In 1983 the name of
the company was changed to Shangri-la International. From the beginning, the aim of
the group was to offer deluxe accommodation coupled with a superior standard of

service. Those same values still form the culture of the company today.

The group now operates both hotel and resort properties in key city center and resort
destinations, primarily in the Asia Pacific region. The hotels claim to offer “a unique
blend of East and West within a harmonious and hospitable settings”. The hotels are
renowned for their spacious accommodation, many with conference and meeting
facilities. The resorts are situated primarily in exotic destinations and profess to
“provide a haven of tranquillity, relaxation and comfort while having respect for the

local colour and flavour of their own environment”.

92



In order to fulfill their management obligations, Shangri-la International concentrates
on five main disciplines, namely: development, marketing, personnel and training,
operations and finance. Shangri-la company policy states that, “they pay great
attention to the training and development and welfare of its employees so as to
provide career advancement and continuity of service. Personnel are exposed to a
variety of hotel and resort operations within a multitude of disciplines in order to
develop a flexible, adaptable and entrepreneurial spirit”. Shangri-la Intentional also
assert that they are making dramatic in-roads within the hospitality industry , as the
company is perceived by its customers as being a deluxe group of hotels and resorts

with truly international standards of both product and service.

4. Holiday Inn Worldwide Hotels

Holiday Inn Worldwide corporate policy recognizes that travel needs vary depending
on both circumstances and destination. With this in mind, they offer a variety of
products designed to meet the diverse needs of their customers. Their products are
positioned to appeal to the broad, mid-market customer category, which represents
over 70% of all room nights sold around the world. Holiday Inn hotels offer
dependable service and attractive facilities, including restaurants, lounges, swimming
pools, and meeting and banquet facilities. These full-service hotels are located
everywhere in North America, and based on the premise that this package will work
elsewhere, they have promoted aggressive development strategies and sales and
marketing techniques, which they claim have made Holiday Inn the most recognized

hotel brand name around the world.

With 58 hotels and more than 18,000 rooms in 15 countries and territories throughout
Asia Pacific, Holiday Inn Worldwide is currently the largest single hotel brand
operating within the region. Holiday Inns propose to continue their pro-active

approach toward regional expansion, and a have developed a two-tiered strategic plan
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to increase their presence in key international gateway destinations, while also

developing domestic networks in targeted countries.

Backeround And Logistics For Selecting The Sample Of Hotel Properties

Originally the sample of hotel properties to be surveyed in the PRC were selected with
the objective of obtaining as wide a geographical cross-section of properties as
possible. It was thought that there could be regional variances in both staff attitudes
towards the hotel industry, and in guest needs throughout the different regions of
China, and due to the vast size of the country, even within these regions there could be
marked differences in attitude. The first approach for permission to survey properties
was made to the Holiday Inn Corporation (Asia Pacific), who currently operate the
largest number of hotels in China. Initially discussions with the organization went very
smoothly, and in principal all of their 27 China properties were intended to be used.
Following this success of being granted access to use a joint-venture company, that is
a company which has both mainland Chinese and overseas investment, an attempt was
made to obtain permission to survey a similar sample of Chinese state owned and
operated properties, in each of the cities in which there was a Holiday Inn. An
interview took place with Professor Yu, the Section Head of the Ministry of Hotel and
Travel Service Management in Beijing, to seek approval and permission, and to
request him to use his influence in gaining the co-operation of these State run hotels.
Whilst Professor Yu thought that there could become very interesting and useful
outcomes from the research he did not think that he could assist with the research at

this stage. He requested that the studies continue and that the findings be forwarded to
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him for consideration at a later date, for possible utilization within the State owned
system of hotels. This meant that the research could now only be conducted in joint
venture hotels in China. A timetable of action was drawn up using the properties of the
Holiday Inn Corporation, and dates for visiting the hotels were arranged.
Unfortunately, when the Regional Director of Human Resources was approached for
final approval he felt that Holiday Inn was unable to assist in the project for reasons

which were put down to inappropriate timing.

Accordingly a new search for joint-venture hotels in China which covered a
representative area of the PRC was made. This resulted in Shangri-la International
Hotels and Resorts, and New World Hotels International agreeing to allow the use of
their properties for conducting the research. Interestingly, whilst both companies are
Hong Kong based, the Shangri-la Group has Malaysian Chinese owners, with
predominantly western personnel at corporate management level, whilst New World
Hotels have Hong Kong Chinese owners and are controlled predominantly by Hong
Kong Chinese personnel at corporate level. At the outset of the work with these
companies there was no expectations that this dissimilarity would have any bearing on
the research. However, it was later found that the cultural attitudes within the two
operations did have an impact on the results, and this will be further discussed later.
By using Shangri-la and New World Hotels, a sample of properties in many of the

major cities and locations were available in which to conduct research (see Table 4.2)
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Table 4.2 Sample Hotels And Locations
HOTEL COMPANY CITY LOCATION
Golden Flower Shangri-la, Xian North Western China
New World Grand New World Xian North Western China
Jiang Guang New World Beijing North Central China
China World Shangri-la, Beijing North Central China
Portman Shangri-la Shangri-la, Shanghai Eastern China
Yangtze Shanghai New World Shanghai Eastern China
The Astor New World Suzhou Eastern China
The Dragon New World Hangchow South Eastern China
Hangchow Shangri-la | Shangri-la Hangchow South Eastern China
Shangri-la Shangri-la Shenzen Southern China
China Hotel © New World Guangzhou Southern China
Garden Hotel @ Lee Gardens Guangzhou Southern China
Hotels
Gui Shan @ New World Guilin South Western China
Holiday Inn @ Holiday Inns Guilin South Western China

All of the properties initially selected, with the exception of the Garden Hotel®, were
operated by either Shangri-la or New World Hotels. The Garden Hotel is an individual
property belonging to Lee Gardens Hotels International, (also a joint-venture property
owned by a Hong Kong based company). This was selected to maintain the balance of
two hotels to each city, especially as Guangzhou is one of China's principal Cities, and
Shangri-la was currently not represented either in Guangzhou or in Guilin. When all
of the research, with the exception of Guangzhou and Guilin, had been completed, the
New World Group would not permit any further access to their properties. The reason
given was that the percentage of joint-venture ownership in these two properties was
in favour of the Chinese partners, and these partners did not wish for this research to
be conducted. This meant that data could not be obtained from the China Hotel®;

Guangzhou, nor the Gui Shan Hotel @ in Guilin. Consequently, an alternative hotel in
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Guangzhou was unable to be found in time to fit with the travel arrangements, and
only the Garden hotel was used. The Holiday Inn @ in Guilin independently agreed for
the work to be conducted with them, and so their property was used in place of the
Gui Shan. These hotels were used throughout, for all of the questionnaires, interviews

and repatory grid analysis work which was conducted.

Expatriate Manager Survey (1)

Interviews with expatriates and ex-expatriates in the hotel industry were conducted as
it was expected that this area of research would assist in answering the research
questions; that transferred employees, overseas expatriates and their families should
receive CCT before they start working in their designated host country; that
international hotel corporations should consider the implications of cross-cultural
interaction in order to provide appropriate training and development; and; that global
hotel corporations should be moving towards localization policies, specifically in the

areas of management staffing.

The main purpose of these interviews was to investigate the views of expatriate
managers on the local industry; their pre-location needs; and the difficulties they
encountered in settling in China, both from a personal and from a business
perspective. It is expected that this information will provide a balanced perspective to
other areas of the research, assist human resources professionals in hotel companies to
evaluate the type of manager best suited to succeed in overseas postings, and in

ascertaining what assistance should be provided for transferred staff and overseas
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expatriates. It will assist IJV hotel companies in their policy formulation for CCT
programmes; and will also provide information for hotel general mangers to devise
training programmes for staftf who are required to have close contact with multi-
cultural guests. It also served as a base to develop training programmes for expatriates
and employees assigned overseas based on the length of assignments and the degree of
integration needed with host culture.

Sampling Techniques

The hotel properties surveyed were ask to select up to ten expatriate managers
currently employed to attend a one hour interview and discussion session. The sample
preference was for a variety of different nationalities and disciplines to be selected, and
for approximately five or six members of the expatriate team to attend. These
managers were then invited to attend a semi formal “round table” discussion forum,
following a short initial briefing. The discussion was lead by the researcher, using
direct questioning techniques and by prompting responses on the topics listed below,

which were successively introduced into the discussion. The sessions were all tape

recorded, and subsequently transcribed, annotated and abstracted.

Structure Of The Interviews

The interviews were based on a semi formal “round table” discussion forum, following
a short initial briefing. The interviews were held wherever possible, in informal
locations over coffee or tea. The invited staff were informed of the complete
confidentiality of the interviews, and that anyone of them could, at any time, request

that the tape recorder be switched off. This happened on four separate occasions,
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notably when staff were speaking on political issues concerning the communist party,
or wished to discuss corporate policies that they found unfavorable. Despite the
apparent and deliberate informality, the interviews were structured to gauge the
opinions of these expatriates on eight pre-selected topic areas, which were sequentially
introduced into the discussion. Despite the limitations of the areas of investigation, a
number of other important areas and considerations emerged from the discussions as
was expected. The principal topics investigated were methodically based around the
following eight areas in all of the properties surveyed:

1. The expatriates’ views on the current state of the hotel industry in China.

2. How they saw the future development of the industry.

3. What changes were occurring in the customer base and mix.

4. What changes were occurring in the wants and needs of the international traveler.
5. The expatriate in China and the problems encountered.

6. Perspectives on staffing and on the standards and training needs of local staff.

7. Local bureaucracy and the problems it entailed if any.

8. Corporate culture and bureaucracy and the problems it entailed if any.

The main aspect of this part of the research was to obtain the attitudes and opinions of
expatriate management about operating hotels in China, and to find out what they felt
were the important factors for improving quality within the Chinese hotel industry.

This was done by conducting semi-structured interviews with expatriate managers.

The objective of these interviews was to establish whether the feelings of the staff were
shared by management and vice-versa. Ascertaining the extent of management/staff

harmony would also help enable personnel and training officers, educational
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institutions and hotel companies to best gauge whether or not to employ expatriate
staff. If hotel companies intended to continue this practice, the research aimed to
show which nationalities of expatriate management were most acceptable to Chinese
locals, and what training and counseling must be given in order for local Chinese staff
to best cope with "foreign" ways. Conversely the research also hopes to show what
guidance should be given to new expatriates to enable them to suffer the minimum of

culture shock in their new environment.

Staff Attitudinal Surveys (2)

In addition to establishing hotel guest's wants, needs and expectations, it was
considered necessary to identify what local staff working in hotels throughout the PRC
thought about the industry. The research will also look at: the thoughts and
perceptions of Chinese front line hotel workers concerning the hotel industry as a long-
term career; their attitudes regarding the clientele who stayed in their properties; and
the levels and value of the training they received. The intentions of such surveys were
to provide a source of data by which the curricula offered by PRC hotel schools, and
the training offered by hotel companies, could be measured and compared against the
real needs of the industry, the academic levels of the potential staff, and the aspirations
and attitudes of existing hotel workers towards hotel employment as a long term
career.

Sampling Techniques:

This information was obtained from surveys conducted in a number of hotels

throughout China (n=12), following initial pilot studies conducted in Hong Kong.
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Depending on the size of property, each hotel within the sample group was asked to
select between 10-20 rank and file staff from a variety of disciplines, i.e. front office,
food and beverage, accommodation services, back of house. Whilst the selection was
done at random, hotels were asked to attempt approximate proportional representation
from amongst their staff departments. Staff were then asked to complete three
questionnaires. The first (Appendix A1) asked them to grade various aspects of their
job with regard to the levels of satisfaction achieved and expected, from a range of
given job satisfaction indicators (JSI’s) which related to their working conditions and

environment.

The other questionnaires (Appendices A2 and A3) were structured to find out how

staff felt about:

1. different nationalities of hotel guest.

2. the methods of training/education which they felt were necessary for their job, or
which they felt they would like to accomplish.

These questionnaires were based on Kelly's Personal Construct theory, using variations

on the repatory grid technique. Lewis (1991) champions the use of such psychometric

analysis, claming that it is useful for improving the morale and motivation of

employees, and in ensuring that a company does not recruit ‘cultural misfits’ in the

first place. He supports the view that such testing can reveal the full potential of

existing staff and lead to internal promotion, and can also be used for a training needs

analysis to rectify shortfalls in individuals’ training. Sparrow et al (1992) also reported
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success using a repatory grid technique in analyzing the current attitude to training

food service staff in restaurants and hotels in the UK.

Language of Questionnaires

All staff surveys were written in both English and Chinese, and staff had the option to
complete the questionnaires in either language. An initial verbal and bi-lingual
introduction to the rational behind the survey, and to the method of completion was
also given, to ensure complete understanding of the techniques required and to allow
questions to be raised. To ensure linguistic accuracy, the initial survey was written in
English and translated into Chinese. Then a second blind translation back into English

was carrted out, and any misinterpretation or inaccuracies were corrected.

Questionnaire Distribution

Each hotel within the sample group, was asked to select between 10-20 rank and file
staff from a variety of disciplines, i.e. front office, food and beverage, accommodation
services, back of house. Whilst selection was at random, hotels were asked to attempt

approximate proportional representation from amongst their staff departments.

Staff selected were requested to attend a semi-formal bi-lingual briefing, where they

were given the opportunity to ask questions, or to ask for clarification. All staff were

then given sufficient time to complete the surveys under supervised conditions.
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Structure Of The Surveys - (see appendices A1-A3)

Staff Survey A: - Job Satisfaction Survey (Appendix A1)

Section 1:

Section 2:

Asked the respondent staff to complete a biographical set of nine cases
to record : job title, age grouping, sex, marital status, level of
education, length of employment, promotion record, and overall
satisfaction of their present job. Case 9 was the only open-ended
question, which asked the respondent whether or not they would
recommend the hotel industry as a career to their best friend, and to
give reasons for their answer. This was included as a control to test the
validity of their responses, in that if they were truly dissatisfied with
their career choice they would be unlikely to recommend the industry.
Listed twenty factors relating to job satisfaction, and asked the
respondents to give two ratings, each ranked on a scale from 1-4

(1 Low- 4 Very High), for each Job Satisfaction Indicator (JSI). The
first ranking measured the amount of the various JSI’s current in their
present position, the second ranked how important the JSI’s were to the
respondents. The JSI's used were derived following a pilot study
conducted in two sample hotel properties in Hong Kong - i.e. New
World Harbour View, and Kowloon Shangri -la- where rank and file
staff (n=40) were asked to list the 20 most important factors relating to
job satisfaction current in their work environment. These were
analyzed according to frequency of response, and tested with a further

sample of staff from the same hotels.
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Staff Survey B: - Staff Perceptions Surveys (Appendices A2-A3)

These questionnaires were based on Kelly's Personal Construct theory, using a
variation of the repatory grid technique, and were structured to discover how hotel
staff perceived and felt about: (a) the different nationalities of hotel guest they
encountered ; and;

(b) the different types and methods of training/education potentially available to them.
The questionnaires utilized a five column grid, recording different categories of (a)
hotel guest and (b) education and training mechanisms on their vertical axis; and
having a list of classifiers relative to the sets of categories on their horizontal axis. The
classifiers formed a positive / negative statement, for example, necessary to learn
practical subjects - not necessary : easy to talk to - hard to talk to. Respondents were
asked to rank the classifiers on a 1 - 6 scale (1 highest score / 6 lowest score), purely

on their experience, perceptions and feelings.

Section 1. Asked respondents to classify their feelings about the different
nationalities of hotel guest they encountered, using a 5 column x 21 row
grid, ranked on the above 1-6 scale.

Section 2. Asked respondents to classify their feelings about the different types
and methods of training/education potentially available to them, using a

5 column x 12 row grid, ranked on the above 1-6 scale.

Again the classifiers used in the study were derived from a pilot study conducted in the

above two sample hotel properties in Hong Kong - i.e. New World Harbour View, and
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Kowloon Shangri -la. Rank and file staff (n=40) were interviewed and asked to list
their feelings about foreign guests and about education and training. Their responses
were analyzed according to frequency, and tested with a further sample of staff from
the same hotels. As there was a potential question concerning the validity of using
Hong Kong Chinese staff’s perceptions as a test in these areas, when the final survey
was intended to measure the perceptions of mainland Chinese staff, a further pilot
sample was surveyed, using the Garden Hotel, Guanzhou. Comparisons between the
two samples revealed very little difference in perception, although corresponding
interviews showed that the Hong Kong staff had a greater awareness of the ‘concept’
of foreigners, through personal experience, media exposure etc., than did some PRC

staff, notably older, back of house PRC staff.

It was anticipated that by using the results as a training needs analysis tool, the findings
from these questionnaires would provide the information necessary to enable the
creation of training and educational philosophies which could: assist in analyzing and
improving the current attitude towards training; remedy deficiencies in an individuals’
training; would be best received by the hotel staff, would improve morale and
motivation; and which could expose latent talent amongst existing staff, thus

providing the hotels with a short list of local staff suitable for internal promotion.
(Lewis, 1991; Sparrow et al 1992). The offering of "tailor made" and more
meaningful courses, could help to increase the image of the hotel industry as a good
employer in China, as well as help to retain the staff who are leaving for jobs with

more social hours. The attitudinal findings of the staff about the industry could be used
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to help recruitment agencies and the hotel industry become better placed in the
competitive job market, through careful scrutiny of the remuneration packages offered
to hotel staff. The information would also assist hotel management and the People's
Republic of China in ascertaining to what extent both Chinese and Revolutionary
culture has on the operation of hotels. Huyton (1991) showed that culture has a
profound effect on the attitudes and ways of learning for Hong Kong Chinese students.
One hypothesis of this work is that both the Chinese culture and the revolutions which
have taken place in China, will have a bearing on the ability of the staff to differentiate
between service and servitude. The study would examine whether these same cultural
values are still present in today’s China, despite the 1947 revolution, and to what
extent they might impinge on the hotel industry. Similarly, the work would explore the
effects which revolutionary culture has on the attitudes of hotel operatives with regard
to their perceptions of service, subservience and equality when dealing with

management, local Chinese customers and visitors.

Local Manager Survey (3)

It was also considered necessary to identify what local supervisors and managers
working in hotels throughout the PRC thought about the industry and its future, about
their long-term career prospects and goals, their attitudes towards expatriate managers
and colleagues, and to the levels and value of the training they received. The intention
of this survey was to provide a source of data by which the use of local and expatriate
managers could be measured and compared against the real needs of a developing

industry. It would also measure the academic levels, aspirations and attitudes of
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existing local supervisory staff, test the validity of the training offered by hotel
companies and the curricula offered by PRC hotel schools, in terms of developing the
industry along local lines, and give some indication of moves towards localization by

the hotel companies concerned.

Sampling Techniques

This information was obtained from surveys conducted in a number of hotels
throughout China (n=12). Hotels within the sample, were asked to select between 5-
10 local junior managers and supervisory staff from a variety of disciplines, i.e. front
office, food and beverage, accommodation services, back of house. Whilst selection
was random, hotels were asked to attempt approximate proportional representation

from amongst their staff departments.

Language of Questionnaires

All staff surveys were written in both English and Chinese, and staff had the option to
complete the questionnaires in either language. An bi-lingual introduction to the
rational behind the survey, and to the method of completion was also given, to ensure
complete understanding of the techniques required. As with all multi-lingual surveys,
to ensure accuracy, the initial survey was written in English and translated into
Chinese. Then a second blind translation back into English was carried out, and any

misinterpretation or inaccuracies corrected.
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Questionnaire Distribution

The hotels were requested to randomly select between 5-10 local junior managers and
supervisory staff from a variety of disciplines. These staff were asked to attend a bi-
lingual briefing session, and then to remain in a discrete environment to complete the
questionnaire. In some properties (n=8), informal discussions also took place after the
survey had been completed. Because of time scales and work pressures the General
Managers of other properties requested that the selected staff were issued the survey
during their morning briefing, and returned it within 24 hours. It is possible that in
some of these cases superiors may have wanted to scan the information for personal or
political reasons prior to returning the completed questionnaires. This perception was
supported on two occasions by the fact that two groups of local supervisors requested
off property “informal discussions” after the survey had been completed to illustrate

their views of expatriate managers and their company.

Structure Of The Survey - (see appendix A4)

The survey was divided into three parts and used both closed and open ended

questioning techniques.

Part 1 This section had 17 questions, and asked the respondents to provide
biographical data, and data concerning previous education and training,.

Biographical data

Q1 asked for age, sex, marital status, educational qualifications and
current job title. Q2 asked for a brief resume of career to date.

Management Training
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Q3 asked if respondents had received formal management training prior
to joining the hotel industry, if respondents stated (yes) they were asked
to complete Q’s 4-7, and then proceed to Q10. If they answered (no)
they should proceeded to Q8.

Q4 asked for details by type of institution, whilst Q5 asked for details of
subject areas studied. Q6 asked whether respondents would be
prepared to study further. Q7 asked for details of the type of further
study required. For those managers who had not received formal
training Q8 asked if they wanted such training. Q9 asked for details
about the type and nature of training.

In-house Training

Q10 asked about participation in in-house training. Q11 asked for
details, course topic, length and location of in-house courses. Q12
asked about the level of use and relevance of these in-house training
course to the respondents job. Q13 asked for open ended comments
about the quality of such courses.

Other Training Areas

Q14 asked for opinions on local hotel schools and courses, using open-
ended questions. Q15 asked about the importance of language training,
and Q16 asked about specific language training required by staff. Q17
asked about the respondents levels of language ability, and their native

language.
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Part 2 This section had 9 questions, and asked the respondents to provide data
on their views of both local and expatriate managers working in the
industry.

Q1 asked respondents to classify the category of manager they currently
worked for, i.e. local Chinese, expatriate western, expatriate Chinese,
or expatriate Asian, or others.

Q2 asked for their preference with regard to the above five cases.

Q3 asked for their thought on their superior in four areas, personality,
expertise and skills, experience, other aspects, with two open ended
rankings, i.e. good points and bad points.

Q4 asked respondents to list the advantages and disadvantages they
perceived over employing expatriate managers.

QS5 was a reverse of Q4, and asked for the advantages and
disadvantages they perceived of employing local managers.

Q6 asked respondents to explain their views as to the differences
between local and expatriate managers.

Q7 asked respondents to qualify how well expatriates were accepted by
local staff, using four cases; well accepted; accepted; tolerated; not
accepted.

Q8 asked respondents to compare the qualities of both types of
manager in three areas; knowledge, skills and attitudes, using three
cases, superior, same, inferior, with one additional open ended case for

other qualities
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Part 3

Q9 asked which type of manager conducts training using six cases; i.€.
local Chinese, expatriate western, expatriate Chinese, or expatriate

Asian, other categories, several categories.

This section used mainly open ended questions, had 8 questions and
asked respondents to provide data relating to; their views on the
industry as a career and their future career intentions and prospects,.
Q1 asked respondents about the advantages and disadvantages of
working in the industry.

Q2 asked respondents for their reasons for working in the industry.
Q3 asked respondents if the would remain in the industry.

Q4 asked respondents to state their ambitions if they stayed in the
industry.

Q5 asked about their views on career advancement

Q6 asked those who did not intend to stay in the industry what their
reasons for leaving would be.

Q7 asked if respondents would recommend the industry as a career to
others, and to qualify this by giving reasons for or against.

Q8 asked what changes respondents would like to see regarding job

opportunity and conditions of work.

That data provided from this survey is intended to test the research questions that in

order to provide appropriate training and development policies, international hotel
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corporations should consider the implications of cross-cultural interaction, and that
hotel employees should receive training on how to better cope with guests and
colleagues with different cultural backgrounds. The research would also provide data
on the intentions of global hotel corporations towards localization policies, and how

far these are being attained or utilized.

Consumer Survey (4)

This part of the work will test the research question that the provision offered by
international “brand name” hotels operating in guest countries is not necessarily that
expected or required by the host market; that in order to provide appropriate training
and development, international hotel corporations should consider the implications of
cross-cultural interaction; and that hotel employees should receive training on how to
better cope with guests and colleagues with different cultural backgrounds. In
discovering what training is specifically required, it is necessary to consider the demand
for cross cultural training from a variety of view points; that is that the training needs
of imported managers and specialists to function in an unfamiliar environment, and the
training needs of local employees to deal with a variety of culturally different
consumers, and culturally different employers. Yet, before this can be established, it is
first necessary to establish what the needs, wants and expectations of the traveling
public in China with regard to hotel accommodation and services. A questionnaire was
devised which asked the guests of 15 hotels in 8 cities throughout China, to list what
they felt was important to them, and what levels of service they expected. Baker, et al

(1993), in their study, showed how the levels of expectation varied with the location of
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the hotel and the culture of the host nation. Consequently it was expected that the
various cultures of the visitors to China would create different needs and wants from a
hotel. For example, from empirical studies conducted by hotels in Hong Kong, Asian
guests use the "health club" facilities and swimming pool far less than Westerners. One
may, therefore, question the need for hotels to supply such facilities if their market mix
is predominantly Asian. Thus. in achieving the broad research objectives, it was first
deemed necessary to determine the variety, level and quality of services that hotels in
China were offering to their guest, and whether or not these services met with those

guests’ wants and needs.

It was felt that a consumer survey would also provide a broad base for comparison
between the properties surveyed, and provide a corpus of knowledge related to the
type of customer currently using such properties. It would give information as to
market trends and provide data for analysis, application and supposition as to whether
the market was developing along western or Asian lines, and whether this development

was relevant to that market sector.

What Does A Guest Want From A Hotel In China?

The hotel industry worldwide still tends to operate from the assumption that an
incumbent General Manager knows best what the customer wants. This statement is
supported by the fact that prior to the late 1980’s, no hotel company had conducted a
guest needs analysis of any worth. Whykham Hotels were the first company to ask

their guests what was important to them (Hotels; Vol. 4, 1984 pp. 87-90). This survey

113



was followed by the Hyatt Group's own survey within the USA, which was still little
more than an extension of their own in-house guest questionnaire. The assumption
that a General Manager knows best can no longer hold true given today’s emphasis for
providing customer oriented service standards. For managers to function in an
international market they need current information as to their customer base. Thus, to
enable appropriate policy decisions to be made, and to allow Chinese front-line hotel
staff to receive an education or training that would permit them to meet the
requirements and expectation of the international guest, it is necessary to discover
exactly what those guest’s expectations are when using a hotel in the PRC, and to

establish how far staff already satisfied these needs.

The Establishment Of The Expectations Of Hotel Guests In The PRC.

Apart from the facilities of a hotel, the guest also has come to expect levels of courtesy
and service which are more than mere efficiency. Hall (1990) explains that when we
purchase an item from a shop our concerns are; whether or not the item is what is
wanted; and whether or not it functions to our satisfaction. The service which goes
with the purchase of the item is secondary to the main point of buying the product. The
hotel industry produces products and items, but they tend to be specifically geared
around food, drink and accommodation. Whilst the main point of buying the food or
drink maybe to satisfy hunger or thirst, more often it is a social function carried out at
a particular time of the day. One of the prime reasons for eating in one establishment
rather than another, is the affability of the interaction between the customer and the

service staff. In every case this interaction between staff and customer is evaluated by
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the customer, in most cases subconsciously, against their own expectations. Similarly
a person wishing to sleep in a hotel for the night does so with his or her own
expectations. One's own bedroom is a personal and intimate area, and accordingly
those expectations which surround such a room can vary enormously. Hall (1990:15)
states that :
“At some point, the guest will gather all those expectation and interpretations
together into a judgment of the facility. Unless something dramatic has taken
place, for example, a rude employee or a bad meal, the guest will probably be
unable to explain how he or she rated the facility. One thing is certain: if the
experience was a pleasant one, the guest knows it. As with Michael Angelo’s
‘David’, all the individual components blend harmoniously into near total
perfection. Although all the senses are employed in the assessment, what
matters is how the senses are translated into a net perception, that is, whether

the experience matched expectations”.

From current literature reviews and personal experience, it would seem that service
standards in most properties are well below the expectations of most international
travelers. Cullen (1988:77) for example, comments that China's major problem in
developing a viable international hotel industry would seem to be in these very area of
service and standards, and states that ; “while there are some exceptions, few of the
hotel or restaurant employees in the Peoples' Republic of China have any idea of
international standards - mediocre food, facilities and service are common”. Cook

(1989:66), blames a variety of factors for the problems and delays in developing the
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industry, amongst these are the infrastructure, poor communications systems, lack of
national investment, poor sanitation, and lack of training and education. He argues
that ; "the lack of adequate training and vocational schools, government funding, and
a western-style real estate industry inhibits the growth of the Chinese tourism

industry”.

Sampling Techniques

Because of the east / west mix of customers, it was anticipated that there would be a
substantial variance between the needs wants and expectations of the various guest
types. To assist in analyzing this factor, it was decided to categorize hotel guests into
five principal ethnic groupings. These groupings were based around market mix
figures provided by Holiday Inns Asia/Pacific (1993), and international arrival
statistics published by the China National Tourism Administration (NTA-1992). These
groupings were, Western, Japanese, South East Asians, PRC nationals, and
compatriot or overseas Chinese (classified by the PRC as returning nationals). The
western grouping incorporated all persons who gave their nationality as coming from
Europe, North and South America, Australia, New Zealand and South Africa. From
the author's personal experience in the hotel industry, and from discussions with local
Hong Kong hoteliers and taking Hofstede’s (1980) cultural mapping into account, it
was felt that in general travelers from these countries had similar cultural expectations,
needs and wants from a hotel. The second group were Japanese. The reason for Japan
having its own category was because of all arrival categories to China, Japan

constituted 23.6% (CNTA 1992), the single largest number of international arrivals
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from any one country. Once again, for the reasons illustrated above, it is known that

the international Japanese traveler tends to be specific in their wants and preferences.

The third segment, South East Asians, constituted a large percentage of international
arrivals to China, 27.6% (CNTA 1992) as a collective grouping. To date no specific
research regarding the needs, wants and expectations of this group of guests has been
undertaken. This may well be due to the relatively rapid economic expansion of this
part of the world, with countries such as Singapore, Taiwan, Indonesia, Malaysia and
Korea now becoming regular inter-regional travelers. According to the Hong Kong
Hotels Association, (Annual Statistics: 1993) and the Hong Kong Tourist Association,
(Visitor Arrival Statistics :1993), this category of guest is the fastest expanding market
for the Asian hotel industry. Because of the size of this market, and its importance to
the hotel industry in the region, it was decided to allocate them a category of their
own. Within this group all countries from Korea across to India and Pakistan, and as
far south as Brunei, Indonesia and the Philippines were incorporated. It also included
the newly emerging nations of Indo-China. The overseas Chinese group included all
those Chinese peoples from the peripheral countries of Mainland China, namely Hong
Kong, Macau and Taiwan. The PRC officially recognizes Macanese and Hong Kong
Chinese as returning compatriots, similar status is accorded to Taiwanese, who have
only been officially welcomed back to China since 1988. Because these three groups of
people are seen as returning compatriots they are not included in the published official
figures for international visitors to China. The arrival figures for these three countries

in 1991 amounted to 31,452,863 .(CNTA, 1992). Although there are no specific
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figures available, it must be noted that the majority of visitors in this category would be
visiting friends and family, and would be unlikely to use a hotel, but it was expected
that the travelers and business people in this group who did use hotel facilities, would
have different wants and needs to other groupings. The final grouping was for local
Chinese, that is people from the PRC. According to Armstrong, Regional Director for
Recruitment and Training, Holiday Inn Worldwide (Asia / Pacific Region), the local
Chinese market is becoming the fastest growth area within China, for his organization.
As with the South East Asian market no research has been conducted into the

expectations and wants of PRC locals.

Language of Questionnaires

So that the majority of guests were able to comprehend the questionnaire, they were
written in English, Chinese and Japanese. In the cases of the Chinese and Japanese
questionnaires, they were translated from the English, then given to another translator
who blindly translated them back into English, and any misunderstandings or

colloquialisms were thus removed or rectified.

Guest Questionnaire Distribution

In all of the hotels (n=12) used, all were given the same number of questionnaires, that
is 50 in English, 50 in Chinese and 50 in Japanese. (Appendices A5-A7 ). Instructions
were then given to the Front Office or Rooms Division Manager, as to how best
distribute the questionnaires to achieve the best response rate. As each of the hotels

had an accurate breakdown of their market mix; for example a hotel could have a mix
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as follows:- 25% Westerners, 35% Overseas Chinese, 15% Japanese, 20% South
East Asians, and 5% local Chinese; it was requested that the hotel attempt to collect
questionnaires within a similar percentile range. It was agreed that the reception staff
would ask guests at random to, "Please assist the hotel in it's task of offering you, the
guest, a better and more meaningful service. By completing this questionnaire you
will be helping us to help you.” A note was made that a particular guest had been
given a questionnaire, and this information was passed on to the Front Office Assistant
Manager, or Guest Relations Officer. They in turn were to introduce themselves to the
customer, and once more reiterate how important it was that we received their views.
To further entice the guest to complete the questionnaires the hotel was to offer each
guest a complimentary drinks voucher for having completed the questionnaire and
having handed it in to either the Assistant Manager or Guest Relations Officer . A
hotel control system was then easily administered to be able to monitor the numbers of
responses and the number of drinks given away. It was requested that each hotel unit
return at least 100 completed questionnaires, with a maximum of 150 per hotel. All
completed questionnaires were then to be returned to Hong Kong for analysis.

The reason for not simply leaving a set of the questionnaires in the guest's bedroom,
was because of the normal very low response rate to "in-house" questionnaires. In a
study conducted by the author for a Central London hotel of some 350 rooms, less
than 0.8% of the guests returned the questionnaires. Of those that did, most did so to

complain.
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From the information collected it should be possible to compare the needs wants and
expectations of the various categories of guest, with the services provided by each of
the hotels. This would also include responses about the attitude of the staff regarding
their friendliness, ability and professionalism. Following the analysis of the
questionnaires the hotel would be in a better position to appraise its training needs for
the staff, so as to achieve a level of service which was in line with what was wanted by
the guest. On a corporate level, the hotel companies could get an overview of the
training needs of China as a whole, as well as by region, which in turn would be of

assistance in formulating an overall recruitment policy for the company in China.

The information could also be used to investigate the relevance and worth of existing
educational curricula at present in use in Chinese hospitality educational institutions. It
will enable curriculum planners to have a better idea as to what they should be teaching

their future hoteliers, both on the operational and management levels.

During an interview conducted in Beijing with Professor Yu, Section Chief of the
Ministry of Education, Personnel and Labour, it was agreed that the information
showing the disparity between the wants of the hotel industry and the provision of the

hotel educators, would be made available to the PRC Ministry of Education.
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Structure Of The Survey (see appendices A5-A7)

The survey was structured to explore three distinct areas, and following an

introductory page, was accordingly divided into three sub-sections :

Section A:

Section B:

Section C:

asked the recipient for biographical and background data in nine cases,
each with between two and nine variables. These were sex; age
grouping, place of origin, reason for stay, companions staying;
frequency of use; occupation category; length of stay; and who was

paying the hotel bill.

asked the recipient for data on their reason for choosing the hotel. This
section had two cases,
(1) reason for choice (six variables), and

(2) criteria influencing choice, (five variables - ranked on 1 - 5 scale)

asked the recipient to rank the importance of the service/s provided,
and the frequency of use. This section had 54 cases with level of
importance ranked on a 1-5 scale, and frequency of use ranked on a
four point scale

This section also included three open ended questions:

(1) What Impressed You Most About This Hotel;

(2) What Things Do You Dislike Most About This Hotel, and

(3) Any Other Comments.
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Education & Training Survey (5)

This part of the study will ultimately investigate what the Chinese authorities and the
hotels are doing to provide vocational and managerial education for the hospitality
industry. Using mainly a review of available literature, curriculum documents, and some
of the findings from the above research, it will attempt a simple analysis of the available
information on hotel operations and management education in the PRC. As data from
literary sources is currently insufficient to fully ascertain whether or not Chinese hotels
are attracting students who are trained with relevant skills for the industry, it is hoped
this work will illustrate the current status of the State's educational provision, and the
extent and type of in house training undertaken by the hotel companies. Preliminary
work in the creation of mainland Chinese case-study material and in discussions with
hoteliers from, Dalian, Foshan, Guangzhou and Xian, has established that there is
presently little or no communication between practitioners and academics. Added to
which it has been established from visiting academics from the mainland that to date
there has not been, nor is there scheduled to be, any form of course evaluation, either by
the institution or the State. The sheer size of the People's Republic of China, and the
inherent problems of communication and poor infrastructure create their own
difficulties. It is expected that the research will show that, because of these problems,
the standard and content of courses being offered in hotel and catering operations and
management could vary considerably from province to province, and from city to city.
It is also expected that in many cases the course content will be of little relevance to
what is actually wanted by the hospitality industry in China. It is in the west that we

currently see the best examples of hotel management education, but the courses there
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are designed to show students how hotels are run and operated under western tenets.
This work would question the necessity and relevance of the wholesale transference of
these western practices and principles of hotel management to China. For example one
could question the relevance of western food and beverage management practices to a
Chinese student, especially when the two operations are, on the surface, quite different,
and when one notes that the majority of diners in Chinese hotels are Chinese, who tend
to have different expectations of their meal experience than their westerner

counterparts.

In his book “Technology Transfer in the Hotel Industry”, Pine (1991), showed that
the number of hotels which provide specified training facilities were statistically greater
in developing countries than industrialized nations. To clarify these statistics, and
their meaning to the Chinese hotel industry, an investigation into the levels and amount
of in-house training which is actually undertaken needs to be done. On a personal visit
to a hotel in Northern China, it was surprising to find that little or no training of any
description was done, despite an in-house training suite. The induction and initial
training for new members of staff as well as improvements to operational standards
was done "on-the-job". Added to which, there was no formal training structure and
no personal appraisal as to how successful that person was in performing their job.
What was more interesting was the fact that the hotel was part of an extremely large

international hotel corporation.
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Hospitality education is the responsibility of all parties involved in the hotel industry.
That means that there has to be a close liaison between the State and the hotel industry
in China. This part of the work will look at the levels of educational liaison which
presently exist, and will look, in particular, at the commitment to hotel education of
the major international hotel companies who are operating within China. With the
known increase in the need for trained and skilled hotel operatives in China
recommendations will be made as to what alternatives there may be to the existing
institutionalized hotel educational system. These alternatives may be the utilization of
already tested but under-used techniques, such as computer aided learning and
interactive laser discs or videos, video conferencing etc. Stonier (1983) for example,
strongly recommended the use of "electronic education". The technology is there; the

question is how can we best apply it, for the benefit of hospitality education?

What The Future Holds

It 1s expected that the findings and recommendations which may arise from these
surveys may enable the People's Republic of China to create a hospitality industry
which can offer the best in both service and facilities. With the globalization of hotels
companies such as Sheraton, Hilton and Holiday Inn, hotel properties are built in
countries all around the world to fit a corporate image, and often to corporate design
packages, and seemingly with little regard to the environment or locale. Corporate
Directors of hotel companies, appear to travel the world in the blissful belief that
everyone, everywhere, wants the same hotel product. Consequently a hotel room in the

Llahsa Holiday Inn can be as identical as that of the Downtown Detroit Holiday Inn.
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This study will show that China has the opportunity to establish a hospitality industry
which could please most of the people most of the time, and yet retain all that is the
best of China. It is hoped that this research will help to realize this opportunity.
Following many visits to the People's Republic of China, it was found that the
generally poor attitude towards customer service was not through intention but
through ignorance. In any emerging industry and developing nation theoretical
abstracts are seen as a luxury which only industrialized countries can afford.
Pragmatism, for which the Chinese people are renowned, is the only way forward for
the hotel industry in China. It is hoped that this work will also be able to show other
third world nations who are in the process of developing the tourism and hospitality
industry, that all that is “West Is Not Necessarily Best". As long as customer

expectations are met then localized service is acceptable, and may well be preferable.
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Chapter 5 - Expatriate Manager Survey Findings.

“Teachers or Learners ?”

Introduction

A total of 65 expatriate managers were surveyed from 12 hotel properties located
around China. (see Table 5.1). All of the managers interviewed were currently
working at the level of department head or above. Their views on eight subject areas
were obtained through a series of semi-structured “round table” discussions that were
tape recorded. Each of the discussions lasted between one hour and ninety minutes,
and an approximate total of 15 hours of tape recorded discussions were obtained
during the survey. These tapes were subsequently transcribed and annotated (see
Appendix A8), and the views and comments provided were examined qualitatively for

both correlatively and variance in opinion.

The findings of this aspect of the research illustrate the opinions and perceptions of
those expatriate managers surveyed, and are presented under the topic headings used
as discussion points during the interviews; i.e. the growth and development of the
China hotel industry; changes in the consumer base; changes in consumer wants &
needs; the expatriate manager in China; an expatriate view of hotel staff in China;
government and bureaucratic system’s in China; support systems from the parent hotel

company ; hospitality education & training in China.
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Table 5.1 - Breakdown & Classification Of Expatriate Managers By:
Location, Job Area & Nationality

City No. No. Classification By Classification By
Properties | Managers Job Area Nationality
Surveyed Surveyed
Xian 2 8 2 General Managers 4 Hong Kong Chinese
2 Food & Beverage 1USA
2 Front Office 1 Swiss
1 Sales & Marketing 1 Malaysian Chinese
1 Personnel & Training 1 Korean
Beijing 2 12 1 General Manager 4 Hong Kong Chinese
1 Dep.Gen Manager 1 Canadian
2 Food & Beverage 2 UK
2 Front Office 2 Filipino
2 Exec.Housekeepers 1 Singaporean Chinese
2 Personnel & Training 1 Malaysian Chinese
1 Chief Engineer 1 Indonesian
1 Exec Chef
Shanghai 2 12 2 General Managers 3 Hong Kong Chinese
1 Dep.Gen Manager 1 French
2 Food & Beverage 2 UK
2 Front Office 3 Filipino
2 Exec.Housekeepers 1 Indonesian
1 Sales & Marketing 1 Swiss
2 Personnel & Training 1 German
Suzhou 1 5 1 General Manager 1 Singaporean Chinese
1 Dep.Gen Manager 4 Hong Kong Chinese
(Hotel Chief Accountant)
1 Food & Beverage
1 Front Office
1 Personnel & Training
Hangchow 2 12 2 General Managers 5 Hong Kong Chinese
1 Dep.Gen Manager 1 French
2 Food & Beverage 1 Australian
2 Front Office 2 Filipino
2 Exec.Housekeepers 1 Indian
1 Sales & Marketing 1 Malaysian Asian
1 Personnel & Training 1 Singaporean Chinese
1 Chief Engineer
Schenzhen 1 5 1 Dep. Gen. Manager 3 Hong Kong Chinese
(Hotel Chief Accountant) 1 Swiss
1 Front Office 1 Filipino
1 Exec.Housekeepers
1 Sales & Marketing
1 Personnel & Training
Guangzhou 1 6 1 General Managers 1 Macaunese Chinese
1 Food & Beverage 5 Hong Kong Chinese
1 Front Office
1 Exec.Housekeepers
1 Sales & Marketing
1 Personnel & Training
Guilin 1 5 1 Dep.Gen Manager 2 Hong Kong Chinese

1 Food & Beverage

1 Front Office

1 Exec.Housekeepers

1 Personnel & Training

1 American Born Chinese
1 Malaysian Chinese
1 Filipino
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The Growth And Development Of The China Hotel Industry

As established (Tan 1992; Utra 1993; Economist 1994), China is currently
experiencing a period of rapid economic growth, is industrializing rapidly and moving
towards a market based economy, a fact agreed by all of the managers interviewed.
Many of these managers see China as a “last frontier” - a communist country that is
starting to open up to both business and tourism. These hoteliers are experiencing a
large influx of people visiting China, and see a concurrent need for a rapid increase in
the number of hotels for them to stay in. All agree that the industry is developing
quickly, and more and more hotels are opening. In the major commercial centers of
Shanghai, Beijing and Guangzhou this increase in supply has lead to greater
competition, whilst in the more remote towns and cities, such as Xian, Suzhou and
Hangzhou, development is occurring but is currently keeping pace with demand.
Conversely, Beijing hoteliers are concerned that the rapid development prior to the
Olympic decision , which they saw as a big loss of face for China’s capital city, will
slow down some of the much needed development in terms of enhanced infra-
structure, and lead to a down trend in investment in the city, thus affecting their short
term development. However, because of the fast economic growth and despite the
increase in competition, hoteliers in China are optimistic about the future of the
industry, and foresee that there are broad opportunities for increased business, in the

provision of rooms, in food and beverage opportunities, and other ancillary areas.

Several managers commented that with the increasing commercial development in

China, there is a growing need for good commercial hotels. Many of the hoteliers
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interviewed noted a recent increase in the development of lower category properties,
(two star and three star rated) and attributed this to an increase in demand from local
and South East Asian sectors of the market, who they see as looking for budget priced
properties. This was ascribed to an increase in the number of lower level executives,
commercial travelers and company representatives who are now visiting China, to an
increase in the growing package tour business from the developing Asian economies,
and to an increase in the number of local business and commercial users. Managers
stated that at this level of business, the number rooms in the major cities still cannot
meet current demand, and that this middle and lower market sector was seen as a
potential “gold mine”. Managers remarked that many of the existing lower tariff
properties were government operated with very low standards, and that this was an
area of challenge where much development was required. It was stated by several
managers that at one time this sector was seen as an area with limited development
prospects because of the restrictions on local travel, however many managers now
predict that with these restrictions being eased, this will become an area of high

potential because of the ever growing local customer base.

Several managers commented that the “modern” hotel attracted a great deal of interest
and inquisitiveness from local sectors of the market. This was seen as being due to
local curiosity in a developing hospitality culture, where new ideas and western
concepts were being incorporated and were on show, although other managers
commented that there is still some resistance from locals to use a hotel’s facilities as

many have absolutely no concept of a hotel or service. Despite this apparent lack of
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awareness, many managers commented that, because of the buoyant economy, Chinese
nationals have greater disposable income and more purchasing power than ever before,
and most managers had noted recent improvements in their local trade. This was
especially marked in food and beverage areas, despite the fact that in some localities
there are still restrictions on a Chinese national’s use of “foreign” trading ventures, and

that some properties are required to imposed local currency surcharges.

Whilst the local market is seen as important growth area, and budget hotels are being
developing, most of the managers interviewed predicted that most international
travelers would still choose four and five star properties, and known “brand name”
hotels. This was because location is important to the international traveler, and for
safety reasons, i.e. cleanliness and amenities are guaranteed in such properties. One
interesting comment, coming from a manager in Suzhou, was that of the two major
hotels in the town, the different architectural styles of the properties contributed to the
guest mix ratio. His property, a modern four star high rise property, attracted
predominantly a local and South East Asian customer base, whilst the other property,
also ranked four star, had a much higher volume of Caucasian guests due to being built
in a traditional Chinese villa style. Both properties offered similar amenities and had

similar tariffs.

On the converse side, many managers commented that development within the industry

was hampered by severe problems with the local infrastructure. This was apparent even

in Beijjing, which despite being the capital city had poor infrastructure. In most regions,
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managers were concerned that the traveler was inconvenienced by poor airport and
passenger handling systems, poor roads and delivery routes, and by severe customs
and immigration routines. One manager commented that national and local politics and
apparent tourism development policies were often at variance, which was why
infrastructural development were often delayed or postponed. This was seen as a
negative factor in encouraging potential tourism, and despite a great deal of new
developments and attractions in the major cities, this lack of basic amenities severely
hampered growth in the tourist sector of the market. Several managers from the
established tourist towns of Gualin, Xian, and Hangzhou, commented that whilst
tourism was still a big attraction, trade from this sector had slowed down over the past
24 months. This loss had however been compensated by an increasing share of
business travelers, and managers in these cities reported an increase in occupancy of
around 10% over past year. Several of the managers again commented on the fact that
tourism development in these areas was hampered by the lack of regional and national
Tourism Body support. Many also commented that the attitude of local people and of
Chinese bureaucracy to foreign visitors produced a very negative disposition in the
visitors towards the country, particularly those arriving on a first visit. This was
dubbed by many managers as the “this is China syndrome”, and was explained as a
process by which the Chinese people and local officials expected visitors to accept and
conform, without criticism or comment, to their systems and procedures. This was
illustrated by the anger and anxieties experienced by many travelers, which had been

caused by such common problems as delays at airports, in customs and immigration
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procedures, and because of the lack of infra-structure. Hoteliers and tour operators

are then faced with the additional burden of having to defuse the hostility of the visitor.

These included the national and local bureaucratic systems and the associated “red
tape” that they incurred in their daily routine; communication problems, which were
seen as not only affecting daily business but as also having a negative affect on the
tourist, as in many cities only Chinese characters were used, and this was seen as
restricting the tourist’s freedom of movement; cultural problems that the tourist and
the manager had to encounter, and the more pragmatic problems of recruiting, training
and retaining skilled staff with which to offer a quality product. Staffing was seen as a
major issue by all of the managers interviewed, and one manager stated “that because
of the rapid expansion of the industry, current predictions estimate a 200,000 shortfall

of hotel staff in China over next 10 years”.

Changes In The Consumer Base

(a) Accommodation: From the results of the survey it was apparent that managers
were identifying current changes in the patterns of trade and in their consumer base.
These changes varied slightly from region to region, in that some of the properties
were experiencing a growth in tourist business, whilst others were undergoing growth

in business travelers.

The tourist market was still seen as the principal source of business in the towns of

Xian, Hangzhou, Guilin and Suzhou, and in the properties surveyed in these towns,
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managers showed that their tourist market came mainly from European, South East
Asian and USA visitors, in that order. Several managers noted a recent decline in US
visitors and marked increases in SE Asian and European travelers. South East Asian
visitors were seen as the biggest growth area by most of these managers, a fact
supported by recent NTA statistics. (NTA 1993). International business trade,
independent local trade and local business trade was seen as a developing area by these
managers, and as a greater number 1JV companies move into these more remote
regions, as a potential source of future business, but managers still considered these
towns as principally a tourist area. Generally, these hotels still relied on tour groups,
who were mainly westerners on a China tour with an average stay of three nights in
each location. It was also noted that these visitors were mainly of the older age group
(50+) with the available time and disposable incomes for such a tour. Holiday Inns

commented that its brand name helps market internationally to this sector.

In the major cities of Beijing, Shanghai and Guangzhou, the major customer base was
still seen as coming from the business sector. Managers from the properties surveyed
in these cities, stated that the Frequent Independent Traveler (FIT) formed the basis of
their business. However they noted that the Group International Tourists (GIT)
business was also increasing. Again, managers noted the predominant market was
made up of South East Asians, with USA and Europeans providing the next largest
customer base. Managers of these properties also commented that the ratio of
Japanese visitors was much lower than that of other users, as Japanese nationals

tended to favour their own national “brand name” hotel groups.
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In both Beijing and Shanghai, managers had noted an increase in the average length of
stay, with a move from a previous average of three nights to a current average of five
nights, and in all of the Beijing and Shanghai properties surveyed, the managers stated
that stays of four to six weeks in length were not uncommon. These long staying
guests were mainly of the FIT class, and were expatriate managers of other IJV
companies, and visitors from the top end of convention and exhibition trade. Three of
the major city hotels surveyed also provided office and apartment rentals, which
produced a source of long term residents who used ancillary hotel facilities, such as

health clubs, food and beverage outlets and business centers.

In Guangzhou, it was noted that 90% of the customers were of the FIT category and
only 10% were GIT class, and here the biggest providers of customer were Hong
Kong, Japan, and the USA. It was clarified that the actual guest was not necessarily a
national of these countries, but that the reservations were made from these countries.
By nationality the hotels surveyed experienced a high proportion of western customers,
closely followed by South East Asians, with an average stay of just under three nights.
This they interpreted as resulting from the fact that Guangzhou was not of particular
interest to the tourist, being mainly a commercial and industrial city, and was a natural

gateway into China from other locations.

The property surveyed in Shenzhen was quite unique in that it experienced a high

volume (40%) of “walk in trade”. This was explained by the fact Shenzhen is a
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border town, and many local Hong Kong Chinese, and short stay visitors to Hong
Kong made the relatively easy cross boarder trip to experience China. Managers in
this property commented that their trading pattern was quite unpredictable for this
reason, but was made up in principle of local Hong Kong Chinese taking short rest and
relaxation trips into China, followed by short stay South East Asian, European and
Japanese tour groups. The foreign & local FIT travelers represented a relatively small

proportion of their business (12%).

(b) Food and Beverage: All of the hotels surveyed commented that the local market
was developing rapidly, especially in the food and beverage areas. Chinese banqueting
in particular was viewed as a big growth area, contributing as much as 12% of total
food and beverage revenue, and was seen as an expanding avenue for corporate and
personal entertaining. One property commented that banqueting represented 50% of its
Chinese food and beverage business. Another property surveyed commented that 80%
of its food and beverage “walk-in” trade came from those locals with increased
spending power, and that the average food and beverage check from these consumers
had doubled over the two year period from 1992-94. Managers from this property
also commented that local users were not as demanding as foreigners and were far
easier to satisfy, as they had less of a base for comparison than overseas visitors and

lower expectations in terms of service and quality.

It was also felt that more locals wanted to experiment with western food outlets. Many

hoteliers reported a growth in local customers using their international buffet outlets,
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whereby Chinese locals could experiment in relative safety, knowing that there were
also familiar foods available. Several other managers commented that whilst locals
were still not generally accustomed to western foods, they are beginning to use the
western outlets for “face”, and came to be seen. This was seen as something of a new
trend, but with a great deal of potential for future development. However, most
managers also agreed that locals staying in the hotels preferred the Chinese restaurant
outlets, as the majority of such users were still not familiar with western food, and that
many locals perceived western and international outlets to be more expensive. One
manager commented that in his hotel around 30% of local Chinese residents used the

Chinese outlets compared to only 5% using western outlets.

With this increase in local trade several managers, particularly those from the major
cities, commented that this sector of the market were becoming more demanding in
their wants and needs. The reasons given were that as a greater number of PRC
business men are experiencing overseas travel, are becoming more exposed to western
concepts and are better educated, the managers felt that their expectations were

growing, and that they “knew what to ask for” in terms of service and provision.

Several hoteliers reported other changes in the food and beverage markets, notably

that in the GIT sector the demand for group meals was declining, with tourists

preferring to use the hotel outlet of their choice, or outside restaurants.
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Changes In Consumer Wants & Needs.

All of the hoteliers interviewed agreed that the wants and needs of travelers in China
have changed over the past decade. Most managers were of the opinion that
international guests perceive China has now opened up and should be equal to other
countries in hotel provision, and that all categories of guest are expecting a greater
degree of value for their money than ever before. Most of the managers distinguished

between the wants of FIT’s and GIT’s.

Basic tourist expectations (GIT) were perceived by managers to include; a clean
environment; safe water; safe and secure surroundings; 24 hour food and beverage
facilities with good (safe and familiar) food; and friendly helpful staff who could speak
English. Most hoteliers agreed that tourists were not too concerned about facilities
and amenities, as they were generally out of hotel all day, and just needed restaurants
and bars in evening, with perhaps a swimming pool and some form of in-house
entertainment like a cultural shows. Many hoteliers also considered that the tourist

accepted the slow pace of China better than the business traveler.

By comparison, FIT customers are seen as more demanding, and as they are more
experienced travelers it was perceived that they expect standards equal to those found
in their home countries, or in other South East Asian centers, such as Hong Kong,
Singapore or Taiwan. Business people were seen to have much higher expectations
than the tourist, and consequently it was felt that they were making increasing demands

from the hotels. The FIT customer, more aware of quality and value, was seen to
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make comparison with other international hotels, both in China and elsewhere, and in
general expected better service, superior rooms, more in-room / in-house facilities, and
up to date and easily available communication facilities. Hoteliers also generally agreed
that as the FIT pays more than the group tourist, it is natural for them to expect more.
Consequently some of the managers interviewed stated that they actively try to give
FIT’s better value, by providing them with better service through superior rooms,
executive floors, upgrades etc., whilst group tourists get a standard package. Many
hoteliers had guests who had traveled via Hong Kong or Singapore, and were thus
making comparisons with hotels in these cities. It was thought that many such guests
saw the hotel’s physical standards as poorer in China, but thought the staff were
friendlier, and often perceived them to have better language standards than their

counter-parts in Hong Kong.

China’s hotel rates were traditionally cheap, but are no longer so. Hoteliers were aware
that recent rate increases are now putting hotel prices in many of China’s major cities
on a par with those in other regional and international locations. Consequently their
customers are rapidly having to coming to terms with increased pricing, but as a result
are demanding increased value, increased facilities and consistently high standard of
service. The hoteliers interviewed generally agreed that whilst the hotel hardware
packages were often equal to those found elsewhere, the quality standards found in
China, particularly as related to food and beverage provision, provision of hi-tech
facilities, customer care and general service levels, are much lower than those found in

other parts of the region. This was seen as a major problem, and even more so when
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customers were buying a brand name based on experience with that company in other
locations. It was also perceived that the relative newcomer to China made little
allowances for the problems the industry is experiencing, and that these business
travelers felt that; “as the price is the same as elsewhere so the service should be
equally as good”. By comparison, some managers felt that many of the “old China
hands”, with long experience of the country, and who were suffering similar problems
in their own industrial sectors, made allowances for 1JV status, and accepted more
readily the “this is China” syndrome. FIT customers were generally seen as needing to
be satisfied with everything they ask for, and whilst managers accepted that they
cannot please all customers 100% of the time, as guests will always demand more, the
FIT consumer, when dissatisfied needed a good channel to complain through, and that
local staff were not always able to provide this. Despite menu and beverage variety
often being limited because of difficulties in accessing commodities, managers also
thought that their guests now had greater expectations in food and beverage areas and
had high service expectations. In some properties managers thought that their staff
were meeting these needs, whilst other still saw a gap in the food and beverage areas.
Local Chinese customers and other ethnic Chinese, especially those from Hong Kong,
who used food and beverage outlets were often seen as very demanding. One manager
stated that “they think China is backward and expect your staff to bow down to
them”. Some Hong Kong Chinese visitors were seen as coming to China to display
their wealth and to “show off” as prices are generally still cheaper than in Hong Kong.
The local noveau riche, particularly in Southern China, were also seen as a difficult

category of customers. Managers commented that they “forget their own people and
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like to throw their weight around and show their money off”, and they generally
displayed an attitude which managers felt their service staff resented, considering it
impolite and frustrating. Many locals were also seen to have high expectations in terms
of hotel hardware, whilst their tastes and expectations of food and beverage service
were still more geared to local taste and expectations, and that they made comparisons

with home in these two areas.

The Expatriate Manager In China.

Of the sample interviewed (n=65), a simple numerical analysis of nationality, ethnic
origin, job category, and job category by ethnic origin was carried out. (See Tables
5.1t0 5.5). This was done to discover the relationship between nationality/
ethnocentricity and job type, and to ascertain the percentage breakdown of the
different nationalities of expatriates working in China. It was hoped that these findings
may link with those from the staff surveys, and help hotel corporations in locating
those categories of manager who may be most successful in different areas of
operational management. Of the managers interviewed, the breakdown by nationality
(See Table 5.2) showed the highest percentage of expatriates to be employed in China
were Hong Kong Chinese managers who represented 46% of the total sample, the next
most frequent category employed were managers from the Philippines (13%)

followed by UK nationals (6%).

When the data was analyzed according to ethnic groupings (See Table 5.3), of all the

managers surveyed 58.5% were ethnic Chinese; of this category the majority (79%)

originated from Hong Kong, and the remainder from Singapore, Malaysia and USA.
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South East Asian managers represented 21.5% of the total sample, with Filipino
managers being the highest representatives from this category (64.2%), followed by
Indonesian managers (21.5%). Western managers represented 20% of the total
sample, the highest numbers in this sector being UK managers (31%), and Swiss
(23%). It should also be considered that of the managers surveyed all were originally

western trained.

Table 5.2- Expatriate Managers By Nationality

Nationality No. %
Australian 1 1.5
Canadian 1 1.5
Filipino 9 13
French 2 3
German 1 1.5
Hong Kong Chinese 30 46
Indian 1 1.5
Indonesian - Non Chinese 2 3
Korean 1 1.5
Macaunese Chinese 1 1.5
Malaysian - Chinese 3 4.5
Malaysian - Non Chinese 1 1.5
Singaporean - Chinese 3 4.5
Swiss 3 4.5
USA - Caucasian 1 1.5
USA - Chinese 1 1.5
UK 4 6
Total Sample 65 100%

Table 5.3 - Expatriate Managers By Ethnic Grouping
Hong Kong Chinese | Other Chinese S.E. Asian Western
< 58.5% > 21.5% 20%
n=30 [ n=8 n=14 n=13

When analyzed according to job classification (See Table 5.4) General Managers and
Deputy G.M’s represented 23% of the total sample. The greatest percentage of

operational managers surveyed came from both Front Office (18%) and Food &
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Beverage (18%) departments, followed by Personnel & Training managers (15.4%),

and Executive Housekeepers (13.8%).

Table 5.4 - Expatriate Managers By

Job Classification

GM | DGM | Engineer | Ex. HK | F.O. F&B | Ex.Chef | P&T S&M
<23%> 3% 13.8% 18% <18% > 154% | 7.6%
n=9 | n=6 n= n=9 n=12 n=11 | n=1 n=10 n=5

By cross-referencing job classification and ethnic grouping (See Table 5.5), it was of

interest to note that western nationals formed more than half (55.5%) of all the

General Managers surveyed. Other Chinese nationals provided 33.3% of the General

Manager category, whilst Hong Kong Chinese represented only 11% of this category.

Conversely, ethnic Chinese provided 100% of all Deputy General Managers surveyed,

with Hong Kong Chinese representing 66.6% of this group. It was also of interest to

note that a high percentage of Executive Housekeepers (66.6%) were of South East

Asian origin, as were 40% of Personnel and Training Managers, and that Westerners

formed the highest group of Food & Beverage Managers (54.5%), closely followed by

Hong Kong Chinese (36.3%)

Table 5.5 - Expatriate Managers - Job Classification By Ethnic Grouping

Job Title HK Chinese | Other Chinese | SE Asian Western
Y% n= % n= % n= % n=
General Managers (n=9) 11% 1 33% 3 0% ]| 0 55% 1| 5
Deputy General Managers (n=6) 66% 4 33% 2 0% ] O 0%] 0
Chief Engineers (n=2) 0% 0 0% 0 100% | 2 0% 1] 0
Executive Housekeepers (n=9) 22% 2 11% 1 66% | 6 0% | 0
Front Office Managers (n=12) 75% 9 8% 1 17% | 2 0%} 0
Food & Beverage Manager (n=11) 36% 4 9% 1 0% | O 54% | 6
Executive Chef (n=1) 0% 0 0% 0 0% | 0 100% | 1
Personnel & Training Mgrs (n=10) | 50% 5 0% 0 40% | 4 10% | 1
Sales & Marketing Manager (n=5) | 100% 5 0% 0 0% | 0 0% ]| O
Totals (n=65) 30 8 14 13
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Problems Encountered By Expatriate Managers.

All of the expatriate managers interviewed had previous hospitality experience in their
home countries, and most had international experience in other countries, many in
South East Asia. Of the sample interviewed (n=65), over 30% had been working in
China for more than five years, some for as long as fourteen years, and yet despite
obvious differences in nationality, ethnocentricity, job classification, age, background
and experience, all of the managers interviewed had encountered problems with their
China posting, and many were still experiencing these problems. The most frequent
problems encountered by expatriate managers were in the areas of, exposure and
adaptation to a new culture; communications; internal and often conflicting
management structures; pressures arising from the Chinese political and bureaucratic
structures; attitudes of local staff, general staffing problems; personal conflict arising
from differences in standards and perceptions of isolation; and lack of pre-assignment

training.

(a) Cultural Problems: Initial cultural problems, and difficulties with local systems
and bureaucracy were a cause of anxiety to most of the expatriates interviewed. This
problem was not limited to western expatriates, but was experienced by almost all of
the managers at the initial stages of their assignment. Many managers stated that on
arrival in China they experienced, for a variety of reasons, severe culture shock and
many difficulties in understanding and accepting local customs, local people and the
systems in daily use. Most agreed that new expatriates need an prior understanding of

local culture as they are immediately “on show” and rapidly have to conform to local
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standards. Settling in periods of up to one year were frequently reported, with many
managers stating that they were often impatient with the “system” at first. All agreed
that there was a need to accept and work with the local system in order to achieve
results, and most agreed that despite the challenges, there was ample opportunity to
achieve success. Many of the managers interviewed agreed that the pressures of
adjustment were adequately compensated for by good benefits and salary packages,
although the more junior managers thought this was most apparent for those at top of
scale. In terms of personal qualities managers stated that a high degree of patience,
creativity and flexibility was required of them, and that corporate management must

allow a high degree of freedom in which to operate.

(b) Communications Problems: Communications problems of some kind were
experienced by all of the managers in the sample group. Many of the western
managers simply attributed this to the fact that they did not speak Putonghua.
However most of the ethnic Chinese managers, and some of the South East Asian
managers did have a knowledge of this language, and yet still commented that they
experienced problems in their communication with locals. Several ethnic Chinese
managers stated that; “the local people were hard to communicate with at first despite
a common language”, and, that because of physical similarities, Chinese and Asian
expatriate staff were naturally expected to speak Putonghua. These managers
attributed the problems of communication to cultural variances and to differences in
local dialects. Despite having Putonghua as an official and majority language, China

has seven major Chinese root languages and over 90 different minor dialects in daily
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use. Expatriate Chinese and other Asian managers also considered that most
communication barriers were caused by differences in cultural conception, and that
despite apparent cultural similarities, many local Chinese saw these managers as

holding very different ideas, having been exposed to “a western marriage”.

Several western managers expressed concern over accuracy in interpretation, many
stating that instructions were often deliberately misinterpreted. One General Manager
even when so far as to state that their interpreter’s first loyalty was to the communist
party, rather than to the hotel. Many of the western managers considered language
training as an important aid to communication, and stated that prior language training
would have been an advantage to them in the work environment. However they stated
that it was hard to learn the language on the job because of working pressures. A
minority of western managers did not seen any need for language training, stating that
as their hotel wanted staff to use English, the most accepted international language, in
their opinion this was unnecessary. They qualified this conviction by stating that they
generally employed staff with good English, and that use of English was good training

for their local staff.

(c) Problems With Organizational And Management Culture: Many of the managers
interviewed were experiencing concurrent problems with organizational and
management culture, particularly in properties where there was a high degree of local
investment. In such properties it was usually to find a management structure with two

or even three horizontal tiers of management, i.e. the guest hotel operator or
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management company; the local investor; and the local communist party
representatives. Many managers saw that they were expected to serve two or even
three very different masters, and that it was often difficult, or even impossible, to
satisfy all of them. Local and corporate views were frequently in conflict over
differences in policy and opposing political beliefs, all of which caused problems
between staff, owners and managers. This situation repeatedly created a great deal of
antagonism between the parties involved, and was reflected by obstacles being raised in
decision making areas; by conflicting instructions being given; in staff attitudes towards
the managers of guest companies; by different expectations of performance standards;
and by problems in staff management. Several managers commented that it was almost
impossible to discipline staff, and that the personnel functions of hiring, firing and
recruiting staff was subject to almost untenable pressures, created by local influence.
Other expatriate manager commented that local owners expected them to maintain
unrealistically high standards, due to the fact that expatriate salaries were 10-20 times
higher than those of local managers. Thus the expectation was that their output has to

be proportionally greater, and they had to be seen to give value for money.

(d) Problems Arising From Political And Bureaucratic Structures: This area will be
fully dealt with in a later stage of the findings. In brief the major bureaucratic problems
managers were faced with arose from; the use of guanxi; the problems with sourcing
supplies; the lack of accepted international standards; problems with customs and
excise systems; and personal problems in accessing visas and work permits. The

accepted use of “guanxi”, or backdoor routes to resolve a problem, was a common and
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accepted way of doing business in China, and appeared to be particularly prevalent in
all areas. This seemed to be a greater problem for western managers to come to terms

with than for ethnic Chinese managers.

(e) Problems With The Attitude Of Local Staff Towards Expatriates: The managers
surveyed reported several conflicting view points in this area. Western managers were
generally of the opinion that local staff do not seem to resent western expatriates, that
they see them as trainers, and as the locals want to learn, such managers are generally
well tolerated. A number of the western managers held the perception that the local
staff were more prejudiced against other ethnic Chinese expatriates, particularly those
from Hong Kong and Taiwan. In their experience, these expatriate Chinese managers
frequently appeared to view the locals as inferior, uncultured and backward, and locals
frequently took delight in reminding them of their ethnic roots. One western General
Manager stated that, shortly after his appointment several members of his staff told him

that; “if he had been a Chinese expatriate many would have left their jobs”.

One group of expatriate managers, all from Hong Kong, saw this in a very different
light, holding the view that the Chinese locals need expatriates for training purposes.
Their perception was that their staff liked them, respected their superior knowledge
and experience, and want to learn from them. This same group of managers also
stated that they had experienced few real problems in settling into China as they had
the same cultural background, and that as most of them spoke the language therefore it

was far easier for them to communicate with their staff than for western expatriates.
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Conversely, other Hong Kong managers shared the western managers view point that
locals were particularly hard on Hong Kong expatriates. They felt that they were not
respected because whilst they had the “same face ” they had a markedly different
culture. Many thought that locals saw them as coming for “fast money” and then
getting out as quickly as was possible. One Hong Kong national reported that he was
told that “China is a big nation but Hong Kong is only a small one”. It should be noted

however, that many of the long serving expatriates were in fact ethnic Chinese.

The South East Asian managers’ opinions on this position generally concurred with
those of their western counterparts in that local staff react very differently to different
nationals. Several stated that whilst local staff can relate to personalities rather than
nationalities, most of this group thought that local staff did not respect overseas
Chinese very much. They also felt that locals viewed other South East Asians as good
trainers; thought they were sympathetic; and that they especially liked Filipino
expatriates. This group of managers saw that whilst their staff reacted differently to
different cultural managers, they were most subservient to white Caucasians than to
fellow Asians and even less amenable to fellow Chinese. This was supported by
several statements that local Chinese saw the westerners as having greater international
knowledge and higher technical skills. Many South East Asian managers stated that
whilst they had to prove their worth, and needed to demonstrate their ability by
example, most westerners were not questioned by staff , as it was unequivocally
accepted that; “they know the answers”. Several managers held the viewpoint that the

attitude of local staff towards Hong Kong Chinese managers extended to Hong Kong
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Chinese customers, and that staff served westerners far better than they did overseas

Chinese.

Most managers agreed that it was important to develop good working relationships
between themselves and their local staff. Many saw themselves in the role of the
trainer, or that they were selling professional know how and that the locals relied on
them to learn new skills. They saw training as an important way of promoting new
ideas and concepts, and to do this effectively they needed to gain the trust and respect
of their staff. Whilst all of the managers saw their leadership role as being very
important to achieving results, many employed different tactics to develop this role.
Western managers seemed to frequently operate from the premise that they were
“caretakers” passing on skills and experience, South East Asians seemingly worked
hard to gain trust and respect through empathy and example, whilst some of the Hong
Kong apparently saw a need for a strong paternalistic management style, stating that

they “cannot be easy going”.

() General Staffing Problems: ~Many of the managers in the sample reported that
they had experienced problems in coming to terms with subordinate staffs’ technical
abilities and skills, and with their general attitude to the hotel industry in general. Most
experienced a vast shortfall in staff skills to those found in their home countries.
Whilst this problem will be addressed later in greater detail, managers found this
obstacle to be one of the major culture shocks that they had to absorb. Generally they

viewed the difficulties they encountered as being related to the fact that in China the
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hospitality industry was less well developed; and that the service ethos is not

considered a strong characteristic of the Chinese culture.

Many managers commented that prior to their posting it was hard to visualize the lack
of experience apparent in China, nor the need to start from very basic principles in any
undertaking. Prior expectations of staff ability were found to be very different to
reality, most managers came expecting basic skills which they discovered were not
there. General service standards were viewed by all he expatriates as being very low;
and the expatriate managers found that they could not make the same demands of
Chinese staff’ as compared to staff in their home country or in other South East Asian
locations. Most managers attributed this to a variety of factors which included
frequent encounters of the “this is China syndrome”. These expatriate managers
tended to believed that a large proportion of local staff of all grades, viewed their work
as merely a job, and as yet had little tendency towards loyalty or professionalism. This
was seen as stemming in part from a lack of technical skills, but more so from a lack of
awareness about how the hotel industry works. Staff were seen as having little
understanding of the concept of “the part affecting the whole”, and tended to work in
isolation rather than as a team. Unity was viewed as a big problem by managers, who
saw that team spirit was lacking amongst their staff. Staff tended to see themselves as
individuals or as small units. This attitude was believed to have been fostered by the
values of the cultural revolution. The managers interviewed believed that the gap
between the years of 1930, when the industry closed, and 1980 when it re-opened has

caused in China, an almost total loss of what may be termed as the “service ethos”.
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Several managers reinforced this opinion by quoting the axiom that; “the sleeping lion
takes a long time to wake”, and explained the service gap as being a carry over from
the cultural revolution. This, they tended to believe, had developed and sustained an
attitude amongst PRC staff whereby they are reluctant to do more than the very basics

required of them and have little interest in taking on responsibility.

This attitude amongst staff was reported by many of the expatriate managers as being
highly frustrating, and tended to lead managers into what was described as a “hands on
working management approach”. This was viewed as being a necessary approach
because managers found that they could not delegate successfully or rely on staff to
carry out instructions competently. Managers also claimed that they found a greater
need to check on work in the PRC than in other locations, as staff, whilst acceptable to
instruction, would not take any initiative. Consequently, many managers believed this
to be a limiting factor, in that they were neither accomplishing the full requirements of

their job designation, nor were they working to their maximum potential

Many managers also commented that local staff tended to put new managers to the
test, or “gave them a hard time” until they had proved themselves. This view was
more apparent amongst South East Asian and ethnic Chinese expatriates than amongst
western managers. Youth was seen as a problem by several of the expatriates
interviewed, in that Chinese cultural traditions respect age, and view age as a necessary
prerequisite to seniority, wisdom and experience. These younger managers (under 35

years) stated that “local staff often put them to the test”, and that trust and respect

151



came only after demonstration of ability. Again these managers came predominantly
from the ethnic Chinese and South East Asian categories. By comparison younger
western managers generally found that an awareness of their western training worked
to their advantage, and they had less of a need to demonstrate ability. However all
ethnic groups of managers did agree that to some extent they were called upon to
justify their existence because of the differentials in salary structures, several reporting
that staff had commented; “You are expatriate, you must work harder because you

earn more”.

(g) Problems Arising From Personal Conflict And Perceptions Of Isolation: Most
managers admitted that they experienced some degree of personal conflict arising from
differences in standards and many were professionally concerned that this shortfall in
the intrinsic ability of local staff initiated a need to compromise their own standards.
Many of the managers interviewed felt that they have had to lower their personal
standards and expectations in order to achieve even moderate success. Expatriates
generally felt this to be a dangerous precedent, and that given too long an assignment
in China it was easy to become complacent and lose momentum. Several managers
commented that as expatriates have to do much training, they must of necessity keep
up to date, and this aspect is seldom considered by parent companies. Managers stated
that they felt a need for periodic re-orientation and refresher training particularly if they
were on a long contract. This was viewed as a necessary break in which to stimulate
their thinking and to keep up-to-date with new ideas and technology. Several

managers also considered that working in some parts of China equated to a hardship
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posting, and that being “away ” in what they considered as a cultural backwater could
have adverse effects on their career development. From a career development
viewpoint, managers considered it better to be working in a large city rather than in
one of the more provincial areas, where there was little interchange of new ideas and

thus it was easy to feel isolated and to become stale.

One manager with two years current experience in China and two prior years
experience in Vietnam, considered that despite a similar communist regime, Vietnam
provided better conditions for expatriate employment. He commented that Vietnam
was much more developed than the PRC in many areas; explaining that the pace of
growth for the hospitality industry was more rapid and that the people were less
conservative and more adaptable and accepting of new ideas. He qualified this by
stating that despite a common political system, Vietnam has a recent experience of
colonialism and of western concepts, the people liked foreigners more, and have a
culture incorporating the service ethos. He stated that “China was a nation trying to
stand on two boats”, by this he meant that China was struggling to retain its traditions,
and its own methods of practice, whilst at the same time attempting to incorporate and

adopt western concepts and principles.

Personal relationships with other expatriates managers were considered as very
important. Managers saw a great need to rely on each other for a variety of functions
such as internal liaison, future planning, maintenance, inter-departmental support, and

technical back up. Without this support, managers again tended to feel isolated. This
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experience was seen to be compounded by the relatively high turnover amongst
expatriate staff, especially in food and beverage departments, and because of this
turnover, managers considered that it was difficult to form good working relationships.
On account of the inter-dependency between departments, such a high turnover rate
has a destabilizing effect on those remaining individuals, on staff who have to get used
to a new manager and new ideas, and on the general well being and morale of the

departments concerned.

(h) Problems Arising From Lack Of Pre-Assignment Training: In general almost all
of the expatriates interviewed felt they needed to know more about the local
environment before their posting. Only one manager interviewed had a positive
experience of good pre-assignment training and exposure, and this was from a previous
employer. Managers experienced a variety of “culture shocks” because of poor
orientation or prior training. Many complained that their employer had been of no
assistance, that they were given no orientation, and no help in dealing with the local
bureaucracy in gaining visas and work permits. This was considered by many as very
off-putting, as a big cultural shock, and as a initial disappointment to what promised to
be an exciting and stimulating appointment. All managers considered that they
encountered lots of obstacles at first, but that other more experienced expatriate staff
were supportive and helpful. Most managers felt that their company did little to
prepare them for a China posting. Any help given by corporate employers was done in
an informal manner, and no specific training programmes were provided. All of the

managers considered self preparation as important, and most had made personal
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enquiries about the country before arriving. However they stated that this did not fully
prepare them for the “reality of China”. Several managers suggested that it would be
an advantage to visit China before an assignment in order to gain some concepts of the
country and its culture. Managers also frequently complained of the long working
hours involved in China postings, of the lack of a social life, and of the fact that they
had little chance to mix with other expatriates out of the working environment. They
believed this lack of social opportunity lead to a greater work involvement, and many
considered this to be a hidden, but constituent part of their contract, in that the high
degree of work involvement was an aspect that their employers were fully aware of,

and one that they capitalized on.

An Expatriate Profile Of Hotel Staff In China.

All managers saw the recruitment, retention and training of staff as one of their biggest
challenges. Many properties, especially those in the major cities and commercial areas,
complained of an exceptionally high turnover of staff,. One property in Beijing
reported experiencing a staff turnover rate of almost 30% per annum; i.e. 50-60
employees were leaving each month; another property in Guangzhou had an even
higher rate of staff turnover at 42%, and in Shanghai one manager stated that after two
years of operations he had only 10% of the original staff remaining, which from a staff
role of 2700 represented a loss of almost 1250 people per annum. Suzhou was the

only area where staff turnover was very low.
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In many areas, although not all, staff distribution is under the control of the local
government or communist party. In principal this means that hotels often have a very
limited choice over whom they can employ, several managers commenting that the
wholly state owned properties take priority over IJV hotels when staff are allocated.
Many IJV hotels are required to operate under a government contract system, whereby
they are guaranteed a fixed number of staff for a fixed period of time. By this system
allocated staff are bonded to a hotel for a period of three years, and should they choose
to leave, they are required to pay a penalty of one month’s wages. Although
prospective staff are offered some degree of choice by local employment bureaux,
many managers complained that government employment agencies have a tendency to
press unskilled staff onto IJV hotel companies, and that it is only university graduates
who have any reasonable degree of choice from amongst the available jobs. Most
managers reported that whilst their personnel departments frequently liaise with these
government agencies, the systems involved are highly bureaucratic and that to engage
new staff can take as long as three months. Managers also commented that the
government contract system fails to achieve the desired results of retaining staff, in that
the penalty imposed is relatively low compared to the rewards offered by other IV
sectors, and is often paid by the staffs’ new employer. This employment problem is
compounded in many cities by government regulations that prohibit the legitimate
employment of part time staff, although in some regions, i.e. Shanghai and Guangzhou,
the enforcement of such regulations are becoming relatively more relaxed than in the

past.
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The problem of high staff turnover was explained by many managers as being due to

a large volume of trained staff moving to, or being poached by, other IJV industrial
sectors. Staff , especially guest contact staff, were reported as seeing the hotel
industry as a first class training base, whereby they could quickly gain marketable
skills. Once trained they would then move on to outside “private enterprise” where
salaries are much higher, and employment conditions are often more agreeable. Most
managers now consider that they need to be able to offer good salary scales and better
packages to attract and motivate staff. In most areas and due to the nature of the joint
venture agreements with local government, hotel salaries set at a relatively low rate.
The average hotel worker currently (1995) earns around RMB2000 (US$100/
UK£160) per month in the major cities and less in the provincial cities. By comparison
local commercial restaurants, and other non-hotel IJV companies can offer salaries of
between RMB4000-10,000 per month. Whilst mangers believe that hotel work has an
initial appeal to staff’ because of the “high face” and prestige associated with working
in what are considered as luxurious surroundings, the reality of retaining staff is now

seen as pay.

This increased competition in the job market is contributing to the high turnover rates,
is making recruitment harder and more aggressive, and is leading to a situation
whereby it is difficult to engage and retain trained and qualified staff. Managers noted
that despite attempting to maintain corporate standards in recruitment policies, because
of the prevailing situation these had by necessity become much more relaxed in the

PRC. Managers commented that whilst it would be highly desirable and they would
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like to be more selective in recruiting suitable applicants, if such criteria were rigidly
enforced they would be faced with a severe shortage of staff. Consequently hotels are
faced with the need to employ a large proportion of inexperienced staff and to provide

on going training for these young and unskilled employees

Managers in several properties observed that the hotel industry in China was a very
young industry, with the average age of staff being around 20 years, and that around
60% of these staff have less than six months experience. Almost all of the managers
commented that there was no pool of trained staff to recruit from, and that it was
almost impossible to hire experienced peopled. One managers illustrated this point
when she commented that “some do not even know what a knife and fork is”. Hotel
properties generally found it hard to recruit experience, resulting in comments from
managers that “you have to make do with what you can get”, thus almost all properties

by necessity, employed a large percentage of very raw “trainees’.

As previously discussed, the managers interviewed were all concerned that local staff
have only basic skills, and this was seen as a major factor contributing to the low
standards found in many properties. This lack of experience was encountered almost
universally in the towns and cities surveyed. Yet despite this lack of basics, managers
perceived that staff all wanted “good face within the organization; that is a good job
title; rapid promotions; good benefits and a big salary”. Managers saw a tendency for
staff to apply frequently and at random for a change of job within the organization to

achieve the above goals, for example, managers quoted examples of housekeeping staff
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wanting to move to front desk for prestige, of public area attendants asking for
transfers to food and beverage, etc. Managers saw this as due to a lack of an overall
understanding of the industry, considered that staff did not have an awareness of the
“big picture”, and thought that many new employees were not even fully aware of
what an hotel is. Managers frequently reported having to start from first principles
when training such staff, a process that entailed long term and on-going training
programmes. Conversely, some managers saw a positive side to employing these
younger age groups, as these staff were recognized to be more flexible, less deep
rooted in their political beliefs, and that it was easier to change the attitudes of such

staff.

Lack of adequate hotel schools who provided a base of trained graduates was also seen
as contributing to the staffing problem, and managers related a need to identify
potential from amongst the younger elements of employed staff who were interested,
motivated and trainable. Internal promotion based on ability was viewed as a good
motivator, and as a necessary tactic in the battle to retain staff. However, again this
was proving problematic, as because of the contract system many properties were only
allowed to have a fixed percentage of local supervisors and managers. One of the
companies surveyed used a staff grading system, and were only permitted to employ
local supervisors on the lowest grade. This was seen as unfair by local staff and caused
many proficient local staff at supervisory level to leave for outside jobs. Expatriate
managers from this company commented that this potential turnover of good

supervisors was the biggest danger to quality maintenance.
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Several managers again commented that because of the cultural background and recent
political history of the country, the PRC has no recent background of the hospitality
business and that consequently staff lacked awareness of the working principles of the
hotel industry. In general terms staff were seen as lacking the service ethos, preferring
high profile jobs, disliking split shifts, and as viewing hotel employment as hard and
busy work. Managers commented that many staff had an aversion to working long
hours and frequently took long unofficial breaks, this was attributed to the precepts of
the cultural revolution, whereby it had become traditional for workers to start their
jobs early and finish late, and thus to take a rest in the middle of the day. Managers
also commented that many rank and file staff saw their work as only a job, and thus
had little motivation to perform well. This led to a need to monitor staff frequently in

order to prevent standards from falling or policy from being eroded.

Difficulties in maintaining standards were frequently experienced by almost all of the
managers interviewed. This was attributed to a variety of factors, some of which have
already been discussed, and which included; a lack of motivation by staff; a lack of
structure amongst work teams; limited potential; language and communication

problems; and a poor level of local decision making ability.

Lack of motivation appeared to be a commonly identified characteristic amongst hotel

staff, and was attributed to circumstances which included; a widespread failure of staff

to differentiate between job and career status; current wage and employee benefits
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issues; and the influence of political history and culture. Again much of the problem
was ascribed to the “this is China syndrome”, whereby staff were accustomed to only

having to perform to a minimum requirement.

The lack of structure amongst work teams was described by managers as an innate
ability amongst many staff to work as a team, to share responsibility or to attain group
goals and objectives. There appeared to be a direct link between this lack of structure,
the lack of motivation, and the poor level of decision making ability apparent in many
staff. Managers commented that whilst most staff could accept specific job
responsibilities and would performed well in fulfilling precisely defined tasks, this
appeared to be the limits of their capability. Many managers again saw this as related
to the cultural and political background of modern China, and that because of this
tradition staff apparently held a strong belief that they should do no more or no less

than their pre-defined work role required.

Almost all of the expatriate managers expressed an opinion that this type of attitude led
to a poor level of local decision making, stating that local staff frequently passed
almost all decisions back to the expatriates. Many mangers commented that this lack of
ability to make decisions frequently caused severe problems at the point of customer
contact, where staff often displayed this characteristic to a point of avoidance.
Managers reported having to handle many difficult situations with guests who were
making requests for service and information, or who were complaining. Such problem

cases had often resulted from, or been compounded by this aspect of their staff’s
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behavior. Managers cited numerous examples of staff failing to acknowledge, or just
walking away from customers when call upon to act in a decision making capacity.
Consequently the prospect of staff empowerment was seen only as a futuristic
possibility and was viewed by several managers as being impossible in the conditions
prevalent in the PRC today. In the two properties where this concept had been
attempted, local staff were seen to abuse this power, one example quoted of such
abuse was that when Front Office staff had been given the authority to discount room
rates they had been observed to “sell this discount on to personal friends, or to

personally take a cut from walk in guests”.

The lack of decision making abilities amongst staff was seen as relating to the cultural
perspectives outlined earlier, to the fact that staff were not yet secure enough in their
role to take responsibility, and to a widespread belief amongst staff that managers, and
not the staff themselves, were there to solve problems. According to many of the
expatriate managers, local staff believed that as the expatriates were highly paid they
should accept total responsibility for decision making. One manager also pointed out
that as the wage differential between workers and local supervisor was very small, staff
saw there was little need to work harder and take on additional responsibility when the
rewards for doing so were insufficient. Managers commented that good opportunities
for local promotion did exist, and again reiterated that many staff failed to grasp the
importance of long term career objectives. Despite the big differential between local

and expatriate salary scales, many managers stated that their companies would be more
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than happy to pay locals at the same rate as expatriates, if they performed well and

displayed and ability to accept responsibility.

Government And Bureaucratic Systems In China.

When expatriate managers were asked to comment about their dealing with the
government and bureaucratic systems in China there was a degree of mixed response.
Ethnic Chinese expatriates managers often felt that because of their ethnicity they had a
similar cultural background and were better equipped to cope with the system.

Western and South East Asian managers frequently felt more disadvantaged. However
all managers reported experiencing problems in several significant areas. These may be
summarized as: conflicting internal organizational structures; the frequent use of
guanxi & bribery; slow moving bureaucracy and red tape; establishing supplies and

resource systems; dealing with culture and traditions.

(a) Internal Organizational Structures : Multi tiered systems of internal
organizational structures frequently caused problems for expatriate managers. In many
properties it was common to find a management structure, imposed by unchangeable
1JV agreements, with a multiplicity of horizontal management tiers, i.e. managers
employed by the guest hotel operator and/or its guest management company; those
nominated by the local PRC investor, normally the local communist party; and those
union representatives, or “cadres”, nominated by local party work groups. Some
properties were operated under franchise arrangements which added a further

dimension to an already complex management structure. For example, one property
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surveyed was trading under and managed by an internationally recognized brand name,
who supplied one tier of management; this parent company had agreed a franchised
arrangement with a group of Hong Kong investors, who provided a second tier of
management representatives; these in turn had an IJV arrangement with the local
communist party, who then introduced a third tier of local managers into the scenario;,
and finally the hotel work group established a fourth tier of management

representatives into the organization.

Areas with especially strong local political systems, such as Beijing, Suzhou and
Hangzhou, seemingly had greater problems than those areas, notably in the south, with
a more conservative local political system. However, properties with such an
organizational structure were fairly typical nationally, and expatriate managers
commented that, whilst they the expatriates were seemingly in control, the local
executives placed in joint management positions by these varied local interests had a
great deal of influence, authority and control. These local interests, all with diverse
and differing degrees of financial and political involvement, frequently tended to
interfere with what expatriate managers perceived as purely hotel issues. This was
seen as highly undesirable by the expatriate managers, and lead to many areas of
conflict and dispute. Local managers appointed on this basis were frequently noted to
interfere with internal human relations issues and policies involving; selection; pay;
benefits; promotion and discipline. Many expatriate managers commented that the
roots of such problems stemmed from China’s collectivist system, and that local staff

markedly displayed a “them and us” approach towards expatriate managers when
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dealing with personnel issues, preferring to do business with, or seek intervention
from, locally/politically appointed executives. Local executives were also seen to have
a high degree of influence in other operational policy and decision making areas,

notably in the areas of resourcing and establishing supply systems.

Because the conflicting view-points of the parties involved in multi-tier management
systems were frequently incompatible, many expatriate managers saw this as leading to
abnormally high levels of internal bureaucracy. Several expatriate managers
commented that the younger generation, (those under 40 years), of local executive
appointees were more open and amenable, where as those from the older age group
held strong convictions as to the infallibility of their own system, and were often
insistent that 1JV’s follow local traditions and regulations to the letter. Some of the
properties surveyed had inherited a percentage of “permanent staff” from previous
agreements. Predominantly these were older staff, and were found in all levels of
employment up to department head. Such staff were seen to display the “iron rice
bowl philosophy”, in that as they contractually held a job for life with all the state
associated work group benefits, they had a high degree of autonomy and strongly
upheld their traditional political values. These older staff, many who had missed a
substantial part of their education because of the cultural revolution, were seen to have
a great deal of influence and a negative impact on the younger and better educated
personnel, in that they attempted with a reasonable degree of success, to perpetuate

the political traditions and beliefs they held.
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One ethnic Chinese expatriate manager commented that; “it is difficult to be the perfect
hotelier in China because of such restrictions - the party try to block the system
sometimes - this leads to managers having to carry out a juggling act between the
various interests”. Other expatriates frequently reported having been prohibited from
attending certain meetings, or that involvement was restricted or made impossible by
the exclusive use of Putonghua when discussing some agenda items. Managers also
reported receiving comments such as; “you are foreigners, this is not for you”

(b) The Use Of Guanxi & Bribery: Despite recent government initiatives in China to
remove official corruption, guanxi is a still a firmly established tradition of local
Chinese culture, and relates to the semi-formal use of well placed personal contacts to
gain favours or achieve results. In most cases the favour asked is complemented with
either a tangible gift, or the promise of support and loyalty to the benefactor. Almost
all of the managers interviewed were aware that such a system was in common use and
that most of the local Chinese readily accepted the need to use “the back door™.
Despite this awareness, and despite the fact that similar systems operate tacitly within
almost all cultures, different ethnic groups of managers held conflicting cultural beliefs
as to the value, integrity and appropriateness of such a system. Whilst most of the
managers interviewed accepted that there was a need to establish and maintain good
working relationships with party and government departments and officials, many of
the western expatriates believed that the use of guanxi was a corrupt and underhand
way of doing business. On the other hand, most of the expatriate Chinese and South
East Asian managers accepted that such a system is “part of the game”, and that

success can only result from having the correct contacts. Guanxi was seen by this
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category of managers as a natural system which made life easier by speeding up the
system. Such managers also thought that Western expatriates were strongly

disadvantaged because they did not freely understand, accept or use such a system.

Western managers generally agreed that because of a lack of cultural awareness there
was a need to use a middle man in order to establish the right contacts, and that a
systematic process of referral was in operation throughout China. Several western
managers reported experiencing critical delays in obtaining various official approvals
through their lack of understanding of this system. Others commented that they had
been required to provide a great deal of “complimentary entertainment” in the form of
official banquets, or by way of donations to various “charities” to gain results. Several
managers reported that this method of expediting bureaucracy is still frequently used,
and that local officials often give verbal clues during interviews to indicate their needs,
for example, one manager reported an official as stating that, “TV is very beautiful - 1
don’t have it” . However, according to some of the managers interviewed many
officials are now asking for smaller things such as spirits, cigarettes or contributions to

“charity”.

(c) Bureaucracy And Red Tape: A majority of the expatriate managers interviewed
commented on the widespread and slow moving bureaucracy prevalent in the PRC.
This was attributed to the collectivist systems still in common use, the lack of infra-
structure and high-tech communication channels, and the political and cultural heritage

of the country. Many of the expatriate managers perceived that to many Chinese,
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knowledge was power, and thus was closely guarded. This attitude was demonstrated
by the fact that various government departments had been originally established to deal
with specific areas of responsibility, and deliberately had no established communication
channels with other departments. Similarly, within single government organizations,
job roles were clearly defined with little areas of overlap or shared responsibility.

Thus where procedures called for several distinct official approvals the process
became protracted or disintegrated completely. One expatriate manager cited an
example of his attempts to gain approval to use a telephone paging system within his
hotel and stated that “the application was still unresolved, had to date taken fifteen
months and had gone through twelve different government departments, and countless
meetings and interviews with different officials”. Other managers reported
experiencing similar problems in many areas, and several commented that hotel guests
frequently complained of rudeness, lack of response and severe difficulties when

dealing with Chinese officialdom.

(d) Supplies And Resources: Most expatriate managers commented on the problems
involved in obtaining sufficient resources and supplies of the required standard and
quality. Imported products such as electronics, tableware, machine parts and wines
and spirits were seen as particular problems. Whilst this problem stemmed from
China’s national trading policies and import quotas, the procedures necessary to
import adequate working stock were seen as unnecessarily complicated and restrictive.
The processes involved with obtaining Customs and Excise clearance, and with

acquiring work permits and various trading licenses were frequently cited as an
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example of restrictive practice, where it was noted that to obtain such goods and
services, international hotels pay more than double the price charged to local
operations. Managers frequently commented on the amount of “red tape” required in
these area, and the need to obtain permits for everything, several managers stating that;
“unless you have right contact it can take from between four and twelve months to get

some jobs done or supplies in place”.

Local sources of supplies were generally regarded as being of little use, in that they
were frequently of a poor standard, that because of poor local infrastructure delivery
times were excessive, or that in terms of overall costs to the IJV companies such
products were either as expensive or more expensive than imported goods. This was
attributed to the fact that international standards in quality grading were seldom used
in China, with managers quoting that where local products were adopted, the quality
would vary significantly from one delivery to the next. The “this is China syndrome”,
was also cited as engendering this problem, with suppliers adopting a take it or leave it
attitude and stating that “we do it this way here”. Managers reported that suppliers
frequently used local measures of quality and quantity, and that these varied from one
source to another. Because of the lack of any national standards which could be
applied to purchasing decisions, managers consequently saw a great need to educate
local suppliers to implement international standards and quality controls, and that to

obtaining a satisfactory source of local supplies was a struggle.
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Taxes, duties and regulations appeared to vary according to region, for example those
IJV properties operating in China’s Special Economic Zones (S.E.Z’s) obtained
preferential rates when compared to other regions. In the S.E.Z. of Shenzhen,
managers stated that in being close to Hong Kong, there were fewer problem with
bureaucracy than those experienced in sister properties elsewhere. This was generally
seen as an advantage, such properties could rely on daily supplies from Hong Kong
and consequently needed only a small holding stock, but it was noted that such
reliance could also be problematic when obstacles with red tape did occur.

(e) Dealing With Culture And Traditions: Many of the problems reported were
directly related to the lack of cultural awareness displayed by expatriate managers in
the initial stages of their postings. All managers agreed that some degree of cultural
training was needed for all expatriates going into China for a first posting, and
generally agreed that this was probably more necessary for westerner managers than
for ethnic Chinese expatriates. South East Asian managers believed that they had a
some degree of cultural compatibility, and saw themselves as standing midway
between the two other groups. Ethnic Chinese expatriates displayed remarkably
different viewpoint amongst themselves. Whilst a minority believed that they had a
similar cultural background, and that little cultural training was needed, the majority
firmly believed that the cultures of their home countries had evolved and changed so
dramatically, and that whilst they had the “same face and a ‘similar’ language”, they
were now substantially different to their mainland compatriots in most ways. This

group of manager reported experiencing a similar period of culture shock to non-
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Chinese expatriate managers, and several reported that it took them up to one year to

adjust.

Managers reported that, amongst the common cultural issues they needed to be aware
of, the aspects of “pride and face” were most significant. These were seen as being
very important to the Chinese people, and that as first impressions were of vital
importance in making good working relationships, western managers needed
considerable pre-post training in order to deal with these traits in an acceptable
manner. Managers believed that whilst the PRC both needed and wanted western
expertise and technology, neither China nor its people were humble in the way they
accepted this. Most managers believed that the Chinese only wanted to accept foreign
intervention within the framework of their own culture. Chinese people were also
frequently seen and understood by the expatriate managers to be reserved and
suspicious in their attitude towards foreigners, and to hold back in their dealings with
them. Several managers commented that neither the government nor its people were
sincere and open minded, and only wanted what the west could give them on their own
terms and conditions. This meant that expatriates operating in China had to accept the

Chinese cultural values, beliefs and traditions without question or comment.

Many managers also commented that traditional Chinese culture, coupled with the
more recent effects of the Maoist Cultural Revolution, have produced a set of values
within the PRC whereby the average Chinese citizen sees waiting on people as being

demeaning. With regard to the hospitality industry, this was interpreted by several
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managers as being a major element in reducing the interest amongst PRC nationals in
taking up jobs in the service industries. Managers attributed this factor to those
cultural traditions relating to face and self dignity. These characteristic values are still
common and are regarded as important by Chinese ethnic groups, and such values
make it hard for locals to accept criticism or complain, thus their perception of service,
and their methods of delivering service are very different to those of other nationalities.
This inability to accept criticism or complain because of “loosing face”, was seen as a
major component in contributing to the problems managers experienced with staff
attitudes, the lack of motivation toward hotel work, and the lack of customer care

concepts displayed by many staff.

Support Systems From The Parent Hotel Company

Managers demonstrated a reasonable amount of disagreement when they were
questioned on the issue of support systems provided by parent hotel company. This
disparity was evidently only in part directly related to any specific parent company’s
operating policies, but rather appeared to reflect individual manager’s perceptions, the
degree of IJV local investment and the individual management structures found within
units. Thus, one unit operating within a group situation, apparently had different
beliefs and problems to those found in a different unit operating under the same brand

name.

Over half of the mangers interviewed felt that their units currently lacked corporate

identity, and believed that each hotel was seen as an highly individual operating unit by
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head office. These managers commented that support from head office was limited
and that many of the roles normally carried out by a corporate office had to be done
within their own operating unit. Managers reported that at this time many corporate
standards were not yet in place within their organization, and the only support
departments that were fully centralized and currently available to them were those of
marketing and group human resources, and that this latter department dealt only with
senior staff.

Many of these managers believed that their parent companies were now in a stage of
transitional management, in so much as they were experiencing a period of rapid
change and development by expanding into China, and that whilst the established
corporate policies and support systems were adequate for developed countries they

were too complex and geared too high for local conditions.

Many mangers also reported that as their corporate office was in one country, and the
outlets were in others, staff at all levels, viewed head office as a rather remote and
inaccessible entity. Mangers reported that staff in general felt themselves to be
employed by the outlet and not the head office, and several of the managers
commented that they felt distanced by some areas of corporate policy. For example,
several managers commented that; they expected to be treated in the same way as
colleagues who operated within the home country, but that they were not; that their
decisions were questioned more frequently especially in areas of capital expenditure;

and that they often missed opportunities available in the home country.
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Several managers considered that their parent company’s operating systems were
highly bureaucratic, and perceived that head office displayed a degree of over control
on capital expenditure, and were not discriminatory in this area, i.e. these managers felt
that in order to achieve the goals and objectives set at corporate level, they needed
higher initial budgets for development than comparable units in more established
locations. Budgets were frequently seen as a major problem, as was the inability for
head office to provide the high-tech resources that were seen to be needed. Some
department heads saw this issue as a head office problem, whilst others viewed it as a
China problem. Similarly many managers saw their head office as excessively results

orientated and that latitude for development in a new market was seldom accepted.

On the positive side, other managers felt that despite head office being results
orientated, they received a good deal of support from their head office and that they
were allowed a high degree of autonomy, this was seen to hold many advantages in
providing a route for a General Manager to solve problems on a local level. Such
managers commented that they were able to set their own capital and operating
budgets, but that these must be realistic and maintained and there was a need to prove

SUCCESS.

Hospitality Education & Training In China.

The managers interviewed raised two main issues in discussions over the areas of
hospitality education and training in China. These were those of (a) government

provision and (b) their own in-house training provision. In general term managers
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were highly skeptical about the adequacy and quality of the PRC government’s training
provision, and felt that currently it fell short in meeting the growing needs of the
industry. Similarly many managers were not totally satisfied with the levels and depths
of in-house training provision, believing that these programmes were presently only
operating at a basic level, and in a “fire fighting” capacity to provide a short term
solution to the current problems of high staff turnover and the high degree of
inexperience common to the industry.

(a) Government Hotel Schools: The hoteliers generally felt that the government was
being very slow in introducing a systematic education programme for the hospitality
industry. This was attributed to a number of factors which included a lack of resources
and trained staff; no common national curriculum or system, a lack of awareness of
international standards; and that what little current development that was taking place
in this area had a tendency to focus on tourism related course rather than hospitality

specific courses.

Most managers felt that the few hotel schools operating within their localities were
poorly equipped and lacked resources when compared with similar examples in their
own countries. Managers commented on the almost total lack of hi-tech equipment,
necessary to operate a modern hotel, and gave examples of where hotel schools were
still using manual typewriters and the abacus rather than computer systems. It was also
noted that kitchen and cookery equipment were often outdated, and that resources

were generally poor. Students were seen to be taught by “the book”, with limited
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demonstration, and with almost no opportunity to practice skills training because of

this common lack of facilities.

From the discussions with managers it became apparent that there was no common
national system or curriculum used within the hotel schools, and that in their opinion,
the limited examples of syllabuses provided to them were either incorrect, inconsistent
or were not available at all. Managers also commented that the standard of curriculum
did not compare well against accepted international standards, and that there were
apparently no quality audits carried out into teaching and learning. Most managers
were also concerned that government training for industry was limited to training at a
purely vocational training levels, and reported that they had seen no evidence of any
formal hotel management programmes. Emphasis in subject teaching was reported to
be mainly in the areas of Chinese cookery, bar work and housekeeping with no
western cookery, front office or reception training being apparent. A high degree of
importance was also placed on the teaching of foreign languages, notably English and
Japanese, which some managers saw as limiting the focus on craft training, whilst
others thought that languages were a very necessary skill for customer contact staff in

the industry.

Several managers reported that the principles employed within many of China’s hotel
schools were geared purely to the local systems of hotel operation and failed to take
account of international standards. These local systems were seen to incorporate a

high degree of control (of guests and staff), and high degree of political security.
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Many managers believed that the PRC government currently saw the IJV hotels as the
main training agency for the international sector of the industry, both in terms of skills

and management training.

Several hotel properties reported that they had some experience of accepting students
on work placements, and that this training was controlled by the CNTA (China
National Tourist Administration). This body was reported to be very autocratic and
employed very tight controls on this practice, managers commented that the CNTA
told the hotels, “ exactly what to do, who to have and when to help”. Consequently,

managers noted that any real liaison or progress in this area was difficult to achieve.

Students and graduates from the established programmes were seen to have only a
limited concept of international hotels, to have little practical experience, below
average standards and only very basic skills. However, it was also noted that these
students adapted better than those trainees recruited straight from school. many of
these students were seen to have good language skill, some concept of hotel
terminology, and an elementary grasp of the business but still required continual on job
training in order to meet the hotel requirements. One hotel also commented that it was
able to obtain part time staff’ from the local hotel school, but added that it; “needed
‘connections’ to get these staff as it was ‘not strictly legal’ and Guanxi or creative

ways were necessary’.
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Managers also considered that the hotel schools lacked trained and qualified teaching
staff, that is, staff who had first hand hotel experience, relevant technical knowledge or
specific hospitality skills. Teachers were seen as: lacking practical skills; being
without either local or international industry experience; often coming straight from
university, being unaware of international standards or quality; and as lacking a broad
based understanding of the industry. These problems were ascribed to the relative
newness of China’s hotel industry, which had prohibited the natural development of a
body of trained and skilled hoteliers who could in turn become educators, and to a

seeming reluctance for the Chinese to recruit international educators.

Managers constdered that as the industry in China is looking for trained operatives,
there is great need the hotel schools to develop specialist courses relating to the major
operational areas of hotel work, i.e. food and beverages, housekeeping and
accommodation operations. Many manager felt that as initial step a pragmatic
approach towards course development should be taken, with programmes aimed at
producing first line supervisors and technicians. Managers considered at this stage of
the industry’s development there was less of a need for purely management
programmes, and more need for quality craft, technician and supervisory skills
programmes. Many managers viewed academic qualifications as a stepping stone to
supervisory and management positions, but considered that graduates need to gain first
hand operational experience before progressing to supervisory or management levels.
Most managers agreed that there was a need for government to provide: more hotel

schools; better teacher education; a common system and curriculum; education and
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training programmes at different levels; enhanced language training programmes; and

improved facilities and resources.

Several hotels commented that their companies were proposing to either sponsor local
hotel schools by providing resources and input in to the syllabus, and by offering for
senior staff to guest lecture at local hotel schools. This was seen as a way to share
standards and knowledge and to assist in providing a corpus of locally trained
management potential. Managers also commented that a nucleus of locally educated
and trained graduates would prove to be an asset to, and an excellent source of Public
Relations material for, the hotel industry, in that such graduates would be able to
create and perpetuate local awareness and exposure for the industry and to show that it

1s a good job with prospects.

(b) In-house Training: In-house training was commonly seen as a predominant but
contentious issue within the industry by expatriate managers. Training was regarded as
essential because the current endemic problem of rapid staff turnover, increasing
occupancy rates, and consumer demands for value and quality generated a perpetual
need for more and better trained staff. However, managers also considered that
training in the PRC was a time consuming and expensive but necessary evil, which

provided only a short term solution to these difficulties.

Most managers viewed their job role as being that of both manager and trainer, but

several managers expressed a degree of resentment towards this double role. These
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managers felt that whilst it was possible to be both a good manager and a good trainer,
there no guarantee of success in both roles and thus believed that there was a need for
separate and distinct skills bases. Despite this belief, the majority of the hotel
properties surveyed employed relatively few professional training officers and staff.
With so many staff apparently needing training, most managers claimed to be highly
under resourced in this areas. In the properties surveyed the numbers of specific
training personnel varied from a minimum of one combined personnel and training
officer in one unit, to a maximum of eight discrete training managers in another.
Consequently training standards and values differed considerably and at random from
property to property, and there did not seem to be any clear cut differentiation between

standards in different organizations.

Managers from several properties, normally the smaller properties in the more remote
locations, commented that they were only able to offer limited in-house training at on-
the- job training levels, coupled with language training, whilst other managers were
able to offer in- house training at all levels and for all staff, i.e. both expatriate and
local staff. Because of the staff turnover that almost all the hotels were experiencing,
on going on-job-training for rank and file staff was seen as a necessary predicament,
but despite training many managers felt that staff were carrying out their job roles with

a minimum of input and a minimum of skills.

Training programmes at the bottom end of the range of properties surveyed, consisted

simply of a limited induction programme coupled with some on-job-training which
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was frequently done by department heads or supervisors, and by appropriate language
training. By comparison, at the upper end of the spectrum individual training
programmes were tailor made for each outlet, and these consisted of a two or three
day induction programme, plus on-job-training programme lasting between one to
three months, followed by cross-training and supervisory skills training. This level of
property was found to provide customized packages for all levels of staff up to and
including management. Several properties reported using “bought in training package
programmes” on such topics as customer care, training the trainer and customer
service training, whilst others professed to be developing a base of materials on similar
topics. Several properties reported that they were attempting to introduce attitudinal
training by providing ‘mental’ training for cultural awareness, customer care and
perception. However it was also noted that expatriates see this type of training as
difficult and time consuming with little immediate results, whilst skills training is seen

as an easter task.

Barriers to training were seen as a lack of awareness of western management concepts
and attitudes, and the fact that staff often see on-job-training as work. To overcome
these objections, several properties used a combination of classroom training, on-job-
training and career development planning. The larger and more significant properties
(5* plus rated) stated that internal management training prospects were good, and the
majority of companies provided some type of management training scheme. Most
frequently this incorporated taking staff to other units, or even overseas, for cross

training, and such schemes were generally tailor made for each individual outlet. Such
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opportunities to train at other properties were seen as an awareness raising exercise,
and as a good opportunity for locals to gain promotion. In such schemes local staff
were given the opportunity to work in other properties for periods of between two
weeks and six months. Managers reported that those visiting for longer terms showed
better improvement, however several managers admitted that these exercises were;
“more of an incentive programme to motive staff than a training tool, and that the
hotels did pick the best”. Another problem managers encountered was that in some

areas it was difficult to get travel permits and documents for local staff.

Most properties were especially keen to develop more management training, mainly
because of the concern over loosing skilled supervisors. Training was seen as a
motivator in helping to both recruit and retain staff, and at supervisory levels training
the trainer workshops were often being used to involve and motivate potentially

talented staff.

Additionally three of the four companies surveyed had, or were in the process of
developing their own hotel schools within the PRC. Both Shangri la and Holiday Inns
for example, have their own hotel schools in Beijing, and New World were in the
process of developing a similar establishment. These schools are very different to
local hotel schools, and offer a range of programmes from short courses to a full one
year training programme, which incorporates on-job, classroom and language training.
Most of the courses are based around practical and supervisory skills training and are

taught in both English & Mandarin. Again units stated that the offer of a training
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placement in these schools was used as a motivator, according to one manager “as a
bribe”, and managers stated that those who have trained here show specific
improvement. These managers believed that by both attending the course and from the
interaction with others staff from different properties, their staff received a very

beneficial and significant training input.
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Chapter 6 - Staff Surveys Findings

“A Question Of Attitude ?”

Introduction

The objectives of this area of the research were to ascertain what hotel workers in
the People's Republic of China thought about the hotel industry as a career, and
what they liked and disliked about the industry. To do this twelve (n=12) hotg:ls
spread throughout several regions of China were visited. The regions being Xian
in North Western China, Beijing, Shanghai, Suzhou and Hangchow in the Jiang
Nang region, Shenzhen and Guangzhou in the South and Guilin to the South
West. The hotels were asked to provide between 10-20 rank and file staff (non-
supervisory staff) from all disciplines, who were then asked to complete a set of

questionnaires (See Appendices A1l - A3).

The first questionnaire- Survey A, ( see Appendix A1) - was written in both
English and Chinese, and was divided into two sections. Section One, collected
biographical data from the respondents, whilst, Section Two asked staff to
consider 20 factors relating to job satisfaction (Job Satisfaction Indicators - JSI’s).
In this section staff were asked to score their feelings on a ranking of 1 to 4,
scaled as follows: 1 = very low, 2 =low, 3 = high, 4 = very high. It was

deliberately decided not to use a middle ranking number because of the
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established fact (Chung and Kwok 1972; Choi 1974) that Asian people tend to err
towards the middle point, thereby not having to commit themselves to either a
high or low stance. Interestingly the fact that a mid-score was missing was
pointed out by several of the staff on a few occasions, and consequently they
were instructed them to mark either the number 2 or 3, whichever they felt was
nearest to their true feelings. Even so some staff still added a "personal” column

of 2.5.

The second set of questionnaires - Survey B (see Appendices A2 - A3) - were
written only in Chinese and were structured to discover how hotel staff perceived
and felt about the different types and methods of training/ education potentially

available to them and the different nationalities of hotel guest they encountered.

The findings from the two sets of questionnaires were subsequently analyzed and

are set out below.

Survey A - Job Satisfaction Indicators

The questionnaire survey firstly collected biographical data from the respondents
and then asked staff to consider 20 factors relat‘ing to job satisfaction (Job
Satisfaction Indicators - JSI’s). Staff were asked to indicate the amount of JSI’s
current in their work and the amount they would like to receive on a ranking scale

of between 1- 4 (1 low - 4 high), thus identifying the gap between current job
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satisfiers and desired job satisfiers. The components illustrating the JSI’s are

taken from the questionnaire and are shown below in Table 6.1.

Table 6.1 - Job Satisfaction Indicators (JSI'’s)

LEARNOPP Opportunity to Learn
AUTHORTY  Authority
PROMOTN Chance for Promotion
INDEPEND Independence

SALARY Salary
PRESTIG Prestige
VARIETY Variety

COWORKER  Co-workers
JOBIMPTN Importance of Job
WORKABIL Working Abilities

ACHIEVEM
SECURITY
BENEFIT
WORKCON
SPVSRCMP
PARTICIP
RECOGNTN
CREATIVT
TRAINING
COMMUNIC

Achievement

Security

Fringe Benefits & Bonuses
Working Condition
Competence of Supervisors
Participation

Recognition

Creativity

Training

Communication

a fuller explanation of the criteria can be seen on the questionnaire - Appendix 41

Survey A - National Findings:

Work Location Of Respondents

The respondents were categorized into four groups, Front of House, Back of

House, Administration and Ancillary, and finally Unspecified (see chart 6.2). Of

the staff questioned nationally (n=166) the majority (60%), tended to come from

the Front of House area of the hotels. For the research purposes, Front of House

constituted any staff whose job required them to deal directly with the customer

on a very regular basis. Such people could for example be, receptionists, a

waiters, bartenders or concierge. The second largest group was from

Administration and Ancillary (19%). This group was made up of people who

worked in the finance departments, secretaries, security department and such like.
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They tended to be people whose primary role was to support the front line staff
and management, but who also irregularly came into contact with the public. The
third group was the Back of House, (17%). This section was comprised of chefs,
linen keepers, dish washing staff and so on, and it was not expected that these
staff would need to have frequent contact with the guest. The final group was
small, only 4%, and was made up of staff who completed the questionnaire but
who for one reason or another did not state their job role within the hotel. As can
be seen, the respondents' work location varied regionally, but apart from
Guangzhou and Shenzhen, all of the regions followed the National trend as far as

the split in work location was concerned.

National Aspects Of Worker Satisfaction And Its Level Of Importance

Chart 6.3 shows how the various regions perceive the overall amount of job
satisfaction they actually achieve. The chart is anything but symmetrical, and
shows that the staff see their colleagues as being friendly and get encouragement
from them. Similarly there is a grouping in the high to very high areas for the
chance to be able to work independently, as well as having the chance to work at
a job which suits their abilities. Whilst all of these aspects are reflected in a
positive light, there is a very tight bunching, in the low sector of the scale, on the

aspects of salaries and benefits.
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By job location it can be seen that Administration and Front of House tend to fit
very closely to the national average. However, Back of House staff show that the
gap between what they want and what they have achieved generally has a greater
variance from the national norm. In such areas as; Working Ability,
Independence, Job Recognition, Security, Achievement, Prestige And Authority,
they perceive that they are close to their expectations, (+/- 12%). This mirrors
previous comments, which stated that the Back of House Staff have a low self
esteem and, therefore, see these aspects of their job as not being of importance.
However, Creativity, Variety And Working Conditions are seen as not being in

line with their expectations.

National Interpretations

Chart 6.5 is of the greatest use in obtaining an overall national picture. This
shows that 10 of the 20 JSI's, from “Importance Of The Job - Prestige”, show
only a 20% differential between what is wanted and what is seen as being
achieved. However, the variances for the other 10 factors are comparatively
higher, ranging from 24% for Participation to 40% for Salary. As far as
reducing the expectancy/actuality of the gaps, some of these factors may be linked
together because of a similar bias. For example, the salary and benefits gap can
only be considered by management after having examined the whole picture.

Training and Learning Opportunities are also seen as being well below the

expectations of the staff.
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Following conversations with staff, and in conjunction with the findings from the
repertory grid questionnaires (Survey B), it was discovered that in some instances
in-house and on job training were not seen as being a distinct learning
opportunity. It may therefore be useful to raise the profile and status of such in-
house training programs, and possibly even offer graduation and certification.
Where this was done staff had a clearer distinction between training and work.
Further investigation is also needed to determine whet'her staff do indeed want the

training or simply an increase in prestige by having a recognized certificate.

Responses for participation in operational decision making, increased
departmental communication, creativity and an increased level of independence
and authority all suggest that the staff want more empowerment to make decisions
and act on their own on behalf of the hotel. It has been suggested that
empowerment tends to be rejected by Chinese hotel workers because of the depth
of their Confucianist cultural values, i.e. filial piety and respect for authority. For

the People's Republic of China, at least , the findings of this survey would seem to

state otherwise.

Interestingly the gap variance on Job Variety is 28%. Given that the hotel
industry is a relatively new work-place in China, and from the findings of the
survey, it could be assumed that employees want to experience various work roles

in the hotel, to ascertain which is best suited to them. One project which may be

206



considered is a variety of cross training or job swap schemes to enable the staff to
move throughout the hotel and gain a broader knowledge of the whole operation.
This would both help to satisfy the staff's wishes for work variety, and help create

a base of semi-skilled and skilled staff in-house.

The last aspect of job satisfaction where there is a substantial variance is on
promotion. It is necessary for the Human Resource Departments to bear in mind
that local PRC staff are keen to progress. Whilst not suggesting that staff are
encouraged to "run before they can walk", an element of positive discrimination
in favour of locals should be strongly considered. As has been shown by the
overview of the questionnaire, staff are keen to take on a role of responsibility,
and regular internal promotions can do much to counteract the negative points of
those staff who feel that they are unable to recommend the hotel industry to their
friends. Such a scheme also presents to staff a profile of an industry where one
can progress through hard work and where opportunities for progression are
available. With regard to the low self-esteem of the Back of House staff, a
concerted effort needs to be made to ensure that their working conditions are
improved. To what extent, is dependent on individual properties. It would also be
beneficial to both staff and the hotel if a greater element of creativity and job
variety could be implemented in these areas, and because of the differing

interpretations as to what is creativity and variety, the best people to ask would

be those staff working in these areas.
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Survey A - Regional v. National Comparisons:

Job Satisfaction Indicators For Hotel Workers In Beijing

Graph 6.1.1 shows how the perceptions of Beijing staff, with the exceptions of
Back of House staff, fit closely to the national norm, in the JSI's of, Learning
Opportunities, Authority, Promotion, Prestige, Recognition And Creativity. This
shows that these staff rank these factors as being well below the average,
especially in the cases of Learning Opportunities, Authority And Promotion,
where they have given a score of almost 1, the lowest they can mark. On the other
hand the Administration and Ancillary staff have scored marks which show that in
12 out of the 20 factors their perceived amount of attainment is above the national
average. Even though the national norm for JSI Opportunity to Learn is seen as
being very important, scoring 3.4 (max. 4), the three groups surveyed in Beijing
see this factor as being even more significant, and rate learning at between 3.6 and
3.8. The other area in which the three groups are seen to be higher than the norm
is in Working Ability, that is the chance for the employees to work in a position
which is best suited to their own personal abilities. On the matter of Salary the
groups are spread, but not excessively, with all seeing the amount of salary as
being important, the Administration and Front of House groups are fairly close to
the national level of importance, whilst the Back of House rank salary at almost

3.9 as compared to the norm of 3.35.

208






The variance between these staff's ranking of the levels of importance of material
factors against the norm is even more noticeable with the factor of Benefits. Here
both Administration and Front of House staff are well below the national average,
with Front of House being 2 points lower than Administration. However, the
Back of House staff are approximately 1 point higher than the norm. This shows
a variance between Front and Back of House staff of some 6 points, or 15%.
The main differences are, as previously mentioned, with the Back of House Staff
in the areas of, Prestige, Co-workers, Working Conditions, and Recognition.
Here the staff rank the Prestige of job as being of only middling importance,
which is substantially lower than the national average. Similarly they perceive
Recognition of the job that they do as being of only mediocre importance.
However, the importance of Working Conditions and Co-Workers are seen as to

be on a par with Salary, which are all substantially above the national average.

Graph 6.1.2, shows that for Beijing nearly all of the Job Satisfaction Indicators
(JSI's) are in the high to very high range. Whilst this is generally in keeping with
the national norm, in a number of instances the specific staff groups results are
substantially higher than this norm. It is also interesting to note that Back of
House staff, differ from the other two groups in four specific areas, namely those

of , Prestige, Co-workers, Working Conditions, and Recognition.

210



Graph 6.1.3 on the other hand gives a clear indication of the gaps between the
what the staff think is important and what they perceive as having now. As with
the other graphs the Back of House staff are considerably more erratic than the
other staff groups, accordingly they will be dealt with on their own, rather than in
comparison to the Front of House and Administration staff. Both Front of House
and Administration staff both rank the JSI Salary at exactly the same level as the
national average of all staff, showing a gap of 37.5%, which on an issue as
contentious as salary in China is seen as being good. However, when it comes to
the JSI of Benefits both groups are below the national norm, with the
Administrative staff reflecting a gap of slightly above 0.5, i.e. a variance of 12.5%.
This indicates that the hotels are providing the correct packages for these two
groups in terms of the added extras which they offer to their staff. The single
greatest variance between what these two groups want and what they get is in the
JSI Learning Opportunities reflecting the amount of learning which they have in
the hotels. Nationally this factor is shown as having the second greatest gap size
after Salary, but in the case of Beijing staff the gap is seen as having an even
greater gap. There are three other satisfaction factors in which the Front of
House and Administrative staff deviate from the national norm, Promotion,
Variety And Security. For the first of these, the chance for promotion, the Front
of House staff feel that the opportunity to progress is not good, reflecting a 1.75
point gap which equates to 44% variance, while the Administrative staff rank it

lower with a 35% variance between what they want and what they think that they
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get. This difference in gap variance between Front of House staff and
Administrative staff is shown to be even greater when one looks at job variety.
For Front of House staff, the gap of 1.7, is substantially higher than the national
average, (almost 1 point), that is a variance between expectation and reality of
42.5%. However, this same gap is lower than the national norm when one looks
at the Administrative staff, where the gap is shown at 0.9 of a point, as opposed
to the national level of slightly over 1. The third variance from national levels,
and one where Front of House and Administrative staff are more closely matched
is with the JSI of Job Security. The national norm is 0.8, whereas the Beijjing
Administrative staff reflect a score of 1.2 and Front of House staff a score of
1.45, respectively showing 33.3% and 36% variances between expectation and

achievement,.

The Back of House staff record a number of gap variances which are markedly
higher or lower than the national average. This group of staff have the highest
differential with regard to Salary, but the gap for Learning Opportunities 1s even
higher. Here one sees a 40% variance between the national average and the gap
between expectation and actual achievement in opportunities to learn for Back of
House staff. Unlike the other two groups, Back of House staff feel that they do
not achieve satisfaction in the JSI of Benefits. They have already stated that they
are dissatisfied with their salary, and it is the same for the additional benefits

which the hotel provides. For the JSI factors of , Authority, Training, Variety,
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Creativity and especially Promotion, Back of House staff have scored marks
recording an average 40% variance between what they want and what they get.
However, the JSI's of Prestige, Achievement, Recognition, Independence,
Working Ability, Co-Workers and Job Importance are all below the national
average. Job Recognition ranks well below the norm, ranking with Job
Importance as having almost no gap between expectation and actuality. The single
greatest variance between the national norm and Back of House staff, and at the
same time between that group of staff an the other two groups is in the JSI of
Working Conditions. The Back of House staff have shown a gap between what
they expect their working conditions to be, and what they actually have, as being
43.75%. If one compares this particular group of staff against all staff nationally
and the other two groups within the same regional location, one sees a very
marked difference. Against the national levels there is a difference of 51%,
which is the same for the difference between Front of House staff and their Back
of House counterparts, but the gap between Back of House and Administrative

staff as far as working conditions are concerned is a massive 86%.

Interpretations:

Using the National Gap Variance as an indicator, it can be seen that hotel workers
in the Beijing region of China are not too far from the national mean. It must also
be considered that if this questionnaire was repeated with hotel staff in another

country, or even with a different work-force within China, that whilst specific
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JSI factors might vary in importance, there would always be a gap between what
is wanted by staff and what is actually received. Despite this fact, some

commentary can be made regarding the findings for Beijing.

First, all three work groups have shown that they are unhappy about the Job
Opportunities which are made available to them, and Administrative and Back of
House staff have the same opinion as regard to Training. The staff in Beijing are
extremely keen to learn and know more. This is directly linked to the second
aspect where all three groups agree, that is Promotion. All staff want the
opportunity to "get on", within the hotel. It is this lack of opportunity to progress
which, during personal interviews, the staff put as the prime reason for them to
leave the hotel industry. Both the Front and Back of House staff seek more
Variety in their work, an aspect should be investigated by the local management.
For example, to what extent the jobs of these staff are different from their
western / expatriate counterparts, and to what extent their jobs are particularly
repetitive should be examined. Questions as to whether the hotel practices cross-
training, permits it's staff to change roles within the department, or to

temporarily work in other areas could be raised. One must not forget that for
Chinese workers, the hotel industry is very new. One reason for the complaint
about the lack of variety could stem from the fact that many of the staff may not
have been to any form of hotel school, and consequently, because of this lack of

vocational education, have unrealistic concepts as to what the job actually
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involves. Unlike the other regions visited, Beijing staff have placed much greater
emphasis on the JSI relating to the security of the job. It could be assumed that
as the capital city develops and becomes more affluent by Chinese terms, staff are
keen to remain in a secure position. A possible way to alleviate some of the
concern with regard to job security, is to first probe deeper into what aspects of
employment the staff are concerned about. Then to establish a comprehensive
code of conduct and ethics which are known to all staff, along with the
disciplinary methods and procedures which could be called into action for
violation the company's policies. The final proposal is for hotel management to
ascertain why it is that the Back of House staff consider their working conditions
as bad. For such a variance to exist between the three groups, with the single
greatest variance in this category recorded in this region, a detailed commentary

from the staff should be requested and steps taken to attempt to close this gap.

Job Satisfaction Indicators For Hotel Workers In Xian

Graph 6.2.1 which relates the perception of staff to the amount of satisfaction
which they get now is predominantly in line with the national average although
there a number of elements which are substantially different from this average.
There are four main areas where staff feel that they do get job satisfaction. For
Back of House staff, these are the JSI's of ; Job Independence, Working

Conditions And Supervisors Competence.
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The last two are also ranked by Front of House staff as having a high level of
achievement, as is the JSI : Friendliness Of Co-Workers. Administration and
Ancillary staff responses for Xian, illustrate that in 13 / 20 JSI’s surveyed, the
perceived satisfaction obtained is both lower than that wanted, and lower than the
national norm. Their main areas of difference being in the JSI's of ; Benefits,
Management Participation, Training, Managerial / Supervisory Communication

and especially Working Conditions.

Graph 6.2.2 clearly shows that staff in the north western region of China do not
rigidly follow the national norms regarding the importance of job satisfaction
factors. For all three work categories, Front of House, Back of House and
Administration and Ancillary, the general levels of importance are ranked lower
that the national average. This is especially so in the job categories of both
Administration and Front of House staff, for the JSI factor of Job Variety,
where a 23.8% and 16% reduction in perception of importance are recorded
respectively. All of the job groups see the JSI’s of Salary and Benefits as being
important, but none equal the national average ratings. In the case of salary,
Administration staff are fractional lower than the national average, whereas Front
and Back of House staff are both 20% lower than the norm. Similarly , staff from
this region rate the need for added work benefits to be less importance than staff
nationally. Another difference between national perceptions and those of Xian

are in regard to the JSI of Training. Both Front of House and Administrative staff
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ratings are below the national norm, with Front of House staff being 18.2%
lower. Administration staff rank in this region, rate Working Conditions and Job
Independence as being the most important aspect of their work, which in both
instances is not only higher than the other two groups within the region, but
noticeably higher than any other regional work group and higher than the national
norm. Also the satisfaction factors of Recognition and Creativity are higher than

the national average.

Graph 6.2.3 which reflects the gap variance between what the staff want and what
they think that they get highlights these variances. An initial observation shows
that none of the variances are excessive, in that the highest differential is in the
areas of Learning Opportunities. The recorded variance is 2.0 points for
Administration staff and 1.75 points for the other two groups, reflecting a 50%
and 43.75% variance respectively. The other part of the learning factor, the JSI
of Training, shows a greater disparity between Administrative staff and Back
and Front of House staff. For both Administrative and Front of House staff the
gap between perceived and actual values is below the national average, and in
the case of the Front of House staff is some 42% lower than the average.
However for Back of House staff the training aspect of their work is seen as not
being good and this is shown by the fact that they have a 43.75 variance between
wants and achievements. This is reflected by a result some 31% above the

national norm. Part of the reason staff see the training value as lower than the
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Chance To Work Independently Of Others, and Working Conditions. The
greatest gap, some 58.8% above national average, was recorded in this last

satisfier

Interpretations

The staff’ in north western China seem to be the most content with the hotel
industry as a career, but unlike any of the other areas, Administrative and
Ancillary staff see themselves in a poor light. They feel that they are not
appreciated, have low recognition, and low prestige with little of chance for
promotion or opportunity to progress through training and learning opportunities.
The most startling aspect for this group of staff, and for this region is the ranking
of the working conditions as being very unacceptable. For the majority of staff in
Xian it could be suggested that management increase the chances for staff to
participate in the operation of the hotel to a greater extent and for both
management and supervisors to become more communicative. It is suggested
that this region more that perhaps the others would be more amenable to staff
empowerment. For the Administrative staff, working conditions need to be
improved, and it is strongly recommended that the operational staff are actively
consulted as to their new and improved conditions. The general interpretation of
the data is that Xian staff are keen to undertake more authority, and have a
balanced realism between what they would like in the way of satisfaction within

the work place, and what they could or should realistically expect.
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Job Satisfaction Indicators For Hotel Workers In Shanghai

Chart 6.3.1 shows the respective gaps between what staff expect as far as
satisfiers at work are concerned, and what satisfiers they perceive they actually
receive. The largest gaps vary according to work location. For the Back Of
House Staff it is in the area of the JSI Salary, which shows a gap of 2.7 points
(67.5% variance) between the perception of what their salary ought to be and
what they now get. For Front Of House Staff, the largest gap is the area of
Opportunity To Learn, at 1.5 points (37.5% variance), and for Administration
And Ancillary Staff, the largest gap is in the aspects of creativity and the JSI
Participation which reflects a value of 1.25 points (31.25% variance). The
smallest gap is for the JSI factor of Job Importance, where all three categories of
job location; Front of House, Back of House and Administration; reflect a gap of
less than 0.5, with Front of House and Administration having a zero (0.00) point
gap difference. The Front Of House section of the hotel staff are very much in
line with the national averages of JSI's. Apart from Salary, Learning
Opportunities and Benefits, all other variances are less than 1 point, which
indicates a closeness between their aspirations and their achievements.
Administrative and Ancillary staff show more of a variance in their JSI results.

In the aspects of, Creativity, Job Participation and Supervisors Competence, all

are above the national norm.

221






This indicates that staff feel that they are wanting in these areas, the size of the
£ap being in the region of between 1 - 1.25 points, showing a 31% variance
between what is wanted and what is achieved. These variance are only slightly
above the national average, (0.25 points or 6.25% variance). However, the
factors of Learning Opportunities, Job Variety, Prestige and Recognition,
Independence, and Doing A Job Which Suits The Person, all are below the
national average. This indicates that for these employees, despite the fact that a
difference is recorded, this difference is not substantial, and it could be surmised
that these staff have a good level of work harmony. This is further heightened by
the fact that in the two JSI areas of Promotion and Job Importance, that is doing

a job which is felt to be of worth, there is no variance between what they expect

and what they have achieved.

The greatest difference between work location groups is with the Back of House
staff. Here as already mentioned we see a large gap in the JSI of Salary. Added
to this there is the same large gap in the aspect of opportunities to learn, both
representing 2.7 points or 67.5%. There are also large gaps in the JSI aspects of
Training, Promotion, Job Variety, Prestige Of The Job, and Job Security,
ranging from a gap of 1.7 to 2.0 points on the ranking scale of 1- 4, ie. a
variance of between 42.5% - 50%. These gaps are in themselves substantially
above the national average for satisfaction indicators. Also ranked well above the

national average are those aspects of working with Co-Workers, Job Suitability,
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Interpretations:




and awareness of their roles and positions may do much to redress the balance

between their wants and their present day perceptions.

Job Satisfaction Indicators For Hotel Workers In Suzhou And Hangchow

Graphs 6.4.1 and 6.4.2 show that the staff from the hotels within the Jiang Nang
region of China adhere fairly closely to the national average. This is especially true
in the case of the information displayed in Graph 6.4. 1, which illustrates what

staff perceive they have achieved now in the way of job satisfaction.

Graph 6.4.2, shows that Back of House staff generally rank their JSI’s as below
the national norm, as their ratings for: the aspects of Authority, Job Prestige and
Job Variety, are well below average. Interestingly Front of House staff have also
scored below the national average for the factor of ; Creativity, and have
indicated that whilst this factor has a score of 2.8 or 70% importance, it still
ranks as the least important of all the factors. This would agree with the fact that
they have rated the friendliness and support of their Co-workers as the second
most important factor of their job, reinforcing the viewpoint that values of strong
communal ties in both the home and work still appear in the Chinese culture.
However, this perception cannot be taken in its absolute form, because for the

Front of House workers, the single most important factor for job satisfaction is

the JSI of Independence.
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the front of House area and more empowerment could help create an even

stronger and more reliable workforce.

Survey B - Staff Perceptions

It was anticipated that the findings from this part of the survey would be of use as
a training needs analysis in the development of training and educational
philosophies which could assist in analyzing and improving the current attitude
towards training; remedy deficiencies in an individuals’ training; would be best
received by the hotel staff;, would improve morale and motivation; and which
could expose latent talent amongst existing staff, thus providing the hotels with a
short list of local staff suitable for internal promotion. (Lewis, 1991; Sparrow et al

1992).

The questionnaires used for this aspect of the survey were based on Kelly's
Personal Construct theory, using a variation of the reparatory grid technique, and
were structured to discover how hotel staff perceived and felt about: (a) the
different nationalities of hotel guest they encountered; and; (b) the different types
and methods of training / education potentially available to them. The
questionnaires utilized a five column grid, recording different categories of (a)
hotel guest, and (b) education and training mechanisms on the vertical axis; and
having a list of classifiers relative to these categories on the horizontal axis . The

classifiers formed a positive / negative statement, for example, necessary to learn
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In terms of staff’s perceptions of the value of educational and training
qualifications, Fig 6.g shows that institutes of higher education are, as may be
expected, considered most worthwhile. Surprisingly on-job training is ranked
second in this category, and this would indicate that any training certificates
issued by the IJV companies are taken into account as having some value when

staff are moving jobs or applying for promotions.

Fio 6. Vocational Secondary Institute Of On-Job In-House

g0.8 School Professional Higher Training Training
School Education

Worthwhile Qualification - Worthloss 3.45 3.85 5.20 4.12 3.91

Qualification

Fig 6.h shows that the PRC staff have a high perception of the quality of
instruction given during on-job training seeing it to be of a good standard, and
that they also believed that it is of a better quality than the teaching given in
institutes of higher learning. It is also interesting to note the that teaching quality
of in-house training programmes is ranked lower than either of the previous two
categories. This may however be indicative of the fact that many of the in-house

training programmes are conducted in English, and it is more difficult for this level

of staff to participate.
Fig 6.h Vocational Secondary Institute Of On-Job In-House
School Professional Higher Training Training
School Education
Good Teaching - Poor Teaching 3.62 3.89 452 4.65 447

By comparison, Fig 6.i shows that qualifications gained from institutes of higher

learning are considered to be more significant than others in gaining work. The
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qualifications gained from Secondary Professional Schools and on-job training are
also deemed to be of some worth, which correlates with the evidence shown in

Fig 6.g. Again it is surprising to note that vocational school qualifications are

seen of least worth.

Fio 6.i Vocational Secondary Institute Of On-Job In-House

g 0 School Professional Higher Training Training
School Education

Qualification Helps Get Job - No Help 3.70 421 5.30 421 4.00

The findings represented in Fig 6.j would also seem to confirm the indication that
the government’s vocational schools are the least well regarded method of
education by hotel staff in the PRC This clearly shows a significant gap of 2.29
places between these (lowest) and the institutes of higher education (highest) in
terms of family respect for the qualification. On-job training qualifications rank

as second most respected qualification, but are closely matched by the other

categories.
Fi lg 6 ] Vocational Secondary Institute Of On-Job In-House
School Professional Higher Training Training
School Education
Family Respect Qualification - Do Not Care 2.98 3.53 5.27 355 334

Fig 6.k shows that the respondents consider all areas of education and training to
be comparatively inexpensive, but that state university education is marginally
more expensive than other categories. It is surprising to note that staff place a
cost value on in-house and on-job training, but it is conceivable that this could

relate to several possible factors. In some of the hotels surveyed staff attending
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short courses did so on a voluntary no pay basis, or had a charge levied against

salary if they failed to pass the course.

Similarly, guest contact staff may have consider that by being out of their work
environment they could loose potential revenue from tips. Alternatively, staff
may have considered the cost of employing specialist instructors or trainers when

considering this question.

Fig 6.k Vocational Secondary Institute Of On-Job In-House

g 0. School Professional Higher Training Training
School Education

Cheap Way To Leam - Expensive Way To 3.64 3.75 3.96 3.85 3.78

Overall means Fig 6.1, and Graph 6.7.1 shows that hotel staff perceive Institutes
of Higher Education as the best education and training medium, followed fairly
closely by on-job training programmes and then by in-house training. Secondary

professional schools and the vocational training schools respectively rank lowest

in their esteem.

Flg 6.1 Vocational Secondary Institute Of On-Job In-House
School Professional Higher Training Training
School Education
Medians 3.77 3.92 4.47 4.39 4.25
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customers were like and what they expected from the hotel. Front of house
employees and those of the younger generation with a greater degree of
experience on which to base their impressions of the foreign visitor, showed a
degree of preference towards consumers from the West, and to non-Chinese
Asian visitors, especially to those from Japan. This was in contrast to the first
group, who despite being curious about the foreigner, perceived visiting Chinese
simply as returning compatriots and were more suspicious of other ethnic groups.
Figs 6.1-6.18 show the national averages compiled from the overall regional

scores.

Fig 6.1 shows the likes and dislikes of hotel staff towards other ethnic groups,
and nationally it would appear that China’s hotel staff prefer to deal with their
own people. Other Chinese groups - Hong Kong, Taiwanese, Singaporean - rank
highest in these categories, and this fact well may have a degree of correlation to

the evidence presented in Figs 6.2 and 6.3.

Flg 6.1 S.E. Local Other
. '. . Japanese Western Asian Chinese Chinese
Like - Dislike 3.26 443 3.56 4.22 4.51

Fig 6.2 shows that staff see ethnic Chinese as the easiest groups to talk to, with
westerners ranking second and Japanese as the least easy group to communicate
with. As most front line hotel staff are reasonably proficient in English, but as yet

less proficient in Japanese this would appear to be a natural correlation.
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. S.E. Local Other

Fi g 6.2 Japanese Western Asian Chinese Chinese
Easy To Talk To - Hard To Talk To 2.65 4.15 3.77 4.99 4.99
Fig 6.3 shows also that the other Chinese groups are seen as the best tippers,
whilst the Japanese are seen to tip badly, which again may account for a
preference towards the former group of customers.

, SE. Local Other

Fig 6.3 Japanese Western Asian Chinese Chinese
Tip Well - Tip Badly 2.16 2.94 2.96 2.19 3.52

Western visitors are seen as the most friendly group of customers, Fig 6.4,
followed closely by other Chinese visitors. Whilst language skills and ethnic
preferences may have be seen to have some influence in the previous cases, it is
interesting to note that here the South East Asians and local Chinese are seen as

the least friendly groups of all visitor, ranking significantly lower than the

Japanese.

Fig 6.4 S.E. Local Other
_ _ Japanese Western Asian Chinese Chinese

Friendly - Unfriendly 4.33 4.76 4.05 4.17 4.71

In terms of the staff’s perceptions of courtesy, Fig 6.5 shows that western and
Japanese visitors are respectively ranked highest, with South East Asian and local
visitors being least well regarded. Similarly in Fig 6.6 westerners and Japanese
are seen as the most respectful categories of foreign visitor, closely followed by

other Chinese. Again local Chinese and South East Asian visitors are seen as
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ranking significantly lower. Fig 6.7 illustrates that the Japanese are seen as the
most patient category of foreign visitor in their dealings with local staff, followed
by other Chinese. Western visitors, local Chinese and South East Asian visitors

score lower in this category.

X S.E. Local Other
Fig 6.5 Japanese Wester Asian Chinese Chinese
Courteous - Discourteous 4.96 4.99 3.96 3.82 4.55

X S.E. Local Other
Fi g 6.6 Japanese Western Asian Chinese Chinese
Respectful - Disrespectful 4.36 4.68 3.89 3.58 427

. S.E. Local Other
Fig 6.7 Japanese Westem Asian Chinese Chinese
Patient - Impatient 4.37 3.86 3.68 3.70 4.06

Fig 6.8 shows whilst the Japanese are patient in their dealings with staff, they are
the group least likely to accept advice and recommendations. Other Chinese are
seen as the most likely group to takes advice and recommendations from hotel
staff, with Westerners visitors falling the middle of this category. Fig 6.9 show
that staff see western visitors as the most relaxed group of foreign visitors, whilst
the Japanese are considered as the most serious minded set of foreigners, but
that, Fig 6.10, the Japanese are more casual in their demands, wanting less from

hotel staff than other groups.

Flg 6.8 S.E. Local Other
! ) Japanese Western Asian Chinese Chinese

Takes Advice - Rejects Advice 3.89 4.09 3.92 3.93 4.28
Flg 6.9 S.E. Local Other
_ Japanese Western Asian Chinese Chinese

Relaxed - Serious 3.63 4.63 3.87 3.96 4.39

249




. S.E. Local Other
Fi g 6.10 Japanese Western Asian Chinese Chinese
Casual (Want Less) - Demanding (Want More) 4.06 3.84 3.58 3.67 4.01

Despite this seemingly casual approach the Japanese are believed, as shown in Fig

6.11, to complain more than other groups, although the variance between all

groups of visitors is relatively small in this case.

. S.E. Local Other
Fi g 6.11 Jap Western Asian Chinese Chinese
Complaining - Uncomplaining 3.74 3.72 3.53 3.59 3.57

With regard to visitors attitude towards hotel staff, the Japanese and the western

visitor are shown in Fig 6.12 to have the most ordinary manner, whilst South
East Asian visitors are considered as having a superior manner or attitude. Again

the percentage variance is relatively low between groups.

Fig 6.12 SE. Local Other
i Japanese Western Asian Chinese Chinese
Ordinary Manner - Superior Manner 4.01 4.01 3.75 3.92 3.98

Fig 6.13 shows that the Japanese are significantly considered as the most tidy
group of guests, this factor relating to general behaviour in guest rooms, dining
rooms and public areas, whilst South East Asians and local Chinese are
considered as untidy customers. Here the variance gap is fairly wide, thus it
would appear that South East Asians and local Chinese cause staff considerably

more problems in this respect.
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X S.E. Local Other
F g 6.13 Japanese Western Asian Chinese Chinese
Tidy - Untidy 5.13 4.86 3.92 3.93 4.62

Western visitors, followed by other Chinese are seen in Fig 6. 14 as the groups
most likely to question staff about the services and facilities available, whilst
Japanese and local Chinese are seen as relatively unquestioning. This may reflect
the fact that these groups have a higher tendency to want and use ancillary

facilities than other groups of visitor.

. S.E. Local Other
Fig 6.14 Japanese Western Asian Chinese Chinese
Questioning - Unquestioning 3.71 4.43 3.87 3.73 4.04

Fig 6.15 shows that whilst all groups of visitor expect high standards of the hotel
and its staff, western visitors are believed to have the highest expectations and

local Chinese the lowest.

; S.E. Local Other
Fi g 6.15 Japanese Westemn Asian Chinese Chinese
Expects High Standards - Does Not 4.48 4.76 429 4.24 4.45

Figs 6.16 - 6.18 show that of all groups, hotel staff consider their western
visitors to be the most polite, to display the best conduct and are the most
comfortable to deal with. By comparison local Chinese and South East Asian are
seen to be the least polite, to display the worst conduct and are the least

comfortable to deal with.

Fig6.16 S.E. Local Other
N : Japanese Western Asian Chinese Chinese
Polite - Impolite 4.08 4.46 3.81 4.10 4.27
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Chapter 7. - Local Manager Survey Findings

“The Next Generation”

Introduction

It was considered necessary to identify what local supervisors and managers working
in hotels throughout the PRC thought about the industry and its future, about their
long-term career prospects and goals, their attitudes towards expatriate managers and
local colleagues, and to the levels and value of the training they received. The intention
of this survey was to provide a source of data by which the use of local and expatriate
managers could be measured and compared against the real needs of a developing
industry. It was also used to measure the academic levels, aspirations and attitudes of
existing local supervisory staff, to test the validity of the training offered by hotel
companies and the curricula offered by PRC hotel schools in terms of developing the
industry along local lines; and to give some indication of moves towards localization

by the hotel companies concerned.

The information was obtained from a questionnaire survey conducted in a number of
hotels throughout China (n=12). Hotels within the sample, were asked to select
between 5-10 local junior managers and supervisory staff from a variety of disciplines,
i.e. front office, food and beverage, accommodation services, back of house. Whilst
selection was at random, hotels were asked to attempt approximate proportional
representation from amongst their staff departments. All staff surveys were written in

both English and Chinese, and staff had the option to complete the questionnaires in
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either, or as sometimes occurred, both languages. A bi-lingual written introduction to
the rational behind the survey, and to the method of completion was also given. In
order to ensure accuracy the initial survey was written in English and translated into
Chinese. Then a second blind translation back into English was carried out, and any

misinterpretation or inaccuracies were corrected.

The survey was distributed to and returned by total sample of (n= 102) local Chinese
junior managers and supervisory staff randomly selected from a variety of job
disciplines within the hotels sampled. These staff were asked to attend a bi-lingual
verbal briefing session, and then to remain in a discrete environment to complete the
questionnaire. It some properties informal “off the record” discussions with the
supervisors took place after they had completed the survey. This occurred in some
properties (n=8), but because of time scales and work pressures the General Managers
of the other four properties requested that the selected staff were issued the survey
during their morning briefing, and it was then return within 24 hours. It is possible that
in some of these cases superiors may have wanted to scan the information for personal
or political reasons prior to returning the completed questionnaires. This perception
was supported on two occasions by the fact that two groups of local supervisors
requested off property “informal discussions” after the survey had been completed to

illustrate their views of expatriate managers and their company.

The survey was divided into three parts and used both closed and open ended

questioning techniques. Part 1, asked the respondents to provide biographical data, and
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data concerning previous education and training. Part 2, asked the respondents to
provide data on their views of both local and expatriate managers working in the
industry. Part 3, asked respondents to provide data relating to their views on the

industry as a career and their future career intentions and prospects.

Local Supervisory Staff Survey - Part 1.

Biographical And Educational Data.

Chart 7.1.1 confirms the supposition that China’s hotel industry is generally comprised
of a very young staff, and shows that a large majority (over 70% ) of the supervisors
interviewed were in the 20-30 age group, with a further 18% being in the 31-40 group.
Chart 7.1.2. illustrates the job areas of the respondents and shows that a majority of
the supervisors interviewed came from Front of House Backgrounds with over half
(54%) from Food and Beverage areas, and a further 24% from Front Office areas.
Back of House staff provided only 22% of the sample, represented by 16%
Administrative and Ancillary staff and 6% Housekeeping staff. Charts 7.1.3 and 7.1.4
show that from all of the supervisory staff there was a high percentage of male

employees (67%) and that approximately 33% of both sexes were married.

Chart 7.1.5 shows that 68% of the respondents had completed secondary education

and the remaining 42% had undertaken some form of tertiary education.
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host nation. Consequently it was expected that the various cultures of the visitors to China

would create different needs and wants from a hotel.

Sampling Techniques:

To assist in analyzing the anticipated variance between the needs of various guest types,
hotel guests were categorize into five principal ethnic groupings. These groupings were;
Western, Japanese, South East Asians, PRC nationals, and overseas Chinese (classified
by the PRC as returning nationals). Thus questionnaires were produced in English,
Chinese and Japanese. All of the hotels (n=12) selected were given the same number of
questionnaires, that is 50 in English, 50 in Chinese and 50 in Japanese. Instructions were
given to the Rooms Division Manager to distribute the questionnaires as closely as
possible to the hotels ethnic market mix. It was agreed that the reception staff would ask
randomly selected guests at check in time to complete the questionnaire. Each selected
guest was offer a complimentary drinks voucher for completing and returning the
questionnaire to either the Assistant Manager or Guest Relations Officer. Each hotel was
requested to return at least 100 completed questionnaires, with a maximum of 150 per

hotel, to Hong Kong for analysis.

Structure Of The Survey

The survey was structured to explore three distinct areas, and following an introductory
page, was accordingly divided into three sub-sections; Section A: asked the recipient for
biographical and background data; Section B: asked the recipient for data on their reason

for choosing the hotel; Section C: asked the recipient to rank the importance of the
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Frequency Of Use:

Respondents on a first visit to the hotel amounted to 69% of the sample, those on a
second or third visit comprised 12%, those on a third to fifth visit comprised 10%, whilst
frequent users, with over six visits, amounted to 9% of the sample.

Occupation Category:

The data from this section of the survey proved unreliable in that it frequently attracted
more than one response with many of the recipients marking the “professional” category
plus a qualifier. However, the data revealed that professional users represented 62% of
the sample, business users 27%, government and education 12%, sales and marketing
18%, engineers 27%, travel and tourism 11%, and other unspecified categories 5%. Of
the unspecified categories 2% were retired people.

Length Of Stay:

The average length of stay for hotel visitors was 2.7 days

Who Was Paying The Hotel Bill:

The survey revealed that 58% of the hotels bills were paid by the company or employer,

38% were paid by the guest themselves, with 4% of unspecified cases.

Findings - Section B

This asked the recipient for data on their reason for choosing the hotel. This section had
two cases, (a) reason for choice and (b) the criteria influencing their choice. In the first
case respondents were asked to identify from five specified conditions, with a sixth open
condition, why they had decided to stay in this hotel on this occasion. The data showed

that 31% of the sample had previous experience of the hotel, 20% were other unspecified
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cases, 15% were on a tour package, 14% were recommended by travel agents, 8% had

been booked in by their company and 4% had been recommended by a friend.

In the second case respondents were asked to rank on a 1-5 scale, (1 = not important - 5 =
very important) the relative importance of the following categories; location, pricing,
reputation, hotel facilities, and, ease of booking. Chart 8.1 summarizes the results, and
shows that hotel facilities are considered as the most important single factor when making
a booking, with almost 80% of the respondents considering this as either very important
(39%) or important (40%). Reputation of the hotel is ranked as the second overall most
important factor by just over 70% of hotel users. Location (60%) ranks as third most
important overall factor, with ease of booking and pricing being the fourth and fifth

rankings respectively.

Findings - Section C

This part of the questionnaire asked the recipient to rank both the importance of the
services provided, and the frequency with which they used these services. This section
had 54 cases with level of importance ranked on a 1-5 scale, i.e., 1 not important - 5 very
important, and frequency of use ranked on a four point scale, i.e. frequently; sometimes;
never, and; not available. This section also included three open ended questions: (1)
what impressed you most about this hotel; (2) what things do you dislike most about this

hotel;, and; (3) any other comments.
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response, with a 20% unclassified or nil return. Of this response 40% state that they never
use these rooms, by projecting this figure to a value based on the valid returns, this would
indicate that half of the Japanese guests (50%) who stay in PRC hotels do not require “no

smoking rooms”.

The Wants and Needs Of Visitors By Ethnic Grouping

As previously stated, it was expected that the various cultures of the visitors to China
would create different needs and wants from a hotel, and consequently the guests were
sub-divided into four principle categories, namely Westerners, Japanese, compatriot
Chinese and local Chinese. This was done because it was felt that each of these groups
would have distinct and dissimilar criteria in their expectations and needs. Customers
expectations as to the hotel’s provisions were first analyzed according to these four

principle ethnic groupings.

As can be seen from the data presented in Charts 8.2 - 8.9 the perception that different
ethnic groups of consumer had distinct and separate needs proved to be largely
unfounded. On the whole the differences in their wants, needs and expectations proved to

be minimal.

Charts 8.2 - 8.3 presents the data and show the importance and utility of the different
factors affecting comfort and ambiance for Western visitors, Charts 8.4 - 8.5 show these
for Japanese visitors, Charts 8.6 - 8.7 show these for local Chinese visitors, and Charts

8.8 - 8.9 for compatriot Chinese visitors
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The Wants and Needs Of Visitors By Reason For Visit

Customers expectations were also broken down and analyzed according to the principle
reasons given for visiting the hotel, namely; leisure and tourism,; for conference and
convention purposes; and for business use. (see Charts 8.10 - 8.15). Again these show

remarkable similarities and minimal differences.

Charts 8.10 - 8.11 present the data and show the importance and utility of the different
factors affecting comfort and ambiance for the leisure and tourism market; Charts 8.12 -
8. 13 for the conference and convention market; and Charts 8.14 - 8.15 for the business

market.

Importance of Common Facilities And Services

Charts 8.16 - 8.20 show an analysis of the data according to the importance of common
facilities and services and their utilization within hotels. This information is further sub-
divided into four categories ; (1) Common Hotel Facilities; (2) Common Guest Room

Facilities; and; (3) Common Hotel Services and (4) Factors Which Affect Ambiance.

Again because of the percentage influence of nil responses and unclassified cases, a better
picture of wants, needs and expectations is given by studying the factors classified under
the “relative importance” area, rather than the frequency of use factors classified under

the “relative utility” area.
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Chart 8.16 shows the relative importance and levels of utilization of common guest room
facilities. Chart 8.17 shows the relative importance and levels of utilization of common
guest room amenities. Chart 8.18 shows the relative importance and levels of utilization
of common hotel facilities, and; Chart 8.19 shows the relative importance and levels of
utilization of common hotel services. Chart 8.20 suammarizes the importance and

utilization of the different factors which affect comfort and ambiance.

Guest Comments

This section of the survey also included three open ended questions: (1) what impressed
you most about this hotel; (2) what things do you dislike most about this hotel;, and;
(3) any other comments. The responses in this section contained many missing cases,
varied immensely and because of the diversity in responses, proved difficult to classify or

rank according to frequency, however a tabular summary is enclose (see Appendix A10).

Section 1 “what impressed you most about this hotel” returned many positive responses
about; the physical design and layout of the hotels; the overall levels of service provided,
and the performance of specific staff members or specific outlets including the “massage”

services.

Section 2 “what things do you dislike most about this hotel” returned many negative
responses about; pricing structures and billing methods, the overall levels of service, the
lack of performance of specific staff members or outlets; specific facilities; poor

behaviour, rudeness or lack of response from staff members; airport pick up services;
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telephone systems; room decor; location; openly displayed prostitution in hotel lobbies;

and many more.

Section 3 “any other comments” similarly attracted a vast variety of comments which
included both some positive, but mainly negative remarks about; general policies, systems
and amenities in China, i.e. difficulties with communication, trains, buses; ticketing, visas,
taxis; internal security, frequent breakdown of equipment and power supplies etc.; variable
service levels; language problems; overcharging; lack of and difficulties with
telecommunication systems, lack of conformity in standards between PRC “brand name”

hotels and similar properties elsewhere; and many more.
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Chapter 9 - Summary And Conclusions

“The Reality And The Vision - China’s Hotels”

Summa

This research investigated the environment of China’s IJV hotels by examining the
views of those employed within these institutions and of those who use them. In
summary, Study 1 examined the views and opinions of (n=65) expatriate managers
working in IJV hotel companies in the PRC on the current situation and future
potential of China’s hotel industry and its’ staff. Study 2 examined the attitudes and
perceptions of (n=166) rank and file staff employed in these hotels, towards the hotel
industry as a career, to their feelings towards foreign visitors using the hotels, and to
the education and training they would like to receive. Study 3 examined the views of
(n=102) local supervisors and junior managers towards the industry and its future,
about their long-term career prospects and goals, their attitudes towards expatriate
managers and local colleagues, and to the levels and value of the training they received.
Study 4 examined the views of (n=558) customers using these properties to determine
whether the variety, level and quality of services that hotels were offering met with
those guests’ wants and needs. These studies, singularly and collectively, attempted
to investigate issues and answer questions mainly related to the cultural impact of
“foreign” corporate policy and decision making in China’s hotels as against what is

actually wanted and needed by lobal practitioners in developing industry.
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More specifically, the research looked at; whether LIV hotels in China were satisfying
guest needs, whether traditional Chinese culture had any influence on the attitudes of
hotel workers in China and whether the concept of equality, encouraged by the cultural
standards of the 1947 revolution has created problems in the management of hotels;
whether the current example of management practice is western biased and the
relevance this has to the needs of China’s hotels; and whether hotel training currently
offered in China was unsystematic, and unrelated to the needs of the Chinese hotel
industry. From these initial questions, and after a comprehensive review of current

literature several primary and secondary research questions were developed:

RQ1. Traditional Chinese culture and the revolutions which have taken place in
China, will have a bearing on the ability of the staff to differentiate between
service and servitude.

RQ2. In order to provide appropriate training and development, international hotel
corporations should consider the implications of cross-cultural interaction, in
that all hotel employees should receive training on how to better cope with
guests and colleagues with different cultural backgrounds.

RQ3. The provision offered by international “brand name” hotels operating in guest
countries is not necessarily that expected or required by the host market

RQ4. Global hotel corporations should be moving towards localization policies,
specifically in the areas of management staffing.

RQ5. Transferred employees, overseas expatriates, and their families, should receive

CCT before they start working in their designated host country.
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who have different culturally based values, norms, behaviors and beliefs must interact,
difficulties arise because faulty attributions are made about the motives and meanings
of the others' behaviors since these attributions are based on the attributers' own
cultural norms and world view (Bochner, 1982). Cultural values are something that
can, and do change, but this change is often slow to occur. China, as one category of
people, has like any other nation has developed a set of cultural values because of its
history and traditions, which are accepted by its people, and which affect the way these
people think and behave. Many empirical studies in the areas of culture, (Hofstede
1985, Bond 1989, Redding 1980, Snow-Kietel 1990), have shown that cultural
dynamics have significant effects on attitude, on the interpretation and assimilation of

concepts, on learning and cognizance and on subsequent management style.

China's hotel industry is apparently still lacking international standards or international
styles of service; (Cullen 1988, Gluckman 1993, Cook 1989); and it has been

suggested that this has been influenced by the establishment of the communist state in
1949 and the subsequent culture and events fostered by this ideology. Whilst this still
remains a somewhat contentious question, it is a view supported by current literature;
(Bond and Kwang-kuo 1986, Cornell Quarterly 1988 v28 No.4, Armstrong and Jung,

1992, Satow and Wang 1994).

This belief i1s supported by the statistical evidence displayed in the research findings

which strongly suggests that many of the problems experienced by the management of

IJV hotels do in fact stem from the cultural background and the political ideology of
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the people of China. The findings of these studies show that in Chinese society, status
and security still have strong traditional cultural values, and that the more recent
Maoist doctrines and policies intensified the traditional collectivist culture to heights
whereby it became expected that the state would provide all. Despite modernization
and current reforms, such expectations and traditions still exist and are seen to be
particularly strong in a certain demographic stratum of the Chinese population, notably
those aged over 35 years. This age group are old enough to remember, and to have
been influenced by the Cultural revolution, and it is this age group who effectively hold
much of the power in modern China and its industries. Study 1 showed that expatriate
managers have particular problems with staff, with bureaucracy, with supply routes,
and with internal management structures, which they attribute to the heritage of the
Cultural Revolution. Study 1 also showed that expatriate managers firmly believe that
the service ethos is lacking in China, because it is not considered as a strong
characteristic of traditional Chinese culture, and because of the recent political history
which produced a set of values within the PRC whereby the average Chinese citizen
sees waiting on people as being demeaning. With regard to the hospitality industry,
this was interpreted by managers as being a major element in reducing the interest
amongst PRC nationals in taking up jobs in the service industries. Managers
attributed this factor to the particular cultural traditions relating to face and self
dignity, and to the effects of the Cultural Revolution. These characteristic values are
still common and are regarded as important by Chinese ethnic groups, and such values
make it hard for locals to accept criticism or complain, thus their perception of service,

and their methods of delivering service are very different to those of other nationalities.
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This inability to accept criticism or complaint because of “loosing face”, was seen as a

major component in contributing to the problems managers experienced with staff,

Thus, the assumption that; traditional Chinese culture and the revolutions which have
taken place in China, have a strong bearing on hotel staff in that they are frequently

unable to differentiate between service and servitude is accepted.

RQ2. In order to provide appropriate training and development, international hotel

corporations should consider the implications of cross-cultural interaction.

Current literature; (Shames & Glover 1988; Welch, Tanke and Glover 1988; Pizam,
1989); and others; suggest that managing a service organization involves managing
both people and their culture. This thinking recognizes that differences in cultural
background may cause miscommunication, misunderstanding and dissatisfaction
among staff members. It also considers that culturally aware managers must recognize
the impact of culture on their work force, their guests and their operation. Developing
cultural awareness is considered a professional obligation for all managers in order to
help them become more aware of the values, habits, customs, and lifestyle of their
work force, all of which must be understood to develop an effective working
environment. One school of thought (Hymer 1986; Hofstede 1989; Reynolds 1990)
professes that cultural awareness is one of the subtle features of competition in world
markets, and firms which are better at it have a distinct advantage over their

competitors.
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There is division amongst current writers on how to deal with these problems of cross
cultural interaction, and over the appropriate management style to adopt because of
this problem. One main theme, (Evans 1989; Shenkar1990; Batson 1992) asserts that
the management style adopted in a specific society is determined by the level of
technology, or by the general state of development of that society. The other main
theme, (Swierczek 1989; Wang 1992; Satow and Wang 1994), claim that the specific
culture of a society is a dominant factor in management style, and that management
will retain its own unique cultural identity even as society develops. It seems likely
that both themes have some validity and that management style is a function of

industrialization but is tempered by cultural characteristics

Within China’s IJV hotels the most frequently identified operational management
problems, that may be considered as inherent to China’s history, tradition and culture,
are those involving human resources management, management structure and the focus
of operational decision making processes. (Swierczek 1989; Kobrin 1989; Newman

1989; Wang 1992; Satow and Wang 1994).

The statistical findings of the studies confirms these views and show these three areas
to be the principle sources of internal conflict within IJV hotels. Study 1 shows that
expatriate managers generally consider human resources issues to be a major concern,
and that the problems associated with this area stem from poor cross-cultural

interaction, principally the lack of cultural awareness on behalf of both parties involved
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in any given cultural transaction. This study also demonstrates that both hotel staff and
many PRC officials behave in predictable ways in certain situations, and that
confrontation with cross-cultural issues can result in negative behavior. Study 2 shows
that local hotel staff carry firm convictions and beliefs about the expected behavior of
various ethnic visitor categories, and will react in certain and different ways to different
visitor groups. Study 3 shows that local managers and supervisors carry a set of
beliefs and opinions about their expatriate superiors, and will display behavior in
accordance with these views. Study 4 shows that the international visitor is
experiencing a degree of hostility from some elements of PRC hotel staff and public

officials.

The cost of failed cross-cultural encounters can be high, with losses not only including
the loss of profit, but also the unmeasurable losses of damaged hotel reputation, loss of
loyal customers and loss of future business. Such behavior is negative to the consistent
development and the goodwill of the hotel industry and the issues causing this behavior
need addressing. Whether this is done by developing cultural awareness in expatriate
managers, local staff , or both remains to be seen. However as the foreign visitor is the
least likely part of the “cultural triangle” to make concessions, it would appear that, in
addition to merely providing technical training, training and education for hospitality
staff should include aspects of cross-cultural interaction in order to facilitate adequate
and appropriate training development for both local staff and expatriate managers.

Cross-cultural training programmes in the hotels are mainly applicable to three
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categories of personnel: expatriate managers, local staff who have contact with
culturally diverse categories of guests, and staff going on overseas assignments.
Cross-cultural training approaches including training in the areas of, cultural awareness,
the needs of different cultures, sensitivity and flexibility with people from different
cultures, and understanding colleagues’ and guests’ verbal and non-verbal

communication behaviors.

Thus the statement that in order to provide appropriate training and development,
international hotel corporations should consider the implications of cross-cultural

interaction is accepted.

RQ3. The provision offered by international “brand name” hotels operating in guest

countries is not necessarily that expected or required by the host market.

Current literature presents little in the way of either support or denial to this question.
Baker, et al (1993), showed how the levels of expectation varied with the location of
the hotel and the culture of the host nation. Bowker (1988), and Reynolds (1990)
imply that foreign concerns only have an advantage over local companies when the
majority of their customers are from their home country and that the western approach
is not always the right one for every country or situation. Cullen (1988) comments
that the standards employed in China's NHEC 5-star hotel grading system standards

are not comparable with international expectations and norms, but fails to define either
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these international expectations and norms, or to comment on local expectations and

norms.

Statistic data, presented in the findings of the study, would suggest that whilst the local
market for ITV hotel provision in the PRC is relatively small at this moment in time,
representing only around 10% of the total market, it is a developing area, with a great
deal of future potential. The study was limited in that it was not possible to sample
state owned or managed hotels by way of comparison, the percentage of local Chinese
surveyed was thus small (10%), and the corresponding majority of guests surveyed

were overseas travelers.

Study 1 showed that the local market was developing rapidly, especially in food and
beverage areas, but whilst the local market was seen as an important growth area, the
interviewee’s predicted that international travelers would still select known “brand
name” hotels of the four and five star category. However, managers also agreed that
locals staying in the hotels preferred Chinese restaurant outlets, as the majority of such
users were still not familiar with western food, and that many locals perceived western
and international outlets to be expensive. Study 2 shows that»of all visitor groups,
local Chinese visitors are overall the least highly regarded by hotel staff, and that they
are perceived to be more demanding in their wants and needs. This could indicate that
these visitors are less familiar with the international standards on offer, less
comfortable with these standards, and prefer something more akin to their normal

expectations. Study 3 had no applicable findings to this research question. Study 4
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showed that whilst Asian visitor groups, including all ethnic Chinese, Japanese and
other South East Asians, amounted to 69% of total visitors, these visitors were
apparently satisfied with the levels of provision offered by the 1TV hotels. From the
data presented, the perception that different ethnic groups of consumer had distinct
and separate needs proved to be largely unfounded. On the whole the differences in
their wants, needs and expectations proved to be minimal. However, guests did
comment of the lack of conformity between standards in PRC properties operating

under a corporate “brand name” and similar hotel properties elsewhere.

Currently the predominant market for IJV hotel is the South East Asian business
traveler, and not the local market. In consequence, there is a lack of evidence to
support the statement that, the provision offered by international “brand name” hotels
operating in guest countries is not necessarily that expected or required by the host

market, and the findings suggest a need for further study.

RQ4. Global hotel corporations should be moving towards localization policies,

specifically in the areas of management staffing.

Current literature, (Gladwin and Walter 1980, Kolde 1985, Livingstone 1989, OECD
1992), and current corporate thinking by many MNC’s (Coca-Cola, IBM, Citybank,
Shangri la, Sheraton) suggests an increasing movement towards supporting strong
localization policies. However, the progress of such localization policies depend

greatly on the numbers of available, trained and qualified local managers.
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Whilst the survey findings show that progression towards management positions by
local staff is both possible and available, much of this potential is being currently
eroded by the high staff turnover problems that the hotel’s are experiencing. Such
erosion depletes the potential available numbers of local staff who may be capable of
senior posts,. It would appear that despite a desire by hotel companies to localize,

conditions are not yet optimum for this move to take place.

The data presented in Study 1 shows that a local managers’ knowledge of his own
culture, and the procedures necessary to operate in a local market place, must have a
value to any organization. It also shows that most of the expatriate managers see
themselves as being in the PRC to train, with the ultimate result of this training being
greater localization. Similarly, all of the hotel companies expressed policies in favour

of promoting and developing full localization.

However, the statistical data exhibited in Study 3 shows that currently there is a severe
shortage of available, trained and qualified local managers. It would appear that whilst
local managers would like to consider themselves as potentially equal to expatriate
managers, and have a desire to see greater localization, in general terms a large
majority (80%) of them still see the need for expatriate managers to be employed

because of their experience, the ability to learn from them, and their skills.
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The assumption that; global hotel corporations should be moving towards localization
policies, specifically in the areas of management staffing is supported by the findings of
the surveys, however the limitations currently in place within the PRC, are proving this

to be a difficult policy to implement.

RQS5. Transferred employees, overseas expatriates, and their families, should receive

CCT before they start working in their designated host country.

Almost all of the available current literature, (Seelye 1979, Heenan and Perlmutter
1979, Bochner 1982, Doz & Prahalad 1986, Pizam 1989, Black and Mendenhall 1990,
and others), supports the viewpoint that overseas expatriates, and their families, should
receive some degree of cross cultural training before they start working in their
designated host country. For example, Heenan and Perlmutter's (1979) study, shows
that a disproportionately high percentage of all communication between the head office

and its subsidiaries dealt with problems of expatriate adaptation to overseas living.

If expatriate hotel managers are sensitized to cultural differences between their home
and host countries, they will then be able to appreciate the uniqueness of the of the
people in the host countries, and will seek to make allowance for such factors when
communicating with local employees. Very often hotel corporations just focus on
technical pre-assignment training and briefing, without provide adequate personal
adjustment and cultural training. The lack of such a holistic approach in the

capitalization of human assets, and the lack of adequate pre-departure and post-arrival
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training programmes for expatriate managers according to Chew, Tsai & Teo, (1990)
leads to an arrest of human resources development and inevitably affects their job

performance levels.

The evidence presented in the findings of the studies, notably Study 1, showed that
despite obvious differences in nationality, ethnocentricity, job classification, age,
background and experience, all of the managers interviewed had encountered problems

with their China posting, and many were still experiencing these problems.

The most frequent problems encountered by expatriate managers were in the areas of]
exposure and adaptation to a new culture; communications; internal and often
conflicting management structures; pressures arising from the Chinese political and
bureaucratic structures; attitudes of local staff, general staffing problems; personal
conflict arising from differences in standards and perceptions of isolation; and lack of
pre-assignment training. These problem were not limited to western expatriates, but
were experienced by almost all of the managers at the initial stages of their China

assignment.

In general almost all of the expatriates interviewed felt they needed to know more
about the local environment before their posting. Only one manager (1.5%) of those
interviewed, had a positive experience of good pre-assignment training and exposure,
and this was from a previous employer. Managers experienced a variety of “culture

shocks” because of poor orientation or prior training, and complained that their
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employer had been of no assistance, that they were given no orientation, and no help in
dealing with the local bureaucracy in gaining visas and work permits. This was
considered by many as very off putting, as a big cultural shock, and as a initial

disappointment to what promised to be an exciting and stimulating appointment.

Studies 2 and 3 similarly showed that local staff considered the biggest problems they
encountered when dealing with expatriate managers were accountable to cultural
differences, with the most frequently cited perceived disadvantage of employing

expatriate managers, as being their lack of understanding of local culture (62.4%).

Thus, according to the findings, the assumption that transferred employees, overseas
expatriates, and their families, should receive CCT before they start working in their

designated host country is accepted.

RQ6. Hotel training is unsystematic, and unrelated to the needs of the Chinese hotel

industry.

There is literary evidence to suggest (Cook 1989, Tao and Chang 1989, Zhao 1991,
CNTA 1992) that the levels of state provision for hotel education and training, whilst
slowly increasing in terms of quantity, are still highly inadequate in terms of quality.
These studies indicate that existing state provisions for training hotel staff are
inadequate, that there are distinct variation between course content from one

institution to another, and that such provision has insufficient relevance to the current
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technological requirements of a new and developing industry. Cook (1989), for
example, argues that the lack of adequate government funding for training and
vocational schools is greatly inhibiting the growth of the Chinese tourism industry.
When applied to in-house and on-job training programmes, there is little recorded
evidence available in current literature to support the hypothesis that hotel training is

unsystematic, and unrelated to the needs of the Chinese hotel industry.

The findings of these studies strongly support the literary view that current government
provision is unsystematic, out of date, and unreliable However, from the evidence
presented there would seem to be some conflict of opinion with regard to the quality

and reliability of corporate in-house and on-job training.

Study 1 showed that hoteliers generally felt that the government was being very slow
in introducing a systematic education programme for the hospitality industry. This was
attributed to a number of factors which included a lack of resources and trained staff,
no common national curriculum or system, a lack of awareness of international
standards; and that what little current development that was taking place in this area
had a tendency to focus on tourism related course rather than hospitality specific
courses. Managers also considered that as the industry in China is looking for trained
operatives, there is greater need for the hotel schools to develop specialist courses

relating to the major operational areas of hotel work.

328



In-house training was commonly seen as a predominant but contentious issue within
the industry by expatriate managers. Training was regarded as essential because the
current endemic problem of rapid staff turnover, increasing occupancy rates, and
because consumer demands for value and quality generated a perpetual need for more
and better trained staff. However, managers also considered that training in the PRC
was a time consuming and expensive but necessary evil, which provided only a short
term solution to these difficulties. With so many staff apparently needing training, most
managers claimed to be highly under resourced in this areas. Consequently training
standards and values differed considerably and at random from property to property,
and there did not seem to be any clear cut differentiation between standards in different
organizations, and quality appeared to be derived from individual budgets, perceived
needs, and the beliefs and convictions of the current General Managers and Training
Managers. On a corporate basis, all of the companies surveyed were taking positive
steps to investigate future training opportunities by looking at sponsorships, corporate

training institutions, and similar joint venture training schemes.

Study 2 showed that local rank and file staff held training to be important, that PRC
hotel staff see on-job training, closely followed by in-house training, as the most
appropriate way for them to learn practical subjects, and that these training
mechanisms rank higher than formal hotel training in government schools. Study 2 also
shows that the training and education of these staff could be greatly enhanced by the
implementation of informal and incidental learning programs within the workplace,

possibly linked to more formal training courses. Overall this category of staff placed

329



great emphasis on the values of corporate training in terms of quality, cost, duration,
instruction, and relevance, and, with the exception of university education, placed a

much lower emphasis on the same values in the state system.

Study 3 shows that local supervisors and junior managers also consider training as
highly important, with all of the survey sample expressing a desire for further
management education and training. This category of staff also perceive corporate in-
house training to have a marked value to their future careers and feel that state
education and training is currently less effective than corporate training mechanisms.
Overall it would seem that whilst management can see the limitations of current
corporate training mechanisms, staff see the personal advantages of such programmes

and thus view them in a more positive light.

In summary, it may be concluded that whilst some properties are providing explicit and
systematic training programmes, others are failing to do so. On a corporate basis, it
seems evident that the LIV companies are attempting to address the issues in a
systematic way, albeit slowly. Similarly, the evidence that state programmes are
currently unsystematic and irrelevant to needs would appear to be conclusive, and

point to the fact that much more development is needed in this area.

The assumption that hotel training is unsystematic, and unrelated to the needs of the

Chinese hotel industry, therefore holds some current validity.
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RQ7. Management practices in IJV hotels are western biased and of questionable

relevance to the needs of China’s hotels.

This research question represents a summation of the preceding hypotheses, and of the
whole philosophy of the study, i.e. that the hotel industry in the PRC should be

allowed to develop along local lines and according to local tradition and culture.

One of the introductory statements made in the opening chapters of this study asserted
that: “hotel companies operating in this region originally imported western standards to
meet the needs of the predominantly western customer base of that time, and that the
practice is still current despite the apparent shift in the market”, thereby implying that
these practice should be adjusted to a more Asian bias to meet the needs of a more
Asian market. Whilst the presumption that western standards were originally imported
is correct, the assumption that they should be changed at this moment in time is less
than certain. Undoubtedly the concepts of hospitality are perceived differently by
China’s local inhabitants, than by the western practitioners and managers who are
operating within the PRC. Likewise, where indigenous companies are operating
within the region, there is a clear distinction between the structure, character and
provision of these companies, than those found in IJV guest organizations. However,
as this study was only able to focus on IJV companies such comparisons can only be

based on secondary data and personal observations.
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Study 1 shows clearly that despite the fact that a large percentage of expatriate
managers employed in IJV properties are ethnic Chinese, the management style
employed in most of the PRC’s joint venture hotels is predominantly western in
concept. These expatriate Chinese managers are western trained and have been
exposed to western values for all, or most, of their lives. Such managers appear to
offer the perfect compromise to the IJV companies, they have the “right face”
coupled with the “right corporate experience”. Similarly most have Chinese language
skills, and some traditions of Chinese culture through family exposure. However, this
part of the study also shows that a majority of the General Managers employed by
these IJV companies were in fact of western ethnic origins. With such an assembly of
top managers having western training and holding western concepts, together with the
western orientation of corporate policies it is unlikely that management practice could

be anything other than western biased.

Just how well western managers and indeed expatriate Chinese and Asian managers,
cope with pursuing such operating policies within the confines of a sectarian state,
presents a different abstraction on this issue. According to state concepts, much of
the western bias in management terms is still seen as unprincipled and subversive to
local communist party ideology. Study 1 shows that many expatriate managers, and
consequently their parent companies, by the very nature of their background and
ethnicity are experiencing conflict at internal organizational, and external bureaucratic
levels because of such ideology. This could lead to an assumption that a degree of

compromise between local systems and western systems is required, although it must
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be remembered that any such compromise, in order to be effective, needs two way
commitment. The quote from one interviewee that; “China was a nation trying to
stand on two boats”, i.e. that China was struggling to retain its traditions and its own
methods of practice, whilst at the same time attempting to incorporate and adopt
western concepts and principles aptly sums up this situation. Most managers
concurred and believed that the Chinese only wanted to accept foreign intervention
within the framework of their own culture and on their own terms, which meant that
expatriates operating in China had to, at least tacitly, accept Chinese cultural values,

beliefs and traditions without open question or comment.

Study 1 also proved a clear need for the introduction and incorporation of international
standards, systems and procedures, by showing that local staff had little concepts of
such standards, whilst the predominant customer bases expected international

standards and quality.

Studies 2 and 3 show that local staff see the industry as a way to develop their skills
and knowledge, principally through the intervention of expatriate managers as training
agents. This indicates a perceived need for, and intrinsic belief in, the values of western
management concepts and styles. The studies also indicate a consecutive resistance to
these western values because of conflicting local cultural and ideological values This
presents an interesting dichotomy of opinion and beliefs, which creates the potential for
the internal conflict that is frequently expressed in the visualization of “The China

Syndrome” as reported by both expatriate managers and the international consumer.

333






BIBLIOGRAPHY AND REFERENCES:

Adler, N. and Graham, J.L.
“Cross-Cultural Interaction ; The International Comparison Fallacy ?”
Journal Of International Business Studies; Vol:20 No.3 pp. 515-537, 1989

Albrecht and Zemke
“Service America”
Intercultural Press, Maine USA, 1992

Alston, Jon.
"Wa, Guanxi, and Inhwa: Managerial Principle in Japan China and Korea"
Business Horizons Vol:32 No.2 1989 pp 26-31

Bamevik, P.
“Making Local Heroes International”
Financial Times (UK), 17 Jan 1994: p.8

Barnum, Cynthia & Wolniansky, Natasha.
"Globalization: Moving A step Beyond The International Firm"
Management Review Vol:78 No.9 Sept 1989 pp 30-34

Barratt, Alan.

"Doing Business in a Different Culture: The Implications for Management
Development. "

Jrnl of European Industrial Training (UK) Vol:13 No.4 1989 pp 28-31

Batson, B.
“The Road Less Travelled (Marketing To The Far Fast)”
Sales & Marketing Management (USA), Dec 1992: pp. 46 - 51

Beattie, R. M.
“Hospitality Internationalization: An Empirical Investigation”

International Journal of Contemporary Hospitality Management (Hong Kong),
1991: Vol 3 No 4 pp. 14 -21

Benedict R.
"The Chrysanthemum and the Sword"
Meridien, New York, 1946

Bj’rkman, I. and Schaap, A.
“Outsiders In The Middle Kingdom: Expatriate Managers In Chinese-Western Joint
Ventures “

European Management Journal (UK), Jun 1994 Vol.12 No.2: p.147 - 164




Boella, M.J.
“Human Resource Management In The Hospitality Industry”
Stanley Thornes, Cheltenham, 1992

Bohan, G. P. and Horney, N.F.
“Pinpointing The Real Cost Of Quality In A Service Company “
National Productivity Review (USA), Summer 1991 Vol.10 No.3: pp. 309 - 318

Bond M.H., Kwang-kuo H.

"The Social Psychology of Chinese People.”
in "The Psychology of the Chinese People."
Ed. Bond M.H.

Oxford University Press, 1986

Bond M.H., Lee P.W.H.

"Face-Saving in Chinese Culture: A Discussion and Experimental Study of Hong
Kong Students." in "Social Life and Development in Hong Kong. "

Eds. King AY.C,,Lee RP.L.

Chinese University Press, Hong Kong, 1981.

Bowker , Heather
“Incentives In An International Context : USA vs Overseas”
Benefits & Compensation International, 1988 Vol:18 No.1, pp 2-10,

Boyacigiller, N.
“Role Of Expatriates In The Management Of Multinational Corporations’
Joumnal of International Business Studies (USA), 1990 Vol 21 No 3: pp. 357 - 392

de Bruijn, E. J.and Jia, X.
“Managing Sino-Western Joint Ventures: Product Selection Strategy “
Management International Review (Germany), 1993, Vol 33 No 4 pp. 335 -361

de Bruijn, E. J. and Jia, X.
“Transferring Technology To China By Means Of Joint Ventures “
Research Technology Management (USA), Jan/Feb 1993 Vol.36 No.1: pp. 17 -23

Burack, E. H.
“Changing The Company Culture “
Long Range Planning (UK), Feb 1991 Vol.24 #1: pp. 88 -96

Burton, Gene E.
"Comparison of Corporate Environments "
Human Systems Mgmt. (Netherlands) Vol 8: No.2 1989 pp 167-173

B-2



Chan Wing-tsit

"The Individual in Chinese Religions"

in "The Chinese Mind"

Ed. Moore C.A.

University Press of Hawaii, Honolulu, 1967

Chang J.
“Wild Swans”
Harper Collins, London 1991

Chung, B and Kwok, Z K,
“Methodological Problems In Data Collection And Questionnaire Construction In

Hong Kong”.

in “Social Life And Development In Hong Kong”, .pp306-324
eds; King, Y.C. and Lee, P.L

Chinese University Press, Hong Kong 1974

Cleverly J.
“The Schooling of China”
Allen and Unwin, Sydney 1985

CNTA
“China National Tourism Administration Annual Yearbook of Statistics.”
CNTA, Beijing. 1992

Cook, D.

"China's Hotels, Still Playing Catch Up; China's Need For Tourism Development”
Comell Hotel & Restaurant Administration Quarterly , Nov. 1989,

Vol.30 No 3. pp.64-71

Comell University

Editorial

Cornell Hotel & Restaurant Administration Quarterly, Feb.1988,
Vol.28 No 4. pp.17- 18

Cullen, T.P.

"Filling China's Staffing Gap"

Cornell Hotel & Restaurant Administration Quarterly, Aug.1988,
Vol.29 No 2. pp.76-78

Eastern Express
Lead Article - "The Eastern Express", March 31, 1994. Hong Kong

Evans, W. A et al.,
“A Cross-Cultural Comparison Of Managerial Styles “
The Journal of Management Development (UK), 1989 Vol 8 No 3: pp. 5 -14

B-3



Fairbank J K.and Reischauer E.O.
“China : Tradition and Transformation”
Houghton Mifflin Company, Boston 1989

Fender, D.and Littlejohn, D.

“Forward Planning In Uncertain Times (For Hospitality) ”

International Journal of Contemporary Hospitality Management (.Hong Kong),
Vol 4No 3;1992:p.i-iv

Finn. W.
“Absorbing The Culture Shock “
Personnel Today (UK), 11-24 Feb 1992: pp. 28 -30

Fish, A. and Wood, J.

“Integrating Expatriate Careers With International Business Activity: Strategies And

Procedures”

Galagan, P. A.
“Executives Go Global”
Training & Development Journal (USA), Jun 1990 Vol.44; No.6: pp. 58 -64

Giarnini O. (.ed)
“The Emerging Service Econom
Pergamon Press, Oxford. 1987

r»”

Glasse, J.
“Writing On The Wall Of China *“
Campaign (UK), 17 Feb 1989: pp. 61 -63

Gluckman , R.
"A China Optimist"
Asia, Inc. Magazine, Nov.1993, Vol 2. No.11 pp. 60-63

Goffman E.
"Embarrassment and Social Organization"
American Journal of Sociology, Vol. 62, 1956

Goffman E.
"On Face Work”
Psychiatry, Vol. 18, 1955

Gorman, Liam.
"Corporate Culture"”
Management Decision (UK) 1989, Vol:27 No.1 pp 14-19

B-4



Graham A.C.
"China, Furope, and the Origins of Modern Science”
Asia Major. Vol.16 1971

Hall ET.
"Beyond Culture”
Doubleday, New York, 1976

Hansen, C. D. and Brooks, A. K.
“A Review Of Cross-Cultural Research On Human Resource Development “
Human Resource Development Quarterly (USA), Spring 1994 Vol 5 No.1: pp. 55 - 75

Heenan, D. A .and Willey, D.
“China On The Move “
Journal of Business Strategy (USA), May/Jun 93 Vol.15 No.3: pp. 35 - 41

HoD.YF.

"Chinese Patterns of Socialization: A Critical Review." in "The Psychology of the
Chinese People.”

Ed. Bond M.H. Oxford University Press, 1986.

Ho Yan-fai, Lee Ling-yu
"Authoritarianism and Attitude Toward Filial Piety in Chinese Teachers"
Joumnal of Social Psychology, No. 92, pp 89-94 1974

Hong Kong Polytechnic

"Hong Kong: Cultural Context”.
Department of Hospitality Management
January 1988

Hong Kong Tourist Association
“Annal of Statistic”
HKTA. Hong Kong, 1993

Hofstede G.
“Culture’s Consequences; International Differences In Work-Related Values”
Sage Publications., Beverley Hills, Calif., 1980

Hofstede, G.
“Cultural Constraints In Management Theories “
Academy of Management Executive (USA), Feb 93 Vol.7 No.1: pp. 81-95

Hofstede, G.
“Cultures And QOrganizations: From Fad To Management Tool “
University of Wales Business & Economics Review (UK), No 8 1992: pp. 15 -27

B-5



Hofstede, G. and Bond, M.H.
“The Confucius Connection: Economic Development In Asia “
Organizational Dynamics (USA), Spring 1988 Vol.16 No.4: pp. 5 - 22

Hofstede G. and Bond M H.
“The Cash Value Of Confucian Values”
Human Management Systems, Vol 8., No.3., pp 195-199, 1989

Hofstede G., and Bond M .H.
"The Confucius Connection: from Cultural Roots to Economic Growth."”
in "Organisational Dynamics”, 1988.

Hortum, Mustapha; and Muller, Lloyd H.
"Management and Culture"”
Supervision Vol:50 No.1 1989 pp 14-17

Howard, C. G.

“Profile Of The 21 St Century Expatriate Manager”
HR Magazine (USA), Jun 92 Vol.37; No.6: pp. 93 -98

Hu H.C.
"The Chinese Concept of Face"”
American Anthropologist, 1944

Huyton J.

“The Transfer of Hong Kong Chinese Students to British Tertiary Fducational
Institutions”

Unpublished M.Ed Dissertation

University of Birmingham, England, 1991

Huyton J, Sutton J., and Bai Xiu-cheng

“A Cultural Clash - Revolution or Reform, A Snapshot of the Hotel Industry in The
People's Republic of China"

Proceedings from International Congress for Anthropological and Ethnological
Sciences, Mexico City, Mexico, July 31, 1993.

Hymer S H;
“The International Operatons Of National Firms: A Study Of Direct Foreign
Investment”. MIT Press, Cambridge, N.J. 1976

Johns, N.
“Quality Management In The Hospitality Industry “

International Journal of Contemporary Hospitality Management (Hong Kong), Vol 4
No 3 92: pp. 14 -21

B-6



Kirkbride P.S., Tang F.Y.S., Chaw S.W.

"The Transferability of Management Training and Development. The Hong Kong
Case" .

Asia Pacific Human Resource Management February, 1989.

Kluckhohn C. & Strobeck R,
"Culture & Behavior"

ed. Kluckhohn R |

Free Press, New York, 1962

Kotter, J. P.and Pickett, L.
“Corporate Culture” .
Training & Development (UK), Jul 94 Vol.12; No.7: p. 17 - 21

Knotts, Rose
"Cross Cultural Management : Transformations and Adaptations"
Business Horizons, Vol:32; No.1. 1989 pp 29-33

Kobrin, Stephen J.
"Expatriate Reduction”
ILR Report Vol:27 No.1 1989 pp 22-29

Lahiry, S.
“Building Commitment Through Organization Culture *
Training & Development (USA), Apr 94 Vol.48; No.4: pp. 50 -53

Lewis, B.
“Using Psychometric Analysis To Reduce Staff Turnover “
Transition (UK), Oct 91 Vol.91; No.9: pp. 11 -13

Lockett, Martin
"Culture and the Problems of Chinese Management”
Organisational Studies Vol:9 No.4 1988 pp 475-496

Louie, K.
"Critiques of Confucius in Contemporary China"
Chinese University Press, Hong Kong. 1980

Lundberg, C. C. and Woods, R.H.
“Modifyving Restaurant Culture *

International Journal of Contemporary Hospitality Management (Hong Kong),
Vol 2. No 4 1990: pp. 4- 13

B-7



Maccoby, M.
“Creating Quality Cultures In The East And West “
Research Technology Management (USA), Jan-Feb 94 Vol.37; No.1: pp. 57 - 60

McKinsey Quarterly 1992,
Editorial: No. 3, pp. 37

Michael F.
“China Through the Ages”
Westview Press, Boulder, Colorado 1989

Mohan, Krishna
Strategies That Work In China - Applying The Lessons Of International Experience
Mid-Atlantic Journal Of Business Vol:25 No.2 & No.3 Dec 1988 / Jan 1989

Nakamura H.
"The Way of Thinking of Eastern Peoples"
University Press of Hawaii, Honolulu, 1964

National Tourism Administration P.R.C.
“The Yearbook of China Tourism Statistics”
Beijing, China 1992

Needham J.
"Science in Traditional China: a Comparative Perspective”
Cambridge University Press, Cambridge, 1981

Newman, R. G .
"Self Style Barriers Inhibit Transferring Business Methods"
Business Horizons Vol:32 No.3 May/June 1989

Newman, R. G. & Rhee, K. A.
"Self-Styled Barriers Inhibit Transferring Management Methods"
Business Horizons Vol:32 No.3 May/June 1989

Northrop F.S.C.
"The Meeting of East and West"
MacMillan, New York, 1946.

Ohmae, Kenichi
"Planting for A Global Harvest"
Harvard Business Review Vol:67 No.4 1989 pp 136-145

B-8



Olsen, M. D.
“Structural Changes: The International Hospitality Industry And Firm”’

International Journal of Contemporary Hospitality Management (Hong Kong),
Vol. 3; No 4 1991: pp 21- 25

Olsen, M. D., Murthy, B., and Teare, R.
“CEQ Perspectives On Scanning The Global Hotel Business Environment”

International Journal of Contemporary Hospitality Management (UK),
Vol 6 No 4 94: pp. 3 - 10

Overman, Stephanie
"Shaping the Global Workplace"
Personnel Administrator Vol:34 No.10 Oct 89

Personnel Journal - Editonial
“Global Companies Re-Examine Corporate Culture”
Personnel Journal (USA), Aug 94 Vol.73; No.7: p. 12 -14

Pine, R.
“Technology Transfer In The Hotel Industry”
International Journal of Hospitality Management (UK), Vol 11; No 1.1992: pp. 3 - 23

Pizam, A. (ed.)
“The Practice Of Hospitality Management”’
AVI Pub. Co. Westport, Conn. 1989

Rahim, M. A, Khan, A A, and Uddin, J.
“Leader Power And Subordinates’ Organizational Commitment And Effectiveness “
The International Executive (USA), May/Jun 1994 Vol.36; No.3: pp. 327 - 342

Redding S.G.

"Management Education for Orientals"”

in "Breaking Down Barriers - Practice and Priorities for International Management
Education”

Eds. Garratt B., Stopford J.

Gower Press, London, 1980.

Redding S.G.
"Western and Chinese Modes of Reasoning and their Implications for Engineering

Management”
Hong Kong Engineer, Hong Kong, March 1982.

B-9



Redding S.G.

"Two Cultures and the Managerial Revolution"”
University of Hong Kong, Supplement to the Gazette
An Inaugural Lecture, January 19, 1984

Reischaur E.O., Fairbank J K.
"East Asia the Great Tradition."
Houghton Miflin Co. Boston, 1958.

Reynolds. P.

“The Internationalization Of Hotel Companies”
Unpublished M.Phil Dissertaion

Huddersfield Polytechnic, UK, 1990

Rhinesmith, S.H., Williamson, J N. & Ehlen, D.M.
"Developing Leaders for the Global Enterprise”
Training & Development Journal Vol:43 No.4, 1989 pp 24-34

Satow,T and Wang, Z.M.
“Cultural And Organizational Factors In HRM In China And Japan “
Journal of Managerial Psychology (UK), Vol 9 No 4 94: pp. 3-12

Satow,T and Wang, Z. M.
“The Patterns Of Human Resource Management: Chinese Japanese Joint Ventures *
Journal of Managerial Psychology (UK), Vol 9 No 4 94: pp. 12 -22

Satow,T and Wang, Z M.
“The Effects Of Structural And Organizational Factors On Joint Ventures
Journal of Managerial Psychology (UK), Vol 9 No 4 94: pp. 22 - 31

Schmitt, B. H.,and Pan, Y.
“Managing Corporate And Brand Identities In The Asia-Pacific Region”
California Management Review (USA), Summer 94 Vol .36; No.4: pp. 32 - 49

Schneider, Susan C.
"Strategy Formulation : The Impact of National Culture”
Organisational Studies. Vol 10 No.2 89 pp 149-168

Scullion, H.
“Why Companies Prefer To Use Expatriates “
Personnel Management (UK), Nov 91 Vol.23; No.11: pp. 32 - 36

Schrock J.R., Adams C.R., and Lung J.,
“ A Need for Tourism Development”
The Comnell H.R A Quarterly, Cornell University, New York 1989

B-10



Scott-Morgan, P. B.
“Barriers To High-Performance Business
Management Review (USA), Jul 93 : pp. 37-42

Shames, GW & Glover, WG.
"World Class Service"”
Intercultural Press, Inc., Yarmouth, Maine, 1989

Shane, S.
“Championing Innovation In The Global Corporation “
Research Technology Management (USA), Jul / Aug 1994, pp. 29 - 36

Shaw, S. M. and Meier, J.
Second Generation MNCs In China
The McKinsey Quarterly (USA), No 4 1993: pp. 3 - 17

Sithi-Amnuai P.
"The Asian Mind"
Asia Magazine - Spring Issue 1968, pp.78 - 91,

Snow M.
"Effective Training for Chinese Employees”.
Direct Response Ltd. Hong Kong 1988.

van Steenbergen, Bart
"Influence of the East on the Cultural Renewal of the West"
Futures (UK) Vol:21 No.4 1989 pp 371-377

Sharp, 1.
Managing for global market leadership

Business Quarterly (Canada), Summer 1991 Vol.56; No.1: pp. 16 - 20

Shenkar, O.
“International Joint Ventures' Problems In China “
Long Range Planning (UK), Jun 1990, Vol 23, No.3: pp. 82 -91

Sparrow, J. et.al.,

“Experienced Staff And Tailoring Food Service”

International Journal of Contemporary Hospitality Management (Hong Kong),
Vol 4 No.1; 1992: pp. 4 -11

Swierczek, F.W.
"Culture and Training: Do They Play Away From Home?"
Training & Development Jml., Vol:42 No.11 1988 pp 74-80

B-11



Swierczek, F'W.
"Images Of Organisation: Culture and the Management of Technology”
Jrnl Managerial Psychology (UK) Vol.4 No.3. 1989

Swierczek, F. and Hirsch, G.
“Joint Ventures In Asia And Multicultural Management”
European Management Journal (UK), Jun 1994 Vol.12; No.2: pp. 197 - 210

Tan, K. Y.
“Emercing FEconomic And Social Realities In East Asia”

Australian Journal of Management (Australia), Jun 1992 Vol.17, No.1: pp. 67-89

Tao, Had-bun, and Chang Dean-yuan

“The Development and Construction of Tourism Personnel”
Strategic Studies of Tourism Economy and Development
Beijing, China 1989

Teare, R.

“Designing A Contemporary Hotel Service Culture”
International Journal of Service Industry Management (UK),
Vol 4 No 2 1993: pp. 63 - 74

Thomas, I.and Whiteley, A.
“The Competency Approach To Hong Kong Management Development
Human Resources Journal (Hong Kong), Jan 1990 Vol.6; No.1 pp. 17 - 27

Tsai Chih Chung

"The Sayings of Confucius"

Asiapac Books and Educational Aids (S) Pte Ltd.
Singapore, 1989.

Urata, S.

“Globalization And Regionalization In The Pacific-Asia Region”
Business & the Contemporary World (Germany), Autumn 1993
Vol.5, No.4: pp. 26 - 46

Vance, C. M. and Paderon, E. S
“Host Country Workforce Training And Development”’
Journal of Business Ethics (Netherlands), Aug 1993 Vol.12;No.8 pp. 635 - 642

Vineall, T.
“Creating A Multinational Management Team”
Personnel Management (UK), Oct 1988: pp. 44 -48

B-12



























A-2. HOTEL STAFF EDUCATION AND TRAINING SURVEY -
REPATORY GRID



A2 - A3

SECTION TWO

In This Section There Are Two Grids To Complete.

Each Grid Has Several Categories At The Top,
And Many Classifiers Down The Side.

What You Are Asked To Do Is Rank The
Classifiers For Each Category On A Scale
Of1-6

1=LOWEST SCORE :
6 = HIGHEST SCORE :

For Example: IN GRID No 1.

If You Really Dislike Japanese
- Customers Enter 1 in The Box

If You Really Like Japanese
Customers Enter.6 In The Box

If You Feelings Are In Between

Like and Dislike

Choose A Score Between 1 & 6
That BEST FITS Your Feelings



A2

Education And Training

Vocational | Secondary | Institute { On-Job | In-House
School Professional | Of Higher | Training | Training
School Education

Necessary To Learn
Practical Subjects - Not
Necessary

Necessary To Learn
Management Subjects - Not
Necessary

Study Time Too Long - Too
Short

Easy Way To Learn - Hard
Way To Learn

Practical Subjects Important
- Practical Subjects Not
Important

A Good way To Learn - A
Poor Way To Learn

Worthwhile Qualification -
Worthless Qualification

Good Teaching - Poor
Teaching

Qualification Helps Get Job
- No Help

Family Respect Qualification
- Do Not Care

Cheap Way To Learn - g
Expensive Way To Learn







A3

Foreign Visitors

Like - Dislike

Easy To Talk To - Hard To
Talk To
Tip Well - Tip Badly

Friendly - Unfriendly
Respectful - Disrespectful
Patient - Impatient

Takes Advice - Rejects Advice
Casual - Demanding
Complaining - Uncomplaining
Complains To Manager -
Complains To Staff

Accepts Service Levels -
Expects Fast Service
Ordinary Manner - Superior
Manner

Tidy - Untidy

Questioning - Unquestioning
Expects High Standards -
Does Not

Talks Quietly - Talks Loudly

Good Manners - Bad Manners

Comfortable To Deal With -
Uncomfortable

Japanese

Western

S.E.
Asian

Local
Chinese

Other
Chinese
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3. DID YOU RECEIVE ANY FORMAL MANAGEMENT EDUCATION /
OR TRAINING BEFORE JOINING THE HOTEL INDUSTRY ?

IR R TR S Pt T IR E AL RIS T LAY
YES § O NO % O

If - YES - please continue, If - NO - please go to Question 8. &
S USS T ARI N TR GF SRS §. % SRR LA S F.F S

4.  IF YES, PLEASE SPECIFY THE TYPE OF INSTITUTION AND PLACE:
WHAT D BRI B /SRR )

VOCATIONAL SCHOOL 0 at
IR # ;] ¥
TECHNICAL INSTITUTE / COLLEGE [ at

Bowduy /e g #” A %
POLYTECHNIC O at

W A¥ # b %
UNIVERSITY O at

251 % # A #

QUALIFICATION GAINED
2RGLEBH TP

5. PLEASE SPECIFY THE SUBJECT AREAS YOU STUDIED :
LA i

6. WOULD YOU BE PREPARED TO CONTINUE YOUR STUDIES ?
ﬂii‘ﬂfﬁf@&ﬁ,{t 1

YES % 0 NO % o
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7. IF SO, WHAT TYPE OF COURSE, AND WHAT METHOD OF STUDY

WOULD YOU CHOOSE:

W R1TE - WSR3 dRAA N B EFRA%/ LK AN

Type Of Course :

S X 3L

Method Of Study : Full Time 0 Part Time [J

FRAHN ALk = 88,
Correspondence O Short Courses[]
kAR, &1 321 AL

Place of Study : Local 0l Overseas O

U BCEC XA Y A 3% ¢k

&

If you have completed this section, - please go to question 10.

bR R UG AL T 104 AL

8. IF YOU DID NOT RECEIVE FORMAL MANAGEMENT EDUCATION
OR TRAINING, WOULD YOU LIKE TODO SO ?

o AR R L LR R AA B W ARLEAN R LR ARATE) /05
YES £ O NO % O

9. IF YES, WHAT TYPE OF TRAINING OR STUDY WOULD YOU LIKE
TO UNDERTAKE OR YOU FEEL WOULD BE USEFUL FOR YOUR

JOB?

PRRLTY - AREN BV AR CAR R IR LY 8293184 ]

Type Of Course :

il g8

Method Of Study : Full Time O Part Time [J
Correspondence O Short Coursesl[]
$ WAL 15933942

Place of Study : Local O Overseas O
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10. HAVE YOU PARTICIPATED IN ANY IN-HOUSE MANAGEMENT
TRAINING OR MANAGEMENT SEMINARS SINCE JOINING THE

HOTEL INDUSTRY ?
RV NEUEX BT KT FIEITTR DAL SEEREZRES S DR 4T 207}
YES £ O NO % O

11. PLEASE GIVE DETAILS OF THE IN-HOUSE MANAGEMENT
TRAINING OR MANAGEMENT SEMINARS YOU HAVE ATTENDED:

CIVAS BEVHEU IR AL TN 1%
Course/Seminar Title & Topic Arca No. Days Location
WAL /A3 2 d B e fh Y] a 3% e §,

12, HOW USEFUL & RELEVANT WERE THESE COURSES TO THE JOB
YOU ARE DOING ?

VST TIRSEH S F23CIOE Y R T2 S R TP A( D)
Level of Use:  dpH&iiR

Very Useful [J Useful [J Some Use g Little Use 0O

Fdh % A% ARER Lk
Relevantat: 435 (4.4)) 9344

Time O Later U Still Relevant [J No Relevance (]
f ey ia PRL% AL Q 24 &8 (f)
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13. PLEASE COMMENT ON THE QUALITY OF THESE IN-HOUSE
COURSES / SEMINARS WITH REGARD TO :

UG 998 2R 4E 3 / aRad 3L ARG A

A) Course Content :
2 THS) N

B) Instructors Ability:
B bkt

) Other Aspects :
XA

14. PLEASE GIVE YOUR VIEWS / OPINIONS ON THE QUALITY OF :

LOCAL VOCATIONAL SCHOOL / COLLEGE / UNIVERSITY COURSES
IN HOTEL OPERATIONS / MANAGEMENT , WITH REGARD TO :
ALY A Q) BA G2 LIt - a8 L & AS PRI ARG /B8 2 A
3343 2 3 A

A) Course Content :

(235 00) S

B) Instructors Ability:
By

C)  Facilities : iuse
jiie :

D) Other Aspects :
Pt dy '
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18.

16.

DO YOU THINK LANGUAGE LEARNING IS IMPORTANT IN YOUR
JoB ?

MILHFA /4 AR aE s FE L4 K 4047

Very Important O Important 0
HEEL %

Less Important a Not Important a
VEIA S 2 X8 37

WHAT LANGUAGE TRAINING WOULD HELP YOU TO DO YOUR JOB
BETTER ?

SIA RIS UL T LI CLL XA SR S22 F VY

continued / ....ceeene



CTMI/HKP

HOTEL MANAGEMENT PERSONNLL SURVEY

17.  WHAT LANGUAGES CAN YOU SPEAK ?

MM abndtitd
Fluent
]
Understand
All Written
& Spoken
2.4 718%
LANGUAGE(S): 3%3
English 3} ]
Japanese g3k O
French Aig |
German  {%i% 0
Mandarin £#if O
Cantonese [+t [
Others : plcasc specify : B Hie. -
. O
(
O

Please Specify Your Native Language :

ot 4ied

LEVEL OF ABILITY :
et k¥

Good Average

% %14

Speak & Speak &

Understand  Understand

Well Some

IR (L4 ¥

0 ]

] g

g d

El O

] d

O )
BOATEIE LS

O O

0. 0

Od | O

Poor / None
A-3]
None At All

Or Only a Few

Words
LA
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4. WHAT DO YOU THINK ARE THE ADVANTAGES & DISADVANTAGES
EMPLOYING EX-PATRIATE MANAGERS ?

255,98 W5 4 A At R s b,

ADVANTAGES 43 DISADVANTAGES .4

S. WHAT DO YOU THINK ARE THE ADVANTAGES & DISADVANTAGES
EMPLOYING LOCAL MANAGERS ?

(&SN E 7RSI ZOD ISR £33
ADVANTAGES 434t DISADVANTAGES .4

6. DO YOU THINK THERE ARE MANY DIFFERENCES BETWEEN
LOCAL MANAGERS AND EXPATRIATE MANAGERS ?
2Bt h B A deas A% A IR
Please Delete (Y/N) And - Explain Your Reasons : {4 uTiefh0%3]1%
: 80 AR A

YES / NO Because :
L/ % Ak
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HOW WELL DO YOU THINK EX-PATRIATE MANAGERS ARE
ACCEPTED BY LOCAL STAFF ?
e nh 3 A hz il i ORA

Well Accepted O Accepted O
16298 % : H#E

Tolerated ' a Not Accepted O
Rk T TR

HOW DO YOU THINK EX-PATRIATE MANAGERS COMPARE WITH
LOCAL MANAGERS ?
4138538 5+ 548wtk . (LB N T KA ]

Knowledge: 413,34 3%

Superior ] Same g Inferior a
A A 4ato4¢ #h
BMHH
Superior a Same O Inferior 0
i #4101 #3
Attitude : 38R 5 P
Superior O Same O Inferior O
ik'ﬁt, A4fa A
iy
please specify:
1L
Superior 0 Same 0 Inferior 0
¥t & LAY i

WHICH CATEGORY OF MANAGER CONDUCTS TRAINING IN YOUR
HOTEL ? Rz 08B M. 1 9p - 34512745043 5|

Local Chinese O Ex-patriate Chinese []
AN Yt Kk gt

Ex-patriate Western O = Expatriate Asian [

73 WN I VR

Other Category a

Jie

Several Categories O ; . ererersesences

%#4a%a1 - Ak
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SURVEY FOR HOTEL MANAGEMENT PERSONNEL
PART THREE

p 0 T8

1.  WHAT ARE YOUR FEELINGS ABOUT WORKING IN THE HOTEL
INDUSTRY ? #2864k =% oA 5K &
1

ADVANTAGES 4§ DISADVANTAGES 43§,

2. WHAT ARE YOUR REASONS FOR WORKING IN THIS INDUSTRY ?
A% Lhde nBR T & 3%

3. DO YOU THINK YOU WILL REMAIN WORKING IN THE HOTEL
INDUSTRY ? R4S AMMAKTE N 21

YES 4 O NO 1 4 0O

4.  WHAT ARE YOUR AMBITIONS IF YOU INTEND TO STAY IN THE
HOTEL INDUSTRY ? 4R tdskharfe® 218 - 104 L ATEAR
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4

DO YOU THINK THERE IS GOOD OPPORTUNITY FOR CAREER
ADVANCEMENT IN THE HOTEL INDUSTRY ?

KRR 0 2 16 A% A Bad A A1
YES A 0 NO X%/ [

6. IF YOU DO NOT INTEND TO STAY IN THE HOTEL INDUSTRY ,
WHAT WILL BE YOUR REASONS FOR LEAVING ?

R R e - AREORAL

7. WOULD YOU RECOMMEND THIS INDUSTRY AS A CAREER TO
OTHERS ? 414§ €86 3 (F MMA AT MANRICA

YES 4 a NO 44 U

Reasons :

fo il A

8. WHAT CHANGES WOULD YOU LIKE TO SEE WITHIN THE HOTEL
INDUSTRY REGARDING JOB OPPORTUNITY AND CONDITIONS OF

WORK ?  f31pinb &34 1wk /14 1% - 104 L A A2 B ik

[

THANK YOU - for your time & effort in completin th'is questionnaire.
WUTBRWI GALL A EARD QA1 v‘mi, .
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o e e =

A HOTEL FACILITIES, AMENITIES AND SERVICES SURVEY

Our hotel is committed to providing its guests with the services
and facilities they require.

For this reason we are asking you to tell us what it is that
influences your choice of a hotel, and what facilities you expect
to find and use when you stay in one.

To enable us to match your expectations with our hotel’s
provision we would ask youto spend a few minutes of your
valuable time in completing this survey. Your answers are very
important to us, and will form the basis of future corporate
decisions.

There is no need for you to identify yourself in completing this
questionnaire, and, naturally, all your responses will be treated
in the strictest confidence.

!

Thank you for your assistance.




SECTION A
THIS SECTION LETS US KNOW A LITTLE ABOUT YOU

Please indicate your answer with a «"inthe O ,orif there
is no box, by writing on the line provided
1. Please Indicate whether you are:-
Male
Female
2. What s your age?
20 and under
21 - 30 years
31 - 45 years
46 - 60 years

61 years and over

Ooooo 04

3. Where Is your permanent place of residence?

Town/City ..ccocceevervnncrncnns 1076]¥11) {1V
Nationality .......ccceeeercceneenne

4. What Is the reason for staying at the hotel?
Convention / Conference
Other Business
Leisure / Tourism

Visiting Friends / Family

Ddodd

Other - Please Specify .......cccceeucuee

5. Are you staying in the hotel ....
On your own

With your spouse
With frlend / colleague
With your family !

Qodog

Other - Please Specify ......ccccecvvuene

6. How many times have you stayed In this hotel?
First Visit
1 - 2 Times previously
3 - 5 times previously

O0o04d

6 or more times previously




s

7. What Is your occupation?

Professional

Business / Administrative / Management
Government / Education

Sales / Marketing

Engineer / Construction

Travel / Tourism

Other - Please SpecCify ....ccccvveinunene

8. How many nights are you staying?
1 Night
2 Nights
3 Nights
. 4-6 Nights
7 Nights or more

9 Who Is paying your hotel biil?
Self
Employer

(oo

100U

L

[]

I



SECTIONB

THIS SECTION OF THE QUESTIONNAIRE LOOKS AT THE FACTORS YOU
CONSIDER WHEN SELECTING A HOTEL

Why did you decide to stay in this hotel on this occasion?

Company Decision D
Conference/Seminar Venue D

-
Recommendation by a friend L]
Previous experience of the hotel —
Tour Package D

|
Recommendation of a Trave! Agent L

Other - Please SPECify ......ccouveervscscressersencsuenccssssens

Please mark the appropriate box as to whether you consider the
following criteria to be of any influence to you when choosing a
hotel

1 NOT IMPORTANT

2 OF LITTLE IMPORTANCE
3 REASONABLY IMPORTANT
4 IMPORTANT

5 VERY IMPORTANT

Location

Pricing

Reputation <

Facilities of the Property

Ease of Booking

Others Please specify

---------------------------------------------






House-brand toiletries
Designer-brand toiletries
Western styled lavatories
Asian Styled lavatories
Hand held showers
Fixed showers

Bath tubs

Towelling robe
Stationery

Ironing Board/iron
Mini-Bar

Beauty Salon/Hairdresser

Level of Importance

1

2

3

4

5

Do You Use Them

FIS [N |N/A

What other facilities or services would you like to see in a

hotel?

---------------------------------------------------------------------------------------------------

---------------------------------------------------------------------------------------------------

AS



AS

What things Impress you most about this hotel?

........................................................................................................
........................................................................................................
........................................................................................................
........................................................................................................

--------------------------------------------------------------------------------------------------------

........................................................................................................
........................................................................................................
........................................................................................................
........................................................................................................

........................................................................................................

---------------------------------------------------------------------------------------------------------
---------------------------------------------------------------------------------------------------------

-----------------------------------------------------------------------------------

THANK YOU FOR THE TIME AND TROUBLE YOU TOOK IN COMPLETING THIS
QUESTIONNAIRE.,
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A-8. EXPATRIATE MANAGER SURVEY - TRANSCRIPTS



1. Golden Flower - Shangri la - Xian

Industry

Economic Growth
Lacks Infrastructure
Bureaucratic Systems &
Red Tape

Getting Staff

Needs Development
Communications
Problems - Language
Interpreter’s Loyalty
Often To Party (Spy)
Cultural Problems
Communist System
Causes Problems

Consumer

Mainly Tourist - Mix
European/SE Asia/USA
No Tourism Body
Support

“Your In China”
syndrome

Delays at Airports/
Customs - Lack Infra-
structure

Tour Operators Familiar
With Problems - have to
defuse anger/anxieties.
Local Market developing
rapidly - esp. F&B areas -
Chinese banqueting big
growth area - also
international buffet -
locals want to experiment

Waauts & Needs

Basic Tourist
Expectations - New City
A Degree of Anxiety -
clean environment/safe
water/security/24 hour
coffee shop

Concerns over “rip offs”
esp. taxis / getting around
- street signs not
bilingual. Accept hotel
pricing but want value.

Expatriate

Main problems
communications &
cutture. Lots of
opportunity - a challenge
- can make your mark -
creativity and flexibility
required. Corporate
management must allow
a degree of freedom to
operate.

Local staff do not seem to
resent western
expatriates- want to
learn.

Locals prejudiced against
Chinese expatriates (HK
& Taiwanese) - perceived
to think locals inferior -
locals remind them of
their roots. A new GM
here, staff state if he had
been Chinese expatriate,
many would have left
job.

Staff

Have only basic skills -
but willing to learn -
easier here than in major
cities as it is seen more as
a profession than just a
job. Staff all want “face”
- good job title, rapid
promotions, big salary
etc. A tendency to
change jobs fast (within
the organization) and at
random to achieve the
above, i.e. will move
from housekeeping to
front desk for prestige.
Lack overall view of
industry - no “big
picture”,

Recruitment - easy to get
bodies, but untrained - a
semi-free market in Xian
- have local employment
bureau. Hotels 1st major
JV company - then good
prestige - now other JV
developments poaching
staff - better money- a
major motivation. Hotels
also poach from each
other. There is a work
unit “gang” system - if 1
leaves, all leave.
Training done by section
heads - train by example

System China

Problems Guanxi &
Bribery.

Two internal
organizational structures
- local manager has great
influence & control, yet
expatriates seemingly in
control ?

Red tape a problem -
need permits for
everything - expatriates
do not understand system
& have no contacts - need
middle man - need to
make right contact - a
systematic process of
referral - lots of “free”
drinks, dinners & gifts.
International hotels pay
more for goods and
services than local
operations (double +).
Bureaucracy slow - take
from 4 - 12 months to get
some jobs done or
supplies in place

System Hotel

Lack corporate identity -
each hotel individual -
advantages in that GM
autonomous - an can
solve problems on a local
level - lack support from
HQ, only marketing &
group human resources
(for senior staff) fully
centralized -
standardization not yet in
place in Shangri la
organization

Education &
Training

Xian has 31 universities
but only 1 local hotel
school - not aware of
standards or quality, lack
understanding of industry
Government slow to
introduce a systematic
education programme -
wrong syllabus (or no
syllabus) - staff lack hotel
experience, technical
knowledge and skills -
teach by “the book”
No western cuisine
taught, want own system,
with high degree of
control (of guests and
staff), and high degree of
security. Language
teaching a problem but
very necessary for
industry.
Internal management
training good - Shangri la
have management
training scheme - take
staff to other units for
cross training - even
overseas

APPENDIX A-8



2. New World Grand - Xian

Industry

Developing quickly,
more hotels now in Xian
and surrounds, - keeping
pace with demand.
Occupancy moved from
around 30% - 45% over
past year.

Problems with
infrastructure - airport
and routes

Consumer

Mainly SE Asian,
European, US and
Japanese, tour groups,
some foreign & local
FIT. Local trade and
business trade developing
as IJV’s move into
regions, but still
principally a tourist area
- decline in US and
increases in SE Asian &
European travelers.

Wants & Needs

Increasing demands from
FIT customers, more
aware of quality and
value - make comparison
with other international
hotels. Want better
service, in room facilities,
and especially
communication facilities.
Tourist more basic needs
- clean room, good food,
friendly helpful staff.

Expatriate

(This group of
expatriates all from Hong
Kong.)

Chinese locals need
expatriates for training,
no real problems in
settling - same cultural
background - most speak
language therefore easier
for them to communicate
than western expatriates.
Perception that staff like
them, and respect their
superior knowledge and
experience, and want to
learn from them..

Staff

Almost impossible to
recruit trained staff -
some poaching from
other hotels - if managers
change staff often do -
normally recruit
untrained young staff.
Semi-free labour market
in Xian -party allocation
system also used to some
extent via local job
bureau. Hotels 1st major
international companies
good prestige - staff like
to meet foreigners.

Staff totally raw on
arrival - have to teach
basic skills - including
personal hygiene,
grooming etc. - no
concepts of an
international hotel -
causes problems as
standards hard to
maintain - continuos
training on going. T/O
quite high - moving to
other IJV jobs

System China

Three tier management
structures - local owner ,
plus management
company plus communist
party - all with diverse
and degrees of financial
interests - party
representative has great
influence & so does local
manager - tend to
interfere with purely
hotel issues - not desired
by expatriate managers.
Red tape a problem - for
importing goods need to
make right contact -
system is Chinese and
works if respected - “ we
are Chinese and know
the system” - (Guanxi &
Bribery).

Double pricing structure
- like for the tourist- it is
expected that
International hotels pay
more than local
operations for produce.
Bureaucracy can be slow
- can take from 4 - 12
months to get some jobs
done - like work permits,
licenses etc., unless you
have right contact

System Hotel

Good support from Hong
Kong - allow a great deal
of autonomy - expect
results though. Managers
set own budgets - but
must be realistic and
maintain these - results
orientated approach.

Education &
Training

Xian has 1 local hotel
school - school very basic
- not aware of
international standards or
quality, lacks
understanding of
industry. Teachers not
experienced industry,
straight from university -
no practical experience -
come to hotels to
“borrow” resources like
menus.
Government has no
systematic education
programme - mainly
teach only Chinese
cookery in schools- staff
lack hotel experience,
technical knowledge and
skills - teach by “the
book"

Internal management
training can be improved
- no real development
schemes yet - local
supervisory staff can go
to Hong Kong for cross
training - permits difficult
to get -used more as a
motivator than real
training tool.

APPENDIX A-8



3. Jiang Guang - New World - Beijing

Industry

Developing rapidly -
more hotels opening -
competition stronger

Consumer

FIT & GIT - also office
and apartment rentals
give long term residents.
SE Asians predominant,
with US & Europeans
next. Few Japanese - use
national brands.

Wants & Needs

Business people expect
more and more - high
tech communication
equip in demand now.
Expect basic comforts in
lodgings - compare with
other major SE Asian
centers and expect same
quality - pricing now
similar. Guests see need
for English speaking staff

Expatriate

Pressure of adjustment
compensated by good
benefits - though’ only
for those at top of scale.
Language and
communication barriers -
see expatriates as here to
train - Staff react
differently to different
nationals - hard on Hong
Kong expatriates - not
respected - same face
different culture - come
for fast money and go -
see other SE Asians as
good trainers-
sympathetic - especially
like Filipino expatriates.
Still high T/O amongst
expatriate staff -
especially in F&B - hard
to form working
relationships because of
this - departments depend

on each other

Staff

Recruitment harder -
more competitive - need
good salary scales to
attract - had good staff at
opening - now loosing
more of these to IJV’s
and other hotels - often
get better package. High
T/O - After 2 years only
have 10% original staff.
Generally employ young
people and train up - hard
to get experienced staff.
Government control staff
distribution - push
unskilled staff onto IJV
companies - little choice -
Chinese graduates have
1st choice of jobs. Hotel
work has initial appeal -
“high face” - but reality
is pay. Cannot employ
part time staff. Staff lack
interest - only a job - not
career motivated - no
structured offered - have
limited potential -

hard to maintain
standards - have to keep
pushing - Poor level of
focal decision making -
passed 1o expatriates -
staff not secure enough to
take responsibility - to
point of avoidance-
culture problem -
managers there to solve
problems not them.

System China

2 tier management
system - local party
representative interferes
with selection, pay,
promotion - guanxi
system strong. Can’t
discipline - party
interferes. All top
managers have Chinese
understudy - causes
conflict - this is imposed
by JV agreement cannot
be changed.
Government hotels get
1st choice of available
staff, thus those better
trained or with
experience.

Problems with resources
& imports - local
products inferior -
electronics and wines a
particular problem - also
spare parts. Customs
clearance long time -
bribery helps and right
contacts.

Staff have “this is China
syndrome” - standards
hard to implement - we
do it our way -

System Hotel

Cost cutting policies &
financial restraints
hamper development - a
results orientated
approach from top -
affects resourcing - lots of
things seen as half done
by local managers - H/O
policies fluctuate too
quickly

Expects results but give
autonomy to managers to
achieve - free hand - no
standardization policies
or company manual, No
local management
training - seen as needed -
no pre-post training also
seen as needed. Internally
section heads set policy -
if it work OK - corporate
culture only works
amongst expatriates - not
locals

Education &
Training

Local hotel schools -
graduates have little
practical experience -
lack resources and
trained staff - do not
compare with
international standards -
no national system or
curriculum - no quality
audits.

In house training
necessary because of
rapid T/O & high
occupancy. Use
combination of classroom
training and on job
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5. PORTMAN SHANGRI LA - SHANGHAI

Industry

Broad opportunities -
customer base growing -
development of local
trade - more purchasing
power - esp. F&B - trade
increasing

Consumer

Coming to terms with
rate increases -
traditionally cheap - no
longer so -

Most business from IJV -
12% - corporate
entertaining - local
weddings - Chinese
dinners

Customers from 90%
FIT - 10% GIT - biggest
sectors from Hong Kong,
Japan, USA - not
necessarily nationals -
reservations from these
countries - by nationality
Westerners most - 3
nights stay average.
Local F&B increasing -
also segment local guests
increasing slowly - local
purchasing power
increasing - people using
RMB pay surcharge

Wants & Needs

Expect more - need to be
satisfied with everything
they ask for - cannot
please 100% - always
demand more - if
dissatisfied need good
channel to complain.

5* is 5* expect to deliver
promises - even locals

Menu/Beverage variety
limited - accepted - hard
to access commodities -
high price- but service
expectations high

Japanese very high
expectations & demands -

‘company paying - world

travelers

Expatriate

Difference in staff skill to
home countries - less
developed industry -
service not strong
characteristic of Chinese
culture - provides
problems - much training
needed - service
standards low to start
with - PR not understood
- different connotation -
PR jobs seen as “social
escort - prostitute”
Hands on working
management - cannot
delegate successfully and
rely on staff, have to
check - mentality
different - staff will say
job done even if not. -
sleeping lion takes a long
time to wake - loyalty
and professionalism not
in mind yet - its a job -
gap between 1930 - 1980
when industry closed -
carry over from cultural
revolution - older staff
better - have seen many
changes - more
responsibility/ appreciate
stability - when jobs
scarce staff very loyal
and obedient - now much
easier to change - 1 child
policy not so much need
for all to work -
Standards lower -
personal standards have
to drop - acceptable to
instruction - will follow a
plan - but not take
initiative -

Staff

Many opportunities for
staff - 13V can offer more
- skills value low -
expectations high - esp.
remuneration package
Recruitment standards
relaxed - take what can
get - if stick to criteria
cannot get sufficient staff
- would like to be more
selective - need to select
suitable applicants -
starting more stringent
policies - problem !!!
Basic criteria - use
questionnaire - attitude,
skills, previous
experience - hard to get -
very young industry -
staff average age 20
Much supervision &
aftention required -
expatriate managers
provide - necessary to
maintain service levels
Constant supervision,
reminding and training to
maintain standards - need
6 months to get up to
speed - then move -
average stay 8 months - |
year Educational
background no impact on
job - doctors and
engineers working in
F&B - its a job - will
leave for better pay - no
career planning.
Graduates normally have
better language skills - no
other perceived
advantages - language
important - much training

System China

Local suppliers cause
problems - lack
international standards of
grading or quality - vary
from one delivery to next
- “the china syndrome”
need to educate suppliers
- we do it this way-a
struggle -

Customs a problem -
must use local agents for
imports - often delays
Improving slowly -

Culture of hospitality
lacking in China - a new
concept - unthought of
for mainland Chinese -
will give more service to
westerner than locals -
pay / tip more 727

System Hotel

Complex organization -
Portman do not interfere
too much - allow SHX to
manage. Support from
SLIM* limited -
transitional management
- SLIM policies OK for
developed countries -
provide basic training
packages but geared too
high for local conditions

Looking into specialized
packages for China -
locals have lack of
international exposure -
no measure of
comparison - what is a 5*

Education &
Training
continual on job training

- some part time staff
available from schools -
need comnections to get
these - not strictly legal -
Guanxi - “creative ways”

- emphasis on training -
using reorientation
programme - will take
out for 2 weeks
continuous training -
career development
planning - a challenge -
cross training -
opportunities to train at
other properties -
awareness raising - good
opportunities for locals to
get promotion

Difficulties with permits -
Shanghinese must work
in shanghai - bond system
still used. -cango
overseas - or other
properties for 2 weeks - 6
months - longer term
better - show
improvement - “incentive
programme” - ““do they
pick the best” - yes !

Government training for
industry limited - no
good hotel schools -
teachers no experience

Expatriates grooming
understudies to take over
-are both managers and
trainers -
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5. PORTMAN SHANGRI LA - SHANGHAI (continued)

Industry

Consumer

Wants & Needs

Expatriate

Communication problem
not just due to language -
cultural impact - employ
staff with good English -
even if local business
increase will still have to
depend on foreign
traveler.Staff react
differently to different
cultural managers - more
subservient to white
Caucasians than fellow
Asians and even less to
fellow Chinese -
westerners have
international knowledge
Can relate to
personalities rather than
nationalities.

Biggest problem seen
with Hong Kong Chinese
& even with HK
customers - will serve
westerners better than
other Chinese.

Staff

centered around language
Motivation - wage
increases - renovation of
focker rooms - focusing
on employee benefits-
committee of locals
getting feedback from
staff on needs Good
opportunities for
promotion - still a big
differential between
salary scales - would pay
locals same if they
performed and took
responsibility.

System China

System Hotel

Education &

Training
Thinking of sponsoring
local hotel schools -
providing resources and
inputting into syllabus - a
way to share standards
and knowledge
Limited in-house training
- mainly on job - &
language
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6. Yantze New World - Shanghai

Industry

Shanghai very
competitive - salary
levels improved - 2
commercial city with
culture of
entrepreneurialism -
hotzls a tough job despite
benefits - loosing staff to
other ITV companies and
local restaurants who can
pay 3 times salary. Staff
wart more money so as
to develop own
businesses. Only see an
immediate future - not
concerned with fong term
training and progression

Consumer

Changes in market mix,
more SE Asians,
especially Hong Kong
people. Less Europeans
& Japanese than
previously. More FIT
customers now,
previously more GIT’s.
Local market developing
especially in F&B
Chinese F&B operational
areas perform best -
locals not accustomed to
western foods, but are
beginning to use facilities
for “face” - come to be
seen.

Wants & Needs

FIT customers want
quality service, supplies
and facilities - guests
expect more value for
money - interational
guests perceive China has
opened up and should be
equal to other countries
in hote! provision.

5* standards expected.

Expatriate

Settling in period upto 1
vear - often impatient
with the “system” at first.
Culture shock - need to
accept - HK national told
that China is a big nation
HK is a small one -
expatriates found they
can’t make same
demands of Chinese staff
- “this is China
syndrome”

Problems with
management culture -
local and corporate views
conflict. Causes problems
to both sides - resourcing
a problem - language
barriers - prior language
training an advantage -
hard to learn language on
job because of work
pressure. Staff attitude a
problem due to politics
between staff/ owners
/managers - guanxi a
problem - local suppliers
hard to work with - no
international standards
used.

Staff

Staff turnover biggest
problem. On going
training. No problems in
recruiting trainees, but
hard to get trained and
qualified staff, esp.
cooks, and supervisory
staff - average age of
kitchen staff is 20 yr. &
60% of these have less
than 6 months
experience.

Internal promotion
necessary as hard to get
staff from outside. Try to
promote on ability, but
only allowed to have a
fixed percentage of local
managers. New World
have staff grading
system, local supervisors
on lowest grade . Staff
see this as unfair, causes
staff'to leave for outside
jobs. Biggest danger to
quality maintenance is
potential T/O of good
supervisors.

Tend to employ younger
age groups, more
flexible, less deep rooted
political beliefs- easier to
change attitudes. Staff
prefer high profile jobs,
don’t like split shifts, see
job as hard and busy
work. Staff won’t work
long hours - take long
unofficial breaks. Lack
awareness of industry,
country has no recent
background of trade.

System China

Infrastructure &
resourcing major
problems - much red tape
« especially customs
dept., local products
inferior in most areas -
poor quality, slow
delivery, often more
expensive, Need to hold
3 months stock in hand =
US$2m stock holding.
Average of 6 weeks
delivery for imported
fresh produce.

Double tier management
structure a problem

System Hotel

No serious problems
seen. NW supportive, fair
degree of autonomy
allowed. Budgets seen as
major problem, and
inability to get high tech
resources- perceived by
some dept. heads as head
office problem, by others
as a China problem.

Education &
Training

Have a local hotel school,
trains at vocational
training levels. Standards
not good, lacks
equipment and resources.
Only teaches Chinese
food production and
service, staff lack
international experience
and exposure.
No sponsorship of course
by hotels in Shanghai,
but plans being discussed
for this type of scheme.

In house training at all
levels, for all staff,
expatriate & local.
Especially keen to
develop more
management training,
because of the concern
over loosing skilled
supervisors. Training
seen as a motivator. On
going, on job training for
rank & file staff because
of T/O -seenasa
necessary problem, but
staff doing jobs with
minimum skills. Barriers
to training seen as lack of
awarencss of western
management concepts
and attitudes. Starting to
introduce attitudinal
training, expatriates see
this as time consuming -
skills training easier.
Language training a
problem - staff have
many different levels
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7. ASTOR NEW WORLD - SUZHOU -
Wants & Needs

Industry

Competition increasing -
two major hotels 4-5* in
town - different
architectural styles -
other has higher volume
Caucasian guests villa
style - here high rise -
more SE Asian use.

Six local tourist hotels 2 -

3* grade

Industry expanding
predict 200,000 shortfall
of staff over next 10
years

Consumer

Suzhou tourist town -
now more business travel
- was 70% GIT 30% FIT
- now 60% FIT 40% GIT
- deliberate policy

FIT more demanding -
traveler more familiar
with hotel operations -
know if room rates, IDD
charges reasonable - can
compare - expect similar
facilities and services.

Many more PRC
customers - business men
- educated - have traveled
- know what to ask for.

F&B changes - group —
meals declining - 80%
trade walk-in locals -
increased spending power
- average check doubled
over 2 year period. -
locals not as demanding
as foreigners - easier to

satisfy - no comparisons

Locals prefer Chinese
restaurant outlets - not
familiar with western
food - locals originally
perceived international
coffee shop to be
expensive - beginning to
want to be seen in
Western outlet “face” -
trendy.

Banqueting 50% Chinese
business

Expectations increasing -
need consistent standard
of service - now high
rates in major China
cities - thus expectations

similar.

Expatriate

Expatriate standards -
become complacent -
need stamina - “this is
China” - often lower own
standards - dangerous !
High T/O expatriates
destabilizes departments -
expatriate contracts have
probationary period and
periods of notice.

Locals easy to deal with -
not like big cities - less
exposure to western
culture - take longer to
train and guide -

Respect expatriates
knowledge and
experience - if dept.
head’s were local system
would be different -
different cities have
different perspectives of
expatriate - Cantonese
Chinese have more
contact with outside
world - From work point
of view better to be
working in a large city -
feel isolated in small
town - loose momentum -
no interchange of new
ideas - get stale -"not on
the edge” - Vietnam more
developed - pace more
rapid - people less
conservative more
adaptable and accepting
of new ideas - experience
of colonialism & western
concepts - like foreigners
more - have service ethos
China trying to “stand on
two boats™

Staff

Low staff T/O here - no
poaching - recruited
locally straight from
school - recruited pre-
opening for language and
practical training - 2
years on language - 1 on
practical. - small towns
more backward - value
job more. Standards -
staff “less smart” - have
to monitor frequently or
standards will fall or
policy be eroded.
Related to low T/O staff
take short cuts - where
T/O high continual
training. Standard low -
lack basic knowledge -
all new staff need
training - even
experienced staff as
unfamiliar with western
systems and concepts -
local training focuses on
Chinese methods - ¢.g,
accounting and
management principles
very different - control
bias not projective -
Service ethic lacking -

System China

Bureaucracy high - two
systems not always
compatible - younger
generation more open -
older people want to use
their system - often
insistent that IJV’s follow
local systems.

Guanxi system operates -
communication problems
- use translator -
language skills respected
- cultural training needed
for westerners - pride &
face very important to
Chinese - first
impressions important -
want western expertise
but not humble about
accepting it - hold back -
not sincere and open
minded - want on their
terms -

System Hotel

Education &

Training
Have one secondary
technical school similar
to HK VTC - - scope not
8o great- 2 - 3 year
training schemes - mainly
cookery & housekeeping
- no FO or reception
training - 1.5 in school,
1.5 in hotels - no
international standards
Need quality staff and
input - needs to develop
more internationally
trained staff - Jong term.

Individual training
programmes - 2/3 days
induction programme - 1
month on job training -
tailor made for each
outlet - less need for on
going training as low
staff T/O

APPENDIX A-8



8. Dragon Hotel - New World - Hangzhou

Industry

Most modern hotel -
hospitality culture
developing - new ideas
being incorporated-
including western
concepts - still some
resistance from locals -
no concept of hotel or
service

Consumer

International customer
base - mostly Hong
Kong, S.E Asian,
Taiwanese, Europeans &
S. Koreans increasing -
mainly groups and tours -
FIT growing stowly

Wants & Needs

People demanding - FIT
pay more - expect more-
try to give better value -
executive floors etc., get
better service - upgraded-
groups get standard
package -

Expatriate

PR between locals and
expatriates important -
locals come to learn -
need to gain trust of staff
- training important - its
for them - giving new
ideas - Expatriate salary
10-20 times locals - here
1o train - have to
maintain high standard -
have to give value for
money - output has to be
10 - 20 times - local
owners expect this
Selling professional
know how - need to gain
respect - originally 40
expatriate managers now
8-

New expatriates need
understanding of local
culture - on show have to
conform to local
standards - language
training important - aids
communication -
consider HK similar
cultures - other expatriate
Chinese (Singapore/
Malaysia) been in
“‘western marriage” -
very different ideas

Staff

1JV’s poaching staff -
esp. guest contact staff -
bonus system as
motivator & staff
incentive packages -
F&B staff can get more
in local restaurants - no
career prospects though -
hotels can provide safety
and security and career
prospects.

Local staff recruited from
travel & tourism dept.,

employment agency

System China

Difficult to be perfect
hotelier in China -
“restrictions” - party try
to block system sometime
- tier systems - local
owner/HK
manager/party/work unit
- juggling act

System Hotel

Good support from NW -
performance related

Education &
Training
In house language
training - cross training

Very small hotei school,
hotel seen as main
training agency - school
standards poor - mainly
Chinese cuisine taught.
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11. Garden Hotel - Lee Gardens Group - Guangzhou

Industry

Economy buoyant -
locals have greater
disposable industry -
Local market seen as
important growth area.
Guanzhou market has 3
top 5* hotels - budget
hotels developing, but
standards lower - most
foreigners choose 5* for
security reasons -
cleanliness etc
guaranteed - location
important - commercial
development increasing a
growing need for good
commercial hotels -

Consumer

Market mix - Local
China market 1st/ Hong
Kong / Singapore /
Europeans - Guanzhou
market has 3 top 5*
hotels - not specifically
tourist town - a transit
point - av. stay 1.5 days -
mainly business town

F&B mainly local market
Tastes changing - mainly
want Chinese food - but
are experimenting with
western foods - also with
other region’s Chinese
foods - hotel now
considering upgrade of
facilities and quality to
meet changing markets —

Wants & Needs

Want and needs changing
- locals more free to
travel - make
comparisons between
hotels and facilities -
standards getting higher -
expections of decor
hardware - service &
standard expectations
different - more geared to
local taste and
expectations - home
comparison

Expatriate

People hard to
communicate with at first
- despite common
language (HK expatriate)
- people test new
manager - give them a
hard time.

Expectations of staff
different to reality - come
expecting basic skills -
not there -unity a big
problem -team spirit
lacking - see self as
individuals or small units
- no concept of the part
affecting the whole - lack
technical skills.

Youth seen as a problem
- staff respect age - age is
experience - will test
apparently younger
managers - respect comes
through demonstration of
ability.

Hard to accept local
standards - hygiene etc.
Staff question authority
& request to change -
“who are you!” - needto
know culture and use it -
reverse “face” - and
psychology - to get
results - staff will set
traps if they dislike
manager. Guanzhou
seen as better than other
cities - locals challenge -
if you cando it - I can do
it to - why are you getting
all this money ??

In Beijing/ Shanghai staff
only interested in doing

Staff

Communication problem
- poor English and
Cantonese often
encourtered - different
mentality - non
aggressive - tell them
what to do - they will do
it - if you want more -
have to tell them again -
training easy -
maintaining standards
harder - need to change
mind set - make the staff
think - more educated
keen to expose
themselves to skills and
knowledge - for many
staff just a job - staff need
very specific instructions
- staff expect managers to
solve their problems -
need to be educated to
present solutions - staff’
see this because
managers “paid” to solve
problems - communist
culture blamed
Standards set, clearly
explained , frequently
reinforced, spot checks
made - staff will follow
procedures - but will not
accept responsibility - no
initiative or motivation
hard to empower - seen to
abuse power - e.g, FO
staff given authority to
discount - sell to friends -
or take cut. - lack self
motivation - wage
differential small - thus
no need to work harder

System China

Tradition of local
Chinese - like to use
“back door” - guanxi -
gifts/bribes to make
contacts - otherwise
doesn’t work - officials
give clues - “TV is very
beautiful - I don’t have
it?” -still happens a lot -
now asking for smaller
things - mao tai/
cigarettes etc. -
contributions to “charity”
Union not to strong in
Guanzhou - as compared
to N. China or to N.
America

System Hotel

Very supportive - give
fair degree autonomy -
GM has great deal of
decision making
authority - results
orientated - need to prove
success - acceptable to
suggestions.

Tiered management
structure - local
managers (party) - have
seen (after initial
struggles) that success
brings benefits - now
more amenable

Education &
Training
8 staff - all female -
“ladies have more
patience” - “mental”
training - culture -
customer care, perception
language training - both
English & Cantonese -
specific to job areas -
customer service training
- supervisory skills
ining - also

management
programmes.

On job training done by
dept. heads and
supervisor

Staff often see on job
training as work - some
managers resemt this role
- have to be both trainers
and managers - feel it
needs separate skills
base.

On job training on going
- training the trainer
workshops being used -
need management
training programmes -
more exposure needed -
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A-9. REPATORY GRIDS - COMPUTER PRINTOUTS
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d q | matd | stay newte_sv newf_ev2 newt_ov3 impsmost
169 | HZ$68 C | MAl | visI |- . -
170 | HZS68 | C | MAI | BUSI | - - . ServAtt
171 | HZ§80 C | MAl | BUS) | - i -
172 { HZS81 | C {CO |BUSI |- - . NioeEnvt
173 | HZs62 | C [ CO | BUSI |- . .
174 | H2863 [ C } 8.E. | LB |- - .
176 | H2s64 | C | S.E. | BUSI | BabySieg NioeEnvt
176 | JGo1 C | CO | BUSI | Imprevements in Exiet | BreaktestChi In-Room Environment
177 { JG0O2 c|co |busi|- - -
178 | JGO3 clco BUSI | - . -
179 | JGO4 C | WES | BUSI | Entertuining Faslites | TennieSquesh FreeH20 Hospitable, Friendly & Cour
190 | JGOB C | CO | BUSI | Heir Dryer MiniBler Spesific Serv Mbr
181 | JGo8 c|co (msl - - - Specific Serv Mbr
182 | JGO7 c|co [Busl N Speocific Serv Mbr
183 | JGo8 C | CO | BUS! | PubleTe TennisCourt Aotivities Hospitable, Friendy & Cour
184 | JGO9 C | MAI | BUSI | Stesionery Hoopitable, Friendly & Cour
185 | JG10 C | MAl ;LES |- . . Not $peoified
188 | JQ11 clco |susli- . - Hospitable, Friendly & Cour
187 | J@12 c|co |busi|. . -
188 | JG13 c|- Les |- . .
189 | JG14 ClCo |BuUsI | Ml RestAres GstProft
190 | JG16 C | JAP | LES | improvements in Exiet | Laundry
191 | JQ18 C | 8E |ouUsSl ;- - - Oversll Sarvioe
192 | JG17 C | SE |BUSI | NL Overell Service
183 | Ja1s C | Mal | BUSL | - . - Hoepitable, Friendly & Caur
194 | Ja19 c | mal | Vet |- . - Not Speeified
196 | JG20 c|- visl |- - .
196 | JG21 C |OTH | BUSI | . . . Specifie Serv Mbr
197 | Ja22 C | CO | BUSI | TenieCT Specifio Rm Amenity
198 | JG23 c |co |bBusl!E g Focilites | Bar g Oversll Sarviee
190 | Ja2¢ C | CO | BUSIH | Entertaining Facilities | Bar Specifio Berv Mbr
200 | JG26 C | MAI |BUSI |- . .
201 { JG26 € {co BuUSt | Na N
202 | Ja27 C | WES | BUSI | - - . Overall Servies
203 | Ja28 c|co (sl - . - Speeifio Serv Mbr
204 | JG29 c|co |busi| ML Overall Serviee
206 | JG30 C | WES | BUSI | NL SourPrie
208 | JG31 C | wks | BUSI | - - -
207 | Jya32 C | MAI | OTH | OA Equipment Speocifie Serv Mbr
208 | JG33 C | MAI | OTH |- - .
200 | JG4 C | CO | BUSI | Exws Servieas N
210 | JG36 J | JaP i BUSI | - . .
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q | ned | stay rewt_sv2 newf_ov3 impemost impomet2
211 | JG3s J |JAP [ CON | - -
212 | JG37 J | JAP | BUSI | improvements in Exieti | -Operster Overwll Environment! Outle
213 | JG38 J | JAP [ BUSI | - -
214 [ UG39 J [ JAP | BUSI | - . N
215 1 0G40 [ J | JAP | BUSI | OpenHew Ul Oprmy
216 | JG41 J | JAP | LEE |- . Leyout & Faoilities
217 | JG42 J | JAP | BUSI | improvements in Exiet | -Repeir Specifie Serv Mbr ~ExFiBft
218 | JG43 J | JAP | BUS! | Keapupld Spacifie Sorv Mbr
219 | JG4A4 J [JAP | BUSI | - -
220 | JG46 J | JAP | BUSI |- -
221 | JG4s J |JAP | OTH |- -
222 | JGa7 |3 | JAP | BUSI | Heir Dryer
223|JGas [ J |uar |. . - Spesifie Serv Mbr
224 | JGAS J | JAP | LE§ . .
228 | VG50 J [ JAP | BUSE | - -
226 | JGE1 J susl | . .
227 | JA62 J {JAP { OTH |- .
228 | JGS3 J | JaP | BUSI | . .
229 | Jas4 J [JAP [ BUSI | . -
220 | JGE5 J [JaP | BuUsl | . -
231 | Jabs J {JAP | BUSI | - - -
232 | Ja&7 J | JAP | CON |- .
33 | Jass J jJAP [ BUSI | - -
24 | JA59 E |CO sl | - -
36 | Jaeo E | WES | pUSI | - -
8 | Jas1 E|CO WS | - -
237 | 62 EjCO oSl |- .
238 | Ja&3 E | WES |LEIS |- -
239 | JGs4 E | WES | BUSI | - -
20 | Jges € | WES | BUSI | - -
241 | Jaes E | WES | BUSI | - -
22 | Ja87 E |{SE |[BUsS |- -
M3 | JGos E |CO wel | - .
244 | Jaoe E|CO CON | - .
6 | Ja70 € |co sl | - -
248 | JaN E | SE |[BUSI |- .
27 | ,a72 € | WES | BUSI | - .
48 | Ja73 E | WES | BUSt | - .
29 | Ja74 E | SE |[ouUSI |- .
260 | JA76 E |OTH |BUsl | - -
263 | Ja76 E | WES |BUSt | - .
282 | JG77 E |SE |Busi}. -
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263 [Ja78 | E | WES | BUSI |- . .
264 |Ja79 | E | wes [ousi |- - -
256 |Jas0 | E | S.E |BUSI |- - .
268 |Ja81 |E [co |musi |- - -
267 |Ja82 | € | WES |Busi |- - -
268 |Jees € [co |musi |- - .
Jasa | € | wes [oust |- - .
JGee  [E |- . - - .
261 |[PMO1 | C [ €O | CON | Clinie WelEgp
262 [PM02 | c | cO | LES | ChaRest Highttd
263 [ PMO3 | C | S.E | BUSI | ExtraKey for 2lperso HighStd
264 [Pmot | C | cO | BUSI | OvBen InRm
205 [PMos | C | S.E. |LEIS | ChRent DownTown
206 [ PMO8 | C | €O | BUSI | HkMovies ExiPR
267 [ po7 | c | JaP | BUSI | More PrettySeatt NiseStaf
268 | M08 | C | WES | BUSI | Roices
200 [PM00 {c|co |Busi (. - .
270 [pM10 [c | co |Busi ML GROdept
71 |11 [ [co | Busi | ChnRest Refisble Loundry
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273 (P13 | ¢ | Al [ BUst | Recan - SwitSev
z7a M | c | co | vist | Morelige 4n Room FrdySent
276 |15 [c|co |sust|. - . MHBew
z76 {Pmis | C | mAl | vist | mL NoRedia
277 {17 [c|co |musi|. . .
z7s [mu1s [c|co [ies | M Net Specified
779 [rm19 |c|co (uBs |- . - BigRoom
280 | PM20 | C [ CO | BUSI | FresMevi BigRoom
2% [ra21 |c|co [musi|. . - Servird
282 | PM22 | C | S.E | BUSI | Bowding InDrG oM
23 |z lcjco [1Es |m ~
284 [PM2¢ | € | CO | BUSI | ChaRest GRo
26 lpms [c |- BuUst |- . .
206 [Pm28 C |- sUS! | B-Selon NiseEnvt
w [z c |- LES | mprvm Reopt'sAtt Location
282 [PMzm [ [MAl [Busi |- . . Serviul
20 M2 [c{co jwvm |- . .
200 [PM30 (C [CO [LES | ChaRest GRO
201 |PM31 |c [ CO [LES | LowrRawe
202 {PM32 | C | mal (el |- . .
203 [P [E | CO [ BUSI | G/CINe HeatthCB
PM34 | E | WES | BUSI | See Koy DoorBel Beulobby
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q stay newf_sv3 impemost mpemet2
286 | PM3S E | WES | LEIS | FeetCA cio GetRmFae ExiBary

296 | PM3S E | WES | BUS! | DoorBed Rest- ShengheiJex
207 | PM37 E | SE |LES ). - .

298 | PM38 £ | MAI | BUSI | FLoiCall

200 | PM39 € | WES | CON | - - -

300 | PM40 € | WES | BUSI | - - «

301 | PM4Y E | CO BUSI | - - .

302 | PM42 E | WES | BUSI | - - .

303 | PMa3 [E |wes |OTH |- . . BigRoom GesdFasiity
304 | PM4A4 E |cO OTH | - - . Env't Servind

305 | PMAS £ |co CON | - - - ExetvFir -HerizenFloor
308 | PM4S E | WES | BUSI | - - -

307 | PM4AT E | 8.E. |LEIS |- . .

308 | PM4AS £ | WES | BUSI | - - -

309 | PM49 € | WES | LENS | ChnRest

310 | PM50 E jCO LES |- . -

311 ; PMST € {WES | CON |- . - Friendy Helphd

312 | PMB2 E | WES |CON | . - .

313 | PMS3 E|co LES |- - -

314 | PMS4 E | WES | BUSI | - . -

318 | PMES E jco CON | NL - NioeRoom

316 | PMGE E | WES |LEI8 |- - .

317 | PME7 E | 8.£. | CON | ChnRest

318 | PMES | E |- OTH |- . .

319 | PMBO E|- OTH | - . .

320 | PM6O € |- OTH |- - -

321 | PM61 [ 3 BUs! | - - -

322 | PM62 E |- BUSI | Courtery “mere Bed “Very Cenmft
323 | PMS3 E |- visl |- - .

324 | PMS4 E | WES | VISl | DoorBell SpeedC/l Looswtion “Cenvt for Shopg
325 | PMES E - LS | Tel nl bbby Sorvied

3268 | PMOS E |WES | CON | - - -

327 | V01 C { WES | BUSI | Replasem BuwraDrain B Sanitn

328 | sU02 c|- . EnterCw CenSpkgornft Quiet A Sufe En't
329 | SUO3 C | MAI | BUSI | Gym Net Spasified

330 | SLUO4 c|co e | - . .

331 | SU0S C | MAL | BUSI | - - -

332 | suoe € | WES | OTH | Cheiees «mereFdirst roem Swit Att (*FOM}
333 | SUO7 E | WES | BUSI | ArTiekt TewOrg Boskg serv Clemn Servies 0K
34 | SLOS E | WES | BUSI | - . -

336 | sUOe E |S.E. |OTH | Gomeshtm T.Tennis THl FOSwit ~Heiphal
8 | U0 € | S.E. | BUSI | Funiture or Lg Sty Big Rm FO & HSP Serv
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d q ] ned | stay newfe_sv newd_sv2 newl_ov3 mpsmest impemet2
421 | 8279 E | WES | BUSI | - . .
422 | 5280 E jcOo |sBusi|- . .
423 | 5281 € | WES | CON | Poal CableTV Games Room P-Toilet Muiso in Lounge
424 | §282 E | WES | BUSI | - - .
425 | 8283 E | MAI | W8l - - -
426 | 5294 E |CO BUSI | - . -
427 | 8288 E jco BUS| | Musie Tennie - Faoiliti Servioes
428 | $298 € | WES | BUSI | - . . Heh-Ciub Noisy Lobby Area
429 { 6287 E | WEE | BUSI | - - - Clesn Nioe
430 | 5288 E | 8E |OTH |- . - intDesor
431 | 5289 E | WEs | BUSI | - - .
432 | $290 E | S.E. |BUSI |- - -
433 | 8291 £ | 8.E |LES |- . . Everyth Well Managed
434 | 5292 E |wes [con |- - . Clesn Frdy Staf
436 | 5293 € | WES | BUSI | - . . HepStaft ~Bright & Frdy
436 | $294 E | WES | BUSI |- - - NiceStat
437 | 8296 E |- CON | Comb . . VeryBesu Uniform
438 | X601 C |SE |LES |- . . EffSery GQdfsoilities
439 | XG02 C | BE. |LES |- - . EffServ GdFwoilities
440 | XG03 c|co |Busli- . .
441 | xGo4 C {CO | BUSI | LoatayGe Birthd - Teke adv - sompl k Reset
442 | XG06 ¢ |co BUSI | - . B
443 | XGo8 c|co |ousi|- . .
444 | XG07 c|co ibBust|- - .
445 | XGos c|co |Busl|- . .
448 | XGO® C | MA! jLES | Td -n BathRm Ambienee
447 | XG10 c sUs! | - - .
448 | XG11 cjco OTH |- - . WalP st
449 | XG12 C | MAI |LES |- - - Deeor Well Facilitated
460 | XG13 C | MAI BUST | - - . SineStef Sofe/ Tidy
451 | XQ14 E | WES | BUS! | - . -
462 | xa16 | E | wes jus |- . . PotSery HugeS sulptars
483 | XG16 E | WES | LES | TewDesk Lebby Beautyl/NisaStetf
484  XQ17 £ | WES [ BUSI | - . . Sud Serv/ Food
465 | xa18 € |OTH |LES |- - . Statue
458 | XG19 € | WES | LE |- . . Entranee Rest/Frdy Stwit
467 | XQ20 E | WES | LB |- - - Spesious Wel squip/Pool/Sef
458 | xg21 E |CO CON | Elesdug
469 | Xa22 € | WES | LESS | . - . Speace NioeStH/GdFdhPost
400 | XQ23 E | WES | LES |- . . FrdyStal Good Mg
481 | XgM E | WES | LEIS |- . . Lebby ShwerH/STV/Dryer
482 | XQ26 E | WES | BUS! | - . . Lobby -setting
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L] q | natd | stay nrewfo_sv newf_ov2 newt_ov3 impsmost impemet2
606 | X$16 E | WES | BUS! | Fdetore
608 | X318 E | WES |LBDS |- . - Cleen H20 supply/ frdett
607 | X817 E | WES |LEXS | . - - olesn
608 | X§18 E | WES [LEIS |- . . Hip#Stf RmSize/ LobbyAtom
500 | X819 E |- B - - . frodatf LrgRm/olesn
10 | X820 € | WES [LES |- . - frdett
611 | X521 E |OTH [LE3S |- - .
512 | X822 E | WES [ LES |- . .
$13 | X823 E | WES | LEIS | Drygpiee 100W B for R GdBfest
514 | X824 E - LBS | CinEnvt Bottied H20
515 | X826 E |- - . - -
616 | X526 E | WES |LES |- - . RetSery
517 | X827 E | WES | LEIS | HDryer Drkg H20 Sewing Kits LrgRm CleanBthRm/a/o/Bed
618 | X828 E | WES | LESS |- . -
619 | X529 E | WES } LES | HOryer 110/220Vplug Lobby Rest/ Loostion
620 | X830 € | WES |LEIS |- - . Beyl obby NioeRm/ ExolSery
21 | X831 E | wWes [LES |- . . Prompt CourtsStaft
522 | Yzo1 c|co wvisl |- - . Speoific Rm Amaenity “movie
623 | Y202 ¢ |co BUSI | Heir/Besuty Selen Lower Rute H20 Meehine
24 | Y203 ¢cjco BUS! | Tee & Coffee in Room ‘
625 | YZO4 c | co BUS! | Video Gemes -
826 ; Y206 C ] MAL | BUSI | Het Weter Jug Heir/ Beaty FAX Deliavry Specifio Serv Mbr Duty Mg
$27 | Y208 ¢ | co BUSI | Free Trensp Frem/Te
628 | YZ07 C €O | VISl | HuirfBenuty Seien Not Specified
29 | Y208 c|co LES |- - .
530 | YZ00 c|co susl | - . -
831 | Y210 C | WES | BUSI | - . .
832 | YZ11 ¢ |co CON | - - .
833 | v212 [c | cO | BUSI ] Heir Dryer Not Specified
834 Y213 |c |sE | |- . - Speocifie Outlet Dymesty Ct
638 [ YZ14 [ E | WES [ vis | Oversll Environment/ Outle | -Building
36 | Y2186 £ | co US| - . .
«7 ) YIe E | CO sUst | - . .
s | YZV7 E | SE |LES | Seste Clask Hairdryer Fuod {priea/quality|
e | y21s Efjco |must |- . - Bpasifie Sorv Mbr gt Mgr
40 | Y219 E |co OTH | Setellite TV { Avuiihilit
41 | YZ20 E | CO CON | - . . Oversll Berviee
$42 | Y221 € | WES | BUSI | - . . Hespitable, Friendly & Cour
843 | Y122 € | wes | pUSt | - . - Hespitabsie, Friendly & Couwr | Cloanrsem
844 | VI3 £ | SE OTH - - . Heopitabie, Friandy & Cour
s | YIN E | WES | BUSE | TowOesk Hoopitabie, Friondly & Cowr | Gaodest
e | VI8 € | MAI | CON | Huir/Beawey §ston

131







o:\sunny\researshboo. sey
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647 | Y228 E | WES | BUSI | - - B

Yz E | WES | BUS| | Roem Entertsinment -MoreMovies
549 | Y228 E |CO BUSI | - - .
660 | Y229 E |CO S | - . .
81 | Y230 E | S.E. | BUSI | improvemeants in Existi | Lounge & Mai Rest Space
862 | YZ31 E | WES | LEIS | Mape - Free Howpitable, Friendly & Cour | manyRests TiCe Le NoWestTeeBeg Not Spesified
683 | YZ32 E | WES | BUSI | NoRiee Speoifie Serv Mbr Kent
54 | Y233 € | WES | BUSI | N Net Specified Not Specified Not Speeified
656 | YZ04 E |8E {BUSI |- . - Layout & Faoilities FriendyStaf Speoific Room Amentity ~Shppers Deposit -system
858 | Y2386 J | JAP | BUSI |~ - - Speeifio Fecilities ~Soune/ Tiot Others UnLeywiDrive Room Amenities -Siippers
657 | YZ38 J [JAP | BUSE | - - .
588 | YZ37 J |JaP | BUSI | - . . Environment Restaurant Serv/ Food Qual | Uniriendy REadjust DiscountRute




