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i) tourism policy formulation and implementation and ii) human
resource issues in relation to the tourism/ hospitality
industries. Through the execution of two surveys of national
tourism organisations, the study considers

a) the extent to which employment and related human resource
determinants shape wider tourism policies;

b) how human resource policy, planning and implementation are
managed within tourism;

c) the specific role of national tourism organisations within the
development of policy and implementation strategies for human
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d) mechanisms that can be implemented to integrate human resource
concerns more closely with mainstream tourism policy development.

The study reports considerable fragmentation in the management
of human resources, within tourism, both in terms of policy and
the implementation functions. As a result, the area is seen as
peripheral to the mainstream concerns of most tourism industries,
is accorded low status and does not receive the same attentlon
or support as related product and marketing concerns.

A conceptual framework is proposed, which is designed to assist
in the creation of an integrated approach to policy development
and planning for human resources within tourism. The framework
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INTRODUCTION

This thesis is concerned with the relationship between tourism
policy, its formulation and implementation, at a national or
regional level, and human resource concerns within tourism.
Firstly, therefore, the focus of this work is on the extent to
which employment and related human resource determinants shape
wider tourism policies. Secondly, it is concerned with how human
resource policy, planning and implementation are managed within
tourism. Finally, this thesis focuses on a discussion of
mechanisms that can be implemented to integrate human resource
concerns more closely with mainstream tourism policy development.
The working hypothesis, which was formulated in relation to this
project, is

That human resource concerns, while featuring within

the broad scope of national tourism policies, are in

practice not central to the development and

implementation of such policies and are fragmented in

the ways in which they are addressed.
Specifically, the objectives of this study were:

1. To identify the main determinants of national

tourism policies.

2. To identify the role of employment/ human resource

factors in tourism policy formulation.

3. To identify agencies responsible for the

development and implementation of human resource



policies within tourism and to consider their specific
roles.

4. To consider the specific role of national tourism
organisations in the human resource policy development
and implementation area and to consider changes in
this role since 1975.

5. To consider the extent to which human resource
policies are integrated and managed in conjunction
with other areas of tourism policy.

6. To consider mechanisms which can assist in the
integration of human resource policies, planning and
implementation within the mainstream of tourism

development at national and regional level.

a um ie
Cch e provides a general overview of some of the issues that
can be identified with respect to the position of human resources
within tourism at a national and international level. The chapter
focuses on the identification of some of the more apparent
problems which can be identified regarding the relationship
between tourism policy formulation and its implementation in a
general sense and the specific human resource area. In a general
sense, it also considers some of the responses to these problems.
Chaptexr 2 reviews the literature with respect to tourism policy
and the extent to which human resource concerns feature within
tourism policy consideration. The main focus is on literature
pertaining to the tourism policies of developed countries,

reflecting the limited availability of equivalent material from
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the developing world. The historic development of tourism policy
is considered with respect to the United Kingdom, the Republic
of Ireland and the United States and material with respect to a
number of other countries is discussed in terms of their current
policies. Tourism policy within the European Community is also
considered. While human resource concerns are, superficially,
evident within tourism policy determination, the actual substance
of this consideration is found to be relatively minor when
compared to areas such as product and market development.
Chapter 3 reviews the very extensive literature on the labour
market and the human resource environment within tourism. 1In
fact, the review shows there to be a considerable imbalance
within this- literature, with the vast majority of references
relating specifically to the hotel and catering, rather than the
wider tourism, industry. The review considers the material from
a number of different perspectives, notably employment, education
and training, and also focuses, where possible, on international
comparisons. The majority of sources are concerned with
practical, implementation issues relating to this area and the
consideration of policy matters is very limited and of mixed
quality.

Chapter 4 describes the methodology adopted with respect to the
two international surgeys, which are reported in this thesis, and
points to some methodological problems encountered.

Chapter 5 reports the findings of the first international survey
on the contents and determinants of national tourism policies as
well as on the roles and functions of national tourism

organisations. The survey identifies that the major concerns,



primarily economic and employment-related, are common to all
countries, irrespective of development status. However, some
significant differences, between richer and poorer countries, are
identifiable with respect to other policy concerns, for example
environmental protection and infrastructural development. The
implications of the study are discussed.

Chapter 6 reports the findings of the second international
survey, which focuses, specifically, on the development of
policy, its implementation and the management of the human
resource area within tourism. Particular attention is paid to the
role of national tourism organisations, in this respect, and
comparisons are made with the findings of a 1975 WTO study. The
diversity of other agencies, which have a role in this area, is
also identified. The overall fragmentation of policy, planning
and implementation with respect to human resources in tourism is
highlighted by the analysis of the research findings in this
chapter.

Chapter 7 considers the main findings of the research in the
context of wider trends in human resource management and within
tourism, generally. The chapter identifies the need for coherent
policy development and planning for human resources in tourism.
Chapter 8 proposes a conceptual framework or model which can
assist in achieving the objective of an integrated approach to
the development of policy, planning and implementation strategies
for human resources in tourism, thus addressing the main
deficiencies identified in the two surveys. Application of the
framework is described with respect to a case study of Malaysia,

where the author undertook a major national manpower planning



project in tourism.
Chapter 9 considers some of the broader implications of this

study and addresses the need for further research in this area.
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Chapter 1

HUMAN RESOURCES IN TOQURISM:

AN_OVFRVIEW

1. Introduction

To state what is, perhaps, the obvious, tourism is about people.
For once, what is under discussion is a cliche that does
encapsulate both common sense and reality and it is one that
should never be far from the minds of those who have an
involvement with tourism, whether from a policy, business,
administrative or academic viewpoint. Firstly, tourists as
customers or clients or economic statistics are people and,
consequently, are subject to the vagaries of behaviour, demand,
decision making and response that cannot be wholly predictable
or anticipated. Nor should they be. Secondly, in common with
many other labour intensive service-based industries, the tourism
broduct is about people and is dependent, for its delivery on the
human factor. It is conceivable to visit Stonehenge or the
Pyramids or the Taj Mahal or the Great Barrier Reef and to
appreciate what they have to offer without assistance,
interpretation and mediation from a guide or the support of
physical comforts such as accommodation, food or transport, all
dependent, for their quality, on the human element. Conceivable,
but unlikely and, for most visitors, undesirable. Finally, many
tourism products actually include people as an integral part of
the experience that they offer, whether they are cast members at

Disney locations; traditional dancers and singers in many parts



of the world; or, indeed, our fellow guests in a restaurant who
contribute to the atmosphere.

For most of us, the experience of tourism is about more than the
physical sensation of eating a good meal, sleeping in comfortable
beds, travelling in safe and efficient aircraft or viewing
magnificent natural scenery or man-made artifacts. It is also
(and frequently primarily), about contact with the people who
contribute to the actual experience, whether through being an
integral part of the location - city dwellers in Manhattan,
bazaar vendors in Istanbul and ceremonial dancers in Bali. - or
as direct contributors to the actual product delivery and
experience, as guides, cabin attendants, receptionists, chefs,
craft demonstrators or the myriad of other professions and
activities that, collectively, go to make up the global tourism
industry. This notion that, when purchasing the tourism product
the client is also, in a sense, buying the skills, service and
commitment of a range of human contributors to the experience
that they are about to embark upon, is crucial to much of the
ground that is covered in this thesis. It is also frequently
forgotten by those responsible for the development, packaging,
marketing and delivery of tourism products as well as those
responsible for the development and implementation of tourism
policies at national, regional or local levels.

The author’s experience of interviewing young people for both
employment and educational opportunities in tourism has shown
that their motivation is frequently guided by somewhat idealistic
notions, by the desire to travel, to work in an expanding

industry with an exciting future but, above all, "to work with



people". Often, they are none-too-sure exactly what this entails
but they do know that their job satisfaction will be through
human contact in their employment and by helping others to enjoy
and benefit from the contact and assistance they can provide.
This desire, naive and unstructured though it may be, forms the
raw material or human resources through which tourism, as a
global industry, fails or succeeds and is the basis for the
investment, through education, training and development, that is
crucial to business success in all tourism industries.

This thesis is about this tourism resource, the human resources
through which the quality of a country’s or a locality’s tourism
product, natural or fabricated, is "mediated" to the customer,
client or guest. The focus of the thesis is on the relationship
between tourism policy, primarily but not exclusively, at
national level and human resource issues. The industry is already
well served by a literature which looks at human resource issues,
primarily within the hospitality industry, but there is 1little
éoubt that the principles they contain transfer onto the broader
tourism canvas. A number of these are discussed in Chapter 3,
which considers literature in the human resource field. What they
have in common is an approach that starts with a focus on the
requirements of management, in the industry, and their
responsibilities for the human resources within the company. In
these texts, the work of the manager in the human resources area
may be considered from a functional point of view, looking at the
range of HR tasks with which a manager might expect to become
involved (Boella; Riley; and Tanke). Headings, in this context,

include



* analysis of the labour market

* job design

* recruitment

* selection

* appointment

* equal opportunities

* induction

* training

* management development

* job evaluation

* salaries and wages

* incentives

* fringe benefits

* labour turnover

* termination of employment

* grievance and dispute management

* industrial relations

* employment law

* personal administration

* technological administration of personnel
Alternative approaches, drawn from wider study of psychology, do
also feature, looking at broader issues relating to people at
work (Riley, 1992; Lockwood and Jones, 1984) and the application
of transactional analysis techniques within the human resource
function (Martin and Lunberg, 1991). The sociological perspective
is represented by the recent work of Wood (1992). A final
approach combines elements of the other two but includes an

additional element, with considerable emphasis on placing the



tourism/hospitality industry within the wider labour or manpower
market (Hornsey and Dann, 1984).
This thesis takes, as its starting point, the macro tourism
environment, internationally and nationally, and looks at the
range of issues that affect the effective utilisation of human
resources within the tourism industries. Thus, put simply, the
approach within much of the human resource literature is one that
starts at the level of the company and moves, to a limited
extent, towards the consideration of wider issues which have an
impact on operations at the company level. This thesis starts at
the other end of the continuum and focuses on matters such as
human resource policy formulation, research and planning at a
national 1level; the development of educational and training
systems for tourism; and the relationship between growth in the
tourism industry and the labour market and how all of these
inter-relate with broader tourism policy concerns. However,
there are clear implications of many of the "macro" issues for
the work of the personnel or human resource manager within the
individual company.
The centrality of the human element to tourism has already been
discussed. It is also important, at the onset, to recognise the
diversity that exists, within all major tourism industries, in
terms of

a) the various sectors that make up the industry and

b) the wide range of jobs and employment categories which

exist within the industry.

One of the problems, in considering various sectors which go to

make up tourism industries in all countries, and the nature of



employment within them, is inherent in the nature of the sector
itself, primarily that there is no single centre of production.
As Parsons indicates, tourism
"cannot be isolated from other activities by looking at the
goods or services it produces. It is better regarded not
as an industry in itself but a consumer activity of which
the effects on employment are dispersed across an
uniquely wide range of industries and activities" (Parsons,
1987, p. 365).
Consequently, precise sectorisation is difficult and considerable
variation may be evident between countries, depending upon the
emphasis that is placed on aspects of the tourism product.
Locations where the focus of the tourism product is on sun, sea
and sand geared towards the mass package tour market will have
a supporting tourist industry that is very different in business
structure, ownership and size to an industry that is built around
meeting the requirements of specialist groups, interested in fine
art or theatre. Furthermore, while in some countries, especially
within the developing world, tourism products are for the virtual
exclusive use of the international tourist - resorts in tﬂe
Maldives are a case in point - and even limited local use is very
unusual, by contrast, many tourism facilities in developed
countries are shared between the international tourist, the
domestic tourist and the local resident - pubs in Ireland and
shops in Singapore are good examples of this mixed use. The case
study, 1in Chapter 8, discusses how this process has,
increasingly, influenced product development in Malaysia. One

example of the various sectors of a tourism industry can be seen



in a study based on the Irish tourism industry, where nine main

sectors were identified:

Sector
1. State organisations

2. Access transport

3. Internal transport

4, Accommodation

5. Tourism facilitation

6. Dining and entertainment

7. Leisure/recreation/activity

8. Tourism services

9, Other services

Constituents

Government departments, Bord Fail
(the Irish Tourist Board), region
tourism organisations, CERT (the

training agency), SFADC), Uaras

Gaeltachta, local government.

Airlines, sea carriers

Car rental, coaches, caravan hire,
rail and bus services, internal air
and boat services, taxis.

Hotels, guest houses, town houses,
country homes, farmhouses, camping
and caravanning, self-catering
accommodation, youth hostels.

Customs and immigration, Aer Rianta
(the airports authority), docks and
harbour boards.

Restaurants, pubs, cabarets,
theatres, cinemas, festivals, TV
and radio.

Cabin cruising, horse-drawn
caravans, golfing, fishing,
historic houses, national parks,
shopping.

In-coming tour operators, tour
operators and travel agents, youth/
student organisers.

Banks, bureaux de change, 1local
tourism companies and co-
operatives. (CERT, 1987, p.8).

The wide variety of sectors which characterise most tourism

industries inevitably result in a very diverse range of jobs in

terms of their technical demands, their educational requirements,

their location, their conditions and the kind of person that will

be attracted to employment in them. It is virtually impossible



to list all the employment categories within a typical tourism
industry and even were this possible, the outcome would not be
of significant value, owing to the diversity of businesses, in
terms of size, markets and operations, that exist within any one
category. Thus, a hotel manager, may well be responsible for a
property that ranges in size from 10 to 2000 bedrooms, with

consequent differences in business volume, turnover and staffing.

Standard job classifications such as the International Standard

Classifications of Occupatjons (ISCO) (ILO, 1988) and the
Standard Occupational Classification (SOC) (HMSO, 1990) provide

limited information on the jobs that exist within the tourism
industry. The SOC document, for example, includes the following
designations .that may have a significant tourism-orientation:

* Hotel and accommodation managers

* Restaurant and catering managers

* Publicans, innkeepers and club stewards

* Entertainment and sports managers

* Travel agency managers

* Airline pilots

* Receptionists

* Receptionist/telephoni;ts

* Chefs

* Waiters, waitresses

* Bar staff

* Travel and flight attendants

* Railway station staff

* Housekeepers

* Hotel porters



* Kitchen porters, hands
* Counterhands, catering assistants
* Cleaners, domestics

(extracted from HMSO, 1990).
This classification reflects just a proportion of the wide range
of positions that exist within tourism and many designations are
omitted, testifing to one of the main weaknesses of general, non-

tourism specific analyses. This is, to a substantial extent, a

reflection of the inadequacy of tourism sector employment

research as well as difficulties which are found in the

definition of the sector itself.

2. Key Human-Resource Issues_jin International Tourism

Regular perusal of tourism trade publications, in virtually any
major tourism destination country in the world, gives a clear
indication of the pre-eminent concerns of professionals within
the industry for human resource matters. The discussion is one
6f reiteration and repetition, with the same themes emerging,
albeit with significant 1local or cultural modification,
worldwide, and within both developed and developing economies.

These "universal" themes include:

* demography and the shrinking employment pool/labour

shortages;

* the tourism industry’s image as an employer;

* cultural and traditional perceptions of the industry:

* rewards and benefits/compensation;
* recruitment, retention and staff turnover;

education and training, both within colleges and industry:;



* skills shortages, especially at higher technical and

management levels;

* linking human resource concerns with service and product

quality;

* poor management and planning information about human

resource matters in the tourism industry; and

* the tendency to develop human resource policies,

initiatives and remedial programmes that are reactive to

what is currently happening rather than proactive to what

is likely to occur.
One of the underlyind problems, with respect to human resources
in tourism from a "macro" point of view, is linked to the status
and consideration given to these issues within overall tourism
policy development and planning. The growth of tourism since 1945
has tended to focus attention, mainly, on concerns or product
development and marketing and this model has been replicated as
each new tourism destination has emerged to international
.significance. Thus, priority has, invariably, been given to the
building of hotels, airports, roads and other facilities and to
attendant marketing campaigns. This commitment to product and
marketing-related planning has been, and continues to be, very
significant in terms of both public and private sector
investment. This reflects of the general optimism which surrounds
international tourism, which looks forward to the year 2000 with
considerable confidence and in an environment of decreasing world
tensions and economic and travel liberalisation.
To a certain extent, this optimism is clouded by what may,

arguably, be the main challenge facing tourism, worldwide, during
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the next decade, that of human resources. A report prepared by
Horwath and Horwath, on behalf of the International Hotel
Association (IHA) in 1988, pinpoints three key issues, all in the
human resource domain, which will face the international hotel
industry during the 1990s. These are

* the availability of labour;

* monitoring and motivating labour; and

* the provision of training opportunities (IHA, 1988, p.12).
The IHA study acknowledges that it is necessary to classify these
concerns on a geographical and economic basis; however, such
classification focuses more on the detail of cultural, social and
economic variation and does not negate the overall worldwide
pattern with, respect to these issues. For example, availability
of labour is an issue in both Canada and India but in the former
it is of concern in the absolute sense of too few available
personnel whereas, in India, it reflects shortages in specific
skills areas.
bespite considerable international homogeneity, with respect to
human resource concerns in tourism, general models of response
to these issues are not clearly disce;nable. In other words,
countries appear to go about dealing ;ith the concerns in a
manner that is 1locally determined rather than through the
application of common principles. Each country or region appears
to adopt policies and provision which have their roots in local
traditions, cultures and systems. Traditionally, common
approaches, between countries, to the planning and organisation
of human resources in tourism have only been evident in limited

and fairly specific situations. However, there are an increasing
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number of initiatives, particularly in the area of training and
accreditation, that have been instituted on a transnational basis
and this situation has been assisted by the growth of
multinational companies, demanding common qualifications and
human resource practices.

This picture of diversity between countries contrasts with the
far more general approaches which can be identifies with respect
to product development and marketing in tourism. It is possible
to speculate that this difference, with respect to common
practice, exists because human resource issues are, generally,
inward looking, to and at the indigenous population, 1local
structures and policies, whereas marketing and product
development, not linked so closely to established practice in
related areas, perceive their focus to be outward looking at a
common international market, albeit with distinctive sub-market
segnments.

A further and, arguably, the main determinant of this status
éituation is the fractionalisation which characterises the co-
ordination and provision of human resource policies, planning and
implementation for tourism in most countries. This is a key theme
within this thesis. On the one hand, the private sector of the
industry (not withstanding operations in the few remaining
planned economies), in most countries, is highly fragmented, an
amalgam of small to large businesses, providing a range of
diverse products and meeting the need of differing markets. As
a consequence, their human resource requirements are varied. On
the other hand, public sector involvement, in the area of human

resources, may be subject to the involvement and control of a

12



number of public different agencies as well some overlap with
private sector responsibilities. By contrast, the number of
agencies and companies involved in, for example, the area of
tourism marketing tends to be rather less and their functions
much more clearly defined. While the pattern varies from country
to country, in the human resource field, as the empirical studies
in this thesis will demonstrate, the bodies involved may include
* the various industry sectors, through their representative
bodies as well as at individual company level (especially
large state owned or multi-national companies such as
airlines and hotels);
* national (state) education providers:;

* private educational institutions;

*

specialist training agencies;

*

national employment, labour or manpower agencies;
* a wide range of national and state government departments
(which may include Tourism, Employment, Education, Industry,
.Productivity etc); #* social partner organisations, especially
trade unions; and * national, regional or 1local tourist
agencies.

This situation is further complicated by the fact that these
diverse agencies do not, necessarily, fulfil the same roles in
different countries and that these roles certainly do change over
time. One of the features of the situation in the United Kingdom
over the past twelve years, for example, has been a significant
reallocation of responsibility for training in tourism from the
public to the private sector, reflecting similar developments

within all sectors of the economy. As a consequence, training
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support for the hotel and catering sector, traditionally an area
where there has been considerable state assistance through the
Hotel and Catering Training Board, is now left much more to the
private sector.

The varied relationship between national tourism organisations
and responsibilities for training for tourism further illustrates
this point. Although the information presented here is rather out
of date, the selected extract from the World Tourism
Organisation’s report, Aims, Activities and Fields of Competence
o iona Tourist Organisations (1975) shows that the
relationship can be one of total management of the training
system at one end of the spectrum through to a limited policy/

information collection role at the other (Table 1).
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abl : s ibjlitie f selected tional Tourist

Organisations for Tourism Vocatjonal Training
(from WTO, 1975)

Country Functions

1 2 3 4 5 6
Algeria * *
Argentina * * * % * *
Australia * * *
Austria none
Bahamas * *
Belgium * * * %
Brazil * * * *
Bulgaria * * * * * *
Canada * * * * *
Chile *
Egypt * * * * *
France none
Ghana * * *
Greece * * * * %* *
Hong Kong * * *
Hungary * * *
Ireland none
Jamaica * * %
Kenya * * * * *
Malaysia * * *
Malta * *
Mexico * * * * * *
New Zealand none
Pakistan * * *
Peru *
Poland * * * * * *
Portugal * * * * * *
Singapore * * *
Spain * * * * *
Thailand * *
Tunisia * * * * * *
Turkey * * * * * *
United Kingdom * * *
United States none
Zambia * * *
Key
1 = Determination of manpower and training requirements
2 = Granting of fellowships
3 = Formulation of training programmes
4 = Organisation of vocational training courses, seminars
5 = Establishment of hotel and tourism schools
6 = Reception of trainees ( a somewhat ambiguous term, not fully

explained in the report)
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A more recent WTO study (WTO, 1988) also analyses the role of
NTOs in the vocational education and training sector but in a
much less systematic manner. The report contains very
comprehensive national sections, from over one hundred countries
but varied objectives were implemented for the study, only one
of which related to training and other activities to develop
human resources. As a consequence, many countries ommitted such
information and, where it is included, it is predominantly
descriptive and not really amenable to comparative analysis.
These WTO studies, especially the 1975 report, referred to here
in a fairly general sense, will be considered and analysed, in
a comparative context and in rather greater depth in chapter 6
of this thesis.

The interaction of the varying agencies and interests in the area
of human resource planning and management in tourism inevitably
produces a response, in terms of national policies, plans and
structures which closely reflect the local environment and are,
in many respects, dedicated to the requirements of that
environment. This has considerable merit in that it should ensure
that education and training, in particular, are relevant to local
industry needs and can be related to systems that operate within
other vocational sectors. As this study will show, this is not
necessarily the reality. However, at the same time, there is a
danger that this parochialism acts as a barrier to international
co-operation and the transfer of ideas and practices between
countries. Thus, while small segments of human resource provision
for tourism may have relatively universal transferability, the

development of national systems has not evolved with such
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benefits as priority.

Perhaps more seriously, failure to take a macro or coordinated
view of the human resource considerations and how they link to
all other elements within tourism development can lead to neglect
and duplication and, possibly, can have major business impacts
on tourism within a region, country, locality or business. By way
of illustration, a good example of this comes from Singapore
where the 1988 Product Development Plan (STPB, 1988) is one of
the most ambitious, sophisticated and exciting of its kind. It
covers issues such as urban regeneration; theme park and resort
development; and cultural, artistic and events programmes as well
as focusing on infrastructure, accommodation and other support
facilities. Much of the plan has, subsequently, been implemented.
Nowhere, in the plan, is any reference made to the inevitable
human resource implications of such ambitious developments within
an already tight labour market or to the consequences for human
resources of growth projections for tourism to the country at
£hat time, in order of 15% per annum. Subsequent realisation of
this significant gap has resulted in some measures to up-grade
tourism education and training for tourism in Singapore.
However, as a general axiom, effective human resource strategies
require considerable lead time in order to support tourism
development and, ideally, should be in place well before the
bulldozers and diggers move in. The Singapore illustration is by
no means an isolated example. Cases have been reported at the
individual property/business level in locations such as Hawaii,
the Keys in Florida and Queensland in Australia, where new

developments in relatively remote, low population density areas
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reached opening without evident human resource research or
planning. As a result, serious human resource and skills
shortages posed a significant threat to service quality, customer
satisfaction and, ultimately, to profitability. The principle at
stake here, that of incorporating human resource considerations
into product and marketing development, applies, therefore, at
both the macro and micro levels.

Despite the situation where human resource concerns are
frequently separated from other areas of tourism development,
administration and management, employment or labour market
factors do feature within the stated tourism policies in most
countries, as examples in Chapter 2 and the findings of the study
reported in Chapter 5, will illustrate. In some cases, this
factor may be the dominant concern, as is the case with the
Republic of Ireland in its policy since 1987. Viewed from an
economic perspective, most countries promote tourism in the
context of objectives that give priority to balance of trade,
foreign exchange and employment criteria. The varying emphasis
given to these within broader national policies depends upon the
strength, structure and balance of the economies in question.
This, in Germany or Japan, while the actual value of
international tourism may be fairly significant, it is, in
relative terms, dwarfed by the scale and value of other
industries. Therefore, the economic and, consequently, the
employment significance of tourism is not accorded priority. By
contrast, island economies in the Caribbean or the Indian Ocean
are dominated by tourism and are very vulnerable to fluctuations

in global or regional travel patterns. The immediate and fairly
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drastic effect of the 1991 Gulf War on the whole economy of the
Maldives was a direct result of tourism dependency in that
country. Between these extremes, most destination countries
recognise the economic significance of tourism, including the
employment component and this, therefore, features strongly
within stated policy tourism documentation as the literature
study and the empirical studies demonstrate.

What these studies show is the importance of human resource
considerations in the framing of national and local tourism
policies. The prime motives, however, do show some variation. In
Ireland, for example, a direct contribution to what was seen as
unacceptable levels of adult and youth unemployment was central
to the Irish tourism policy for the period 1987 - 1992, which
took as a central objective the doubling of tourism arrivals in
order to increase employment by 25,000. Implicitly, the same
objective to reduce unemployment, although no so overtly stated,
was, until recently, represented in the United Kingdom where
éovernment responsibility for tourism was vested in the
Department of Employment until its recent transfer to the new
Department of National Heritage. However, even this scenario had
considerable regional diversity. U.K. policy is particularly
concerned to disperse tourism activity, and consequent
employment, to areas of economic disadvantage at the expense of
traditional and congested tourism areas, especially London.

An alternative perspective on the association between tourism
policies and employment is found in countries where there is an
actual shortage of both skilled and unskilled labour. Both Hong

Kong and Singapore have booming tourism economies and encourage
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this growth for, largely, economic reasons. At the same time, the
labour market, in both city states, is very tight and this
concern is one that is becoming more and more prominent within
economic planning. In Hong Kong the tourism industry could
utilise up to three times the number of skilled personnel than
its current recruitment level. Thus, priority in these locations
is not so much on growth in overall tourism employment as on
increasing productivity in the industry and ensuring more
effective management and utilisation of labour within tourism.
This imperative has, potentially, great significance. Both Hong
Kong and Singapore have developed tourism industries on the basis
of a well marketed reputation for quality and highly personalised
service. This is in evidence through the awards won by hotels
such as the Mandarin in Hong Kong and the Shangri-la in Singapore
and by carriers such as Cathay Pacific and Singapore Airlines.
Increasingly tight human resource environments may 1lead to
technological alternatives to personal service and a loss of
ﬁarket competitiveness in this respect to other countries in the
region, such as Indonesia and Thailand. Similar labour market
pressures are emerging in other countries, notably South Korea,
Malaysia and Taiwan, where the rapid growth of competitor
industry sectors, such as in electronics, is applying ever
increasing pressure on developing tourism industries.

The final model is represented by many developing countries where
there is no absolute shortage of labour but where there are
significant limitations in the availability of the appropriate
skills for tourism and other service industries. This is a

growing concern in countries such as India and Kenya but also in
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a variety of other significant tourism destinations. In these
countries, national labour objectives seek to maximise the
productivity of the skilled workforce while, at the same time,
increasing the overall pool of skilled personnel from which
tourism can draw. In addition, to a certain extent, labour
resources can substitute for capital investment in these
countries, thus reducing the import requirement of international
tourism.

National tourism policies make the basic assumption that
investment in human resource development for the industry, which
is an integral component of employment generation, has direct and
exponential benefit to the industry. This is assumed to apply
both to investments by government, in initial education and
training and to that of the private sector, through in-company
development programmes. This assumption is implicit in policies
that seek to encourage the growth of tourism as a means of
generating employment.

ﬁowever, there are certain problems with this argument, which
centre on skills attrition out of the industry. Such attrition
may be internal to the country in question from, for example,
hotel reception positions to front-line administration posts in
other industries or from management in tourism into leadership
roles in other service or manufacturing sectors. This process can
be clearly seen in the continuing high rate (in some case over
50%) at which hotel school graduates, in the United Kingdom,
leave the industry during the first year after graduation. This
process can be seen at work in many European countries, in North

America as well as in Hong Kong and Singapore. Alternatively,
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this process of attrition may represent an actual skills drain
out of the country into tourism industries elsewhere. Malaysia
has, traditionally, lost skilled tourism personnel to Singapore;
Ireland has and continues to face a similar loss to the U.K.,
mainland Europe and the U.S.A.; India’s attrition has been to the
Middle East and to a variety of other locations; while tourism
personnel from Hong Kong have emigrated to a variety of countries
in Europe, America and Australasia. Such international mobility
from country to country and similar trends within countries (from
country to city) is a process that is likely to increase as

labour shortages increase and barriers to employment abroad

decrease.
3.Responding to the jissues

Examples of policy responses to the diversity of human resource
issues in tourism are illustrated through reference to the
literature and the findings of the two empirical studies, which
.show how both public and private sector responsibility can
contribute as solutions to some of the identified problems. The
conclusions to this thesis suggest responses and strategies which
could be adopted elsewhere. They may be classified as:

* individual business related;

* local;

* national; and

* regional.
Examples of such responses at the 1level of the individual
business abound. They may include

* localised recruitment campaigns, targeted at
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specific groups of potential employees, for example

married women;

* local transport, accommodation and child-care

schemes so as to attract employees who may, otherwise, be

unable to work for the company;

* flexible rosters and shifts in order to meet employee

needs;

* enhanced benefits packages;

* changes in product, designed to reduce labour costs,

often involving reducing service levels and job de-skilling;

* the use of technology as part of labour saving

initiatives; and

* enhanced in-house training programmes.
Local initjatijves are, frequently, the result of collective
employer action, through industry organisations or under the
sponsorship of public agencies. They can be self-help, as would
be the case with the proposed (but not so far delivered) local
hospitality training centre for the London Docklands, designed
to meet local industry needs through skills training or re-
training of local people. An alternative model, which utilises
public monies, is the establishment of a dedicated training
centre to meet the skills needs of new theme parks nears Paris,
by AFPA, the French adult training agency. A third model is where
local industry pressure and representations persuade government
agencies to make specific, local training provision - examples
from Ireland illustrate this process. The provision of specific
tourism-related training in the Regional College, Tralee in

County Kerry represents the results of such pressure.
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National jinitiatives take a variety of forms and feature action
at both the public and private sector level. At a "macro" level,
the influence of both may be evident. In Ireland the
establishment of CERT, in 1963, as the agency responsible for
manpower planning and training in tourism, reflected such a joint
initiative. The agency’s wide remit in the area of human resource
research and planning; training facilities development; programme
design; and training funding and provision illustrates a strategy
designed to anticipate human resource needs within a
predominantly small business tourism industry. This approach
allows for the proactive anticipation of change in the volume of
business, skills profiles and demographics among other things and
represents a national tourism manpower model which is under
review in a number of other countries. A key component of this
model is the information collection process, utilising the direct
survey method. Other forms of national initiatives can also be
identified. Countries with a strong tradition of skills
émigration in the tourism field =~ Ireland and Singapore are
examples - have instigated major "return home" campaigns through
relevant industry associations and government agencies.

Substantial investment in training facilities by large companies
to meet their national and, in some cases, international human
resource needs, is a growing trend. Good examples are Forte
Hotels’ Management Academy and the facilities of McDonalds and
Disney. These are by no means isolated. Both Taj and Oberoi in
India have developed hotel schools that provide courses leading
to accredited awards. Plans for a mega international resort in

Desaru, West Malaysia (while currently in abeyance), included a
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major tourism training centre as a early component within the
development. Likewise, a recent craft training centre initiative
by Inter-Continental and the U.K.-based Hotel and Catering
Training Company is designed to overcome Inter-Continental’s
skills shortages in Australia. This trend, while currently mainly
based within the hotel and restaurant sectors, is one that is
likely to spread and extend, both geographically and sectorially.
Regional or transnatjonal initiatives frequently mirror national
responses in kind but transcend boundaries, often because small
countries, with limited resources are involved. Within the
private sector, common human resource policies and transferable
training programmes are increasingly found in larger multi-
national companies, notably in the hotel sector, where the
benefits of facilitating staff mobility within the company is one
clear motivation. The Taj Group of Hotels, from India, have made
the transfer of technology, service standards and key personnel
a central requirement within their investment in Asian republics
.of the former Soviet Union. Disney, for reasons that are more
product-related, have replicated their American human resource
approach, with some modifications, in their Japanese and European
developments. Beyond individual companies, a good example of
regional co-operation <can be identified in relation to the
Caribbean, where the collective Hotels Association and the
Caribbean Tourism Organisation have been at the forefront in
organising co-operative training and work is currently underway
to agree common curricula and qualifications in the hospitality
field. A similar initiative is that funded by the European

Community in South-East Asia, the ASEAN Tourism Training Project,
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which includes the objective to establish compatible but separate
hospitality training systems within all six countries of the
Association of South East Asian Nations (Brunei, Indonesia,
Malaysia, the Philippines, Singapore and Thailand). The European
Community, itself, provides an alternative model where
transnational co-operation is designed to harmonise
qualifications and skills within the Community so as to
facilitate labour mobility.
A crucial and often neglected component of the responses to human
resource issues in tourism, at the company, local, national and
regional level, is that of the information or data which guides
decision making. Indeed, it is arguable that one of the main
reasons that issues such as

* skills shortages;

* high labour turnover/attrition; and

* perceived gaps between educational provision and

industry needs
take such positions of prominence is because necessary research
studies and data collection systems have not been put in place.
As a result, what should be predictable and manageable through
proactive planning, becomes an issue of debilitating consequence
to the tourism industry, whether an individual company or a whole
country.
It is important to recognise the vital importance of valid,
current and comprehensive information to the management of human
resources in tourism and address two key methodologies for its
collection. At the company level, the use of modern, computerised

personnel systems is a contribution to this, especially in
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relation to career tracking and succession planning. On a wider
plane, the use of different techniques for estimating employment
and related human resource concerns require consideration. The
methodology which receives particular attention in this thesis
that of the direct industry survey, which is a flexible, multi-
functional approach to the collection of information about human
resources in tourism and provides the most useful input into the
model considered in chapter 8. Alternative approaches, primarily
econometric, are also available for this purpose but it is beyond
the scope of this thesis to discuss these in any detail. Suffice
to say, they do not provide the quality and depth of information
which is available through the direct survey method.

The final chapters of this thesis are intended to bring together
the main themes of both the literature reviews and the empirical
studies. The focus, in the Malaysian case study, is on the
development of a comprehensive, integrated and cohesive framework
for human resource development in tourism, which can be analyzed
and modified for application within tourism industries at a
local, national or transnational level. The wider implications

of the empirical studies will also be discussed.
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Chapter 2

Literature Review -

TOURISM POLICY

1. Introduction
This review evaluates the literature in the area of tourism policy
at an international, national, and regional level as a precursor
to consideration of the main theme of this thesis, that of the
extent to which labour market/ human resource factors influence
such policies. Tourism policies, in this context, mean the ways in
which public administrations, at whatever level, intervene in the
development, control, marketing and management of the tourism
industry in its widest sense. Of course tourism can operate in the
absence of such policies, although, in practice this is relatively
unusual and, indeed, unlikely. As Hartley and Hooper (1990) point
out, in the context of U.K. tourism,
" Left to themselves, market forces will determine the
size of the UK tourist sector. However, economic
\ analysis suggests that private markets might fail to
work properly, because of imperfections (e.g. monopoly,
entry barriers) and beneficial or harmful externalities,
including public goods (e.g. noise, traffic congestion,
street lighting, information). On this basis, some form
of state intervention is often proposed to "correct"®

market failure and ensure that markets fully and
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accurately respond to consumer preferences" (Hartley and

Hooper, 1990, p. 355).
Tourism policies are, therefore, driven by a diversity of factors
which cannot be seen in isolation of policies with respect to a
wide variety of other areas of economic, industrial, social and
environmental activity. Arguably, indeed, the articulation of
formal tourism policies arises out of attempts to co-ordinate a
variety of other policies in so far as they impact on the tourism
industry. In the European Community context, Akehurst (1990)
refers to the identification of an emerging EC tourism policy on
the basis of a number of measures and initiatives in the tourism
domain, individually implemented and in the absence of a coherent
policy framework. It is only when sufficient such measures are in
place that it is legitimate to talk about an actual tourism
policy.
Hartley and Hooper point to some of the theoretical and practical
difficulties which arise in the definition of tourism policy.

"pPublic sector policy objectives which may be sought from

tourism include the creation of income and wealth; job
creation; maintaining and improving the image of an area;
its environment and the quality of life; maintaining and
improving 1links both within and between nations; and
contributing to the nation’s balance of payments
position. These objectives have to be specified clearly
and, in principle, they have to be accepted by, and

reflect the wishes of, the electorate. But what do these
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objectives actually mean? Are all jobs equally valuable
to policymakers regardless of whether they are for young
people, men or women, part-time or full-time, skilled or
unskilled, temporary or permanent? Conflicts can also
arise between some of these policy objectives. Job
creation might destroy the environment and the image of
an area. And how does society express its preferences for
maintaining the environment and ‘'protecting its
heritage"? Here, difficulties arise since 1local and
national elections are usually fought on a range of
issues with tourism only one (minor?) element in a
complex voting situation....giving politicians
considerable opportunities to interpret the "public

interest"" (Hartley and Hooper, 1990, p.358).

While most aspects of this analysis are acceptable, it is necessary
to question the relationship between the wishes of the electorate
-and the formation of tourism policy as a general rule. Tourism

policy is rarely a major agenda item in the politics of local or

national government and, if anything, tends to be submerged within
a much wider range of policy issues, ranging from employment and
the economy to environmental concerns.

In considering tourism policies, it is important to clarify their
geographical scope. Policies are, almost inevitably, national and
derived from national social, economic and cultural priorities.
Some local or regional initiatives are identifiable at the sub-
national level - the examples of American or Australian states are
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illustrative of such policies as is the Nigerian example discussed
at a later point in this chapter. Some transnational regional
initiatives are identifiable as well, notably within the European
Community, the Caribbean and member states of the ASEAN group of
countries.

The development of tourism policies at an international and
national level frequently shows evidence of both the confusion
discussed by Hartley and Hooper and of this somewhat ad hoc process
at work, resulting, after a period of time, in the articulation of
formal policy statements which draw on both historic direction and
current priorities. In other words, tourism evolved, by and large,
in the absence of formal policy, in both developed and developing
countries. At a point when the scale of development or the need for
regulation in one form or another became evident, local or national
administrations articulated policies in order to represent
priorities and guidelines in relation to the further development
and management of the industry. A further complication relates to
the fragmented nature of tourism’s management, with
responsibilities frequently vested in a diversity of public and
private sector agencies, more as a result of historical accident
than design.

Some caution is required, however, in the consideration of formal
tourism policy and strategy statements from governments or tourism
administrations. Heeley and McVey (1985) support the World Tourisnm
Organisation’s estimate that about half the national tourism plans

formulated are never actually implemented and most of the remaining
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plans are only implemented 1in part, reflecting both the
uncertainties inherent in most tourism environments and the
limitations of status accorded to tourism ministries and
administrations in many countries. In terms of this literature
review, the development of tourism policies, over the last century,
is best illustrated by reference to examples taken from a number of
countries and also from wider international initiatives and
documents. I will start with the United Kingdom but similar themes

will be drawn from elsewhere.

2. The evolution of tourism policy in the United Kingdom
In Britain, tourism developed, as did many other industries, as a
free market enterprise, initiated by entrepreneurs who were, as
Pimlott (1947) described then,
¥ practical men, who did not 1look beyond the
possibilities of private profit.... they were most of
them good businessmen who set out to give the public what
they thought it wanted" (Pimlott, 1947, p.115).
Heeley (1981), the dominant literature source in this area, points
out that tourism, as a public policy concern, evolved out of this
entrepreneurial start and as a by-product of commercial
self-interest. Prior to that, the first semblance of a structure
for tourism policy, primarily linked to marketing and promotion,
was determined by the major companies with interests in tourisn,
notably the railways who "were quick to grasp the concept of the

tourist area and region™ (Heeley, 1981, p.62). Local government
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reform in the last twenty years of the nineteenth century resulted
in growing interest in tourism development in resort areas and the
initiation of public sector investment in leisure and cultural
facilities. As Heeley points out, this investment reflected the
first willingness on the part of local authorities to invest in
non-remunerative tourism projects, provided that the benefits
accrued to the community as a whole. These investments represent,
probably, evidence of the first discernible public policies, at
either local or national level, with respect to tourism in Britain.
Heeley (1987) points out that "national government interest and
involvement in tourism is a feature of the twentieth century" (p.
1) but, in that sense, tourism is not significantly different from
other service sector industries which developed after the
industrial revolution. The first recognition of national
responsibility for tourism in Britain, and the implementation of
identifiable policy came with the voting of £5000 of exchequer
monies to the voluntary Travel Association of Great Britain in 1929
as a means of stimulating foreign travel to the country (Heeley,
1987). As Davies (1979) points out

"The decision to make this grant resulted from a

realisation by the Department of Overseas Trade that

tourist traffic would be able to contribute materially to

the balance of payments and would contribute to invisible

exports" (Davies, 1979, p.2).
This identification of policy determinants was not articulated

publicly at the time. Davies argues that it was the Pinney
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memorandum of 1944 where recommendations mark a clear awareness of
the real potential of tourism and urge the establishment of an
official central tourist organisation, with government financial
responsibility. The Pinney memorandum was officially re-inforced
when, in 1950, the President of the Board of Trade, Harold Wilson,
articulated two policy priorities for publicly funded tourism
development, vis

- to bring visitors from overseas, especially from the

dollar area; and

- to ensure that these overseas visitors, as well as home

holidaymakers, were well received and accommodated and

had the best facilities that coﬁld be provided (Davies,

1979, p.3).

However, public investment in tourism remained on a non-statutory

basis, through voluntary trade associations, up to 1969,
representing national government’s "chosen instrument for the
purpose of promoting travel to and within the United Kingdom"
(British Travel Association, 1969, p. 11) and the sole
manifestation of public policy in the tourism area at that time.
Arrangements for Northern 1Ireland, however, were somewhat
different, following the establishment of the statutory Northern
Ireland Tourist Board under the development of Tourist Traffic Act

—

(NI) 1948 (Smyth, 1986). The policy frameworks established at that

time have remained largely unchanged in the intervening years,
providing for +the expenditure of public monies on tourism

marketing, investment in product and for the development of
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infrastructure. Tourist Boards, in Scotland and Wales were formed

——

in 1930 and 1948 on an entirely voluntary basis by the industry
itself. The motivation for public investment in tourism in all
parts of the United Kingdom was, primarily, recognition of tourism
as a contributor to the balance of trade and as a generator of
foreign currency. There is no evidence, in the literature, that
employment-related factors influenced early public policy in the
tourism area.
The 1969 Development of Tourism Act was what Heeley (1987)
described as a "watershed" in the development of public policies
for tourism in Britain. "Its overriding political purpose was to
boost the foreign exchange earnings assoc}ated with international
travel to Britain" (Heeley, 1987, p.2) in the aftermath of the
devaluation of sterling in 1967 and it was seen as a relatively
modest and low-cost means to promote increased overseas visits to
the country. Kendell and McVey (1986) concur with this assessment
when they say that

"The political impetus behind the 1969 Act stemmed from

a desire to increase foreign exchange earnings resulting

from visits to Great Britain by foreign nationals... In

order to encourage British tourists to stay at home and

not spend Sterling abroad the 1969 Act sought to enhance

the tourism potential of Scotland and Wales through the

creation of statutory domestic promotional agencies"

(Kendell and McVey, 1986, p.l7).

Interestingly, the Act followed the first year in which Britain
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attained a balance of payment surplus from tourism-related
activities (Davies, 1979) and this prompted heightened awareness of
its economic value.

Despite the semblance of a national tourism policy in the
development of the industry prior to 1969, Burkart and Medlik
(1974) rightly point to the absence of an articulated and
comprehensive policy on tourism. This was manifested in the
organisation of tourism at government level with virtually no co-
ordination between departments and ad-hoc decision making by
interested ministries, tourism organisations and the private sector
(Davies, 1979).

The 1969 Act created statutory bodies as the instruments of public

tourism policy in Britain, the umbrella British Tourist Authority

(BTA), concerned with overseas marketing of tourism to the country
as a whole and three national bodies to cater for tourism promotion
at the domestic level, the Scottish Tourist Board (STA), the Wales
Tourist Board (WTB) and, after initial omission, the English
Tourist Board (ETB). The respective Boards saw their roles in
limited terms, hardly reflective of possible broader policy
objectives. Following the Act, the Scottish Tourist Board saw its
objectives as being

"]1. to promote Scotland as a tourist destination:

2. to encourage the provision and improvement of tourist

facilities and amenities;

3. to co-ordinate tourism interests within Scotlang,

mainly through its Area Tourist Boards " (Heeley and
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McVey, 1985b, p.5).
However, the absence of clear policy objectives is well illustrated
in evidence to the Trade and Industry Sub-Committee of the
Expenditure Committee (1972), during which a senior civil servant
noted

"It seemed evident that we ought to be able to attract

more tourists to this country.... and I think the

government believed that if they could give this process

a bit of a push and enable it to happen rather faster

than it might otherwise have happened, then this would be

something that was worthwhile doiné" (HMSO, 1972, p. 28).
Highlighting this somewhat woolly approach, Kendell and McVey
(1986) criticise the 1969 Act on the basis that

"It failed to dictate in precise terms what the

respective roles and responsibilities of the four

statutory national tourist agencies were and how they

were to inter-relate with each other. Neither did it

state how the four agencies were to co-ordinate their

activities with other public sector agencies...and the

local authorities" (Kendell and McVey, 1986, p.18).
Discussion so far, in fact, omits reference to a major plank of the
1969 Act, that of the contentious establishment of the Hotel
Development Incentives Scheme (HDI) which was designed to improve
and expand the country’s hotel stock so as to meet the growing and
increasingly sophisticated demands of tourists from overseas

(Heeley, 1987). This component reflects one of the policy strands
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articulated much earlier by Harold Wilson and it is interesting
that it was a Government over which he presided that committed the
state to direct investment in tourism facilities. This was a new
departure, although investment in infrastructure and ownership of
transport monopolies (at the time, BEA, BOAC and British Railways,
for example) was well established. British policy, in this respect,
has never been as strong in the area of ownership of tourism
enterprises as has been the case in other countries. Pearce (1989)
notes public ownership of hotels in New Zealand and Spain but other
examples can readily be found in countries as far apart as India,
Ireland and Malaysia. HDI stimulated a hotel construction boom,
especially in south east England, achieving the government’s short-
term aim of accommodating the influx of additional tourists during
the latter half of the 1970’s. HDI was subsequently replaced by the
Tourism Projects Scheme (TPS) in 1972 to support capital
developments in tourism within Development Areas but this
comnitment was phased out following changes in political complexion
after 1979.

This vagueness in the policy domain illustrates the lack of clarity
which the four statutory tourist boards faced with respect to both
their policies and their respective roles and responsibilities.
Clarification of these, according to Heeley (1987), only evolved
over the subsequent decade. The initial priority accorded to
foreign exchange objectives shifted to a situation where this
policy was given equal weighting to that of regional development.

The minister responsible for tourism, Sir John Eden, noted in 1971,
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"In failing over the past years to realise the importance

of tourism to our regional policies the full value of the

domestic tourism market has been overlooked. The home

holiday-makers are the backbone of the holiday industry

in this country" (Eden, 1971).
This dual policy emphasis was confirmed in what was known as the
1974 Shore Review and guidelines which, according to Heeley (1987)
"confirmed that balance of payments and regional ©policy
considerations were the prime factors justifying government aid for
tourism". Indeed, this dual policy resulted in some contradictions.
Moves to shift tourist movements from developed areas, notably
London, to economically "fragile" ones implied an acceptance of
reduced foreign receipts.
The fundamental policy shift, with respect to British tourism, took
place in the early 1980’s as a response both to changing political
emphasis and to continued rises in unemployment. Heeley (1987)
notes the " importance of tourism as a job creator assumed
increasing importance in this decade" (p. 8). The most tangible
manifestation of this policy shift came in 1985 with move of
responsibility for tourism from the trade and industry portfolio
and to the Department of Employment. One of the priorities, within
this initiative, was "to spearhead a tourism-led drive to create
jobs and wealth" (Heeley, 1987, p. 8). The change in ministerial
responsibility was welcomed by the report of the Trade and Industry
Committee, published at the time of the transfer and noting no

other changes in policy attendant on the move (HMSO, 1985). It is
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interesting to note, therefore, that this focus on employment
priorities would seem to have been reversed, following the 1992
election, following which tourism is now the responsibility of a
new Department of National Heritage.
However, the generality of these policies, known as the Lamont
guidelines, were widely criticised for the weakness of their
commitment to the industry and were described as
"little more than a statement of good faith in the
balance of payments contribution and the wealth/job
creation of tourism, and in the desirability of achieving
certain specified but largely uncontentious improvements
to the country’s tourist product" (Scottish Tourist
Board, 1987, p.1l1l).
This critical tone appears to be justified on the basis of analysis
of statements from Norman Lamont during his period of
responsibility for tourism. His review of tourism, in 1983, does
not include any clear statement of priority or direction beyond the
confirmation that "the Government recognise the great economic and
employment potential of tourism and are determined to encourage the
industry’s development" (DTIa, 1983, p.l). The review itself
identified government responsibility clearly. It makes clear that
"The Government’s main role in support of tourism is to
provide the institutional framework and to create a
favourable general economic climate for the tourist
industry’s development. Within the institutional

framework it is the job of the tourist boards to work
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together and to coordinate and foster an industry which
by its nature is fragmented and diverse" (DTIb, 1983, 1).
The only other area of real significance related to affirmation of
policy with respect to the attraction of further private sector
funding for tourism development and marketing, a policy consistent
with that applied in other sectors of economic activity.
In a sense concern is further justified on the basis of considering
the way in which Norman Lamont himself delimited government
involvement in the tourism policy domain. Lamont noted
" Perhaps I can draw a distinction here, I see my role
and that of the DTI as being to set down the broad
parameters of policy, our role is to emphasise that
tourism is an extremely important industry, that it has
enormous potential for employment growth, and it is my
function to see that other parts of government, other
departments in Whitehall, do not obstruct the natural
growth of tourism. When it comes to tourism policy, if by
"policy" you mean should the emphasis be placed on
seaside resorts, this part of the country, covered
. swimming pools, historic buildings, I think there a lot
of the responsibility is devolved to the Boards. They are
the people who are in the field, at the sharp end"™ (HMSO,
1985, pp. 286-7).
Perhaps reflecting on statements of this nature, Kendell and McVey
rightly argue that

" Tourism does not and cannot exist in isolation and if
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governments have any serious intention of realising the
political goals set for tourism, whether it be income
generation, employment creation, elimination of public
sector waste and duplication etc., they must go beyond
generalised and ambiguous statements of intent. Such
statements only serve to make attempts of those trying to
develop the tourist industry in this country more
difficult as they try to interpret each new government’s
political aspirations for tourism" (Kendell and Mcvey,
1986, p.20).
Arguably, the main policy areas to affect tourism over the past
decades have been the implementation of policies outside of the
direct tourism field, derived from the economic, social and foreign
affairs fields, among others. Indeed, the policy areas discussed up
to this point are, in many respects, drawn from the wider economic
environment. As Smyth points out "traditionally, government
involvement in tourism has largely been a product of wider policy
aims relating to balance of payments and regional economic
development " (Smyth, 1986, p. 122). In relation to this wider
environment, tourism was affected alongside any other industry by,
for example, economic liberalisation, changes in employment law and
privatisation of key industries (such as British Airways and Thomas
Cook). Perhaps it is because of this that tourism policies, in the
United Kingdom, have tended to appear weak and ill-defined.
However, it is important to note the way in which the portfolio of

policy areas has grown over the past seventy years, commencing with
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balance of trade and developing to include foreign exchange
concerns, provision of suitable accommodation and facilities,
regional development and, finally employment and national wealth
creation. At a national level, it is interesting that, up to this
point in the evolution of British tourism policies, no official
mention is made of two areas that have taken on considerable
importance in other countries, namely environmental protection and
the contribution to international understanding and peace. Heeley
and McVey (1985b) caution against an over emphasis on purely
economic factors when they state

"It would be a mistake to regard public policy for

tourism as being about economic matters alone. Tourism

has important social and environmental dimensions.

Successive governments have accepted that it is their

duty to help ensure "appropriate" levels of leisure and

cultural provision for all sectors of the population....

In addition, governments are also concerned to protect

and conserve natural and historic environments" (Heeley

and McVey, 1985b, p.63).
As my earlier quote from Hartley and Hooper (1990) indicates, it is
difficult to envisage policy issu;s in the tourism area featuring
strongly as central issues of political debate; Britain and the
1992 election appears to substantiate this claim, with no more than
passing reference to the industry in any of the major manifestoes.
In the context of the development of tourism policy in the United

Kingdom, passing reference has already been made to the evolution
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of tourism in England, Northern Ireland, Scotland and Wales. In
terms of the broad parameters of policy, clearly tourism, at a
regional level, is largely determined by national priorities. Thus,
the evolution of tourism policy in the United Kingdom is, probably,
the main determinant of how tourism policy has been interpreted in
the individual regions. However, this interpretation does show some
interesting variations in the policy area.

Smyth (1986), discussing tourism in Northern Ireland, identifies
the considerable 1level of public sector investment in tourism
product and promotion as directly attributable to regional
development and balance of payment considerations. While the lead
body for policy implementation is the Northern Ireland Tourist
Board, under the auspices of the Department of Economic
Development, Smyth points to the "myriad of bodies" which have, to
varying degrees, a role in tourism. This is a problem similar to
that identified by Heeley and McVey (1985b), with respect to
Scotland, who identified more than twenty public authorities active
in tourism on a national scale. As a result, integration and co-
operation in Northern Ireland is weak owing to a lack of any
umbrella mechanism to 1link the respective areas of policy
implementation, despite the Province’s early public commnitment to
tourism development. This gap between stated policies and their
implementation is, by no means, unique to Northern Ireland.

The English Tourist Board provide a good example of how broad,
national policy objectives can be translated to a series of more

specific and action-orientated aims and objectives, focusing on
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both the broader implications of national policy and on the more
practical requirements of implementation. As such, the policy
document is fairly typical of a number of similar statements,
especially within the developed country context (ETB, 1987).

The main features of the policy document include the priortity
accorded to economic concerns, especially through focusing on
tourism’s capacity to contribute "to the economy through the
creation of wealth and jobs" (ETB, 1987, unnumbered). Given its
primarily domestic remit, the ETB policy document gives stress to
the combined benefits of international and domestic tourism in this
respect. Competitiveness is also a key focus word within the
document, reflecting political and economic priorities within
public finances at the time. Subsidiary policy objectives are much
more functional and specific, arguably moving away from strictly
policy areas into implementation concerns.

Thus, what is evident in these aims and objectives, is the presence
of some broader policy concerns (wealth creation, employment, the
‘environment) but a dominance of more practical objectives concerned
with marketing, promotion and product enhancement. It is
interesting to note the reference to employment in the context of
job status and the role that education and training can play in
this respect. Such references are not widespread in the policy
literature.

The policy and objectives of the Wales Tourist Board represent a
similar menu, reflecting both the centre and the periphery in the

areas that are covered. As with the ETB document, the Welsh
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objectives make passing reference to human resource concerns in
terms of education and training but also through reference to the
quality needs of Welsh tourism, where the people dimension may be
taken as implicit. The Board introduces these objectives by stating
that they implicitly include "the need to sustain and promote Welsh
culture, language and heritage, to protect and enhance the physical
environment of Wales, and to ensure the economic and social well-
being of the host community"™ (WTB, 1988, p.15). The policy
recognises the dependence of Wales on a varied visitor mix and the
first priority states the objective to "promote Wales as an
attractive destination for all forms of tourism and day visits
throughout the year" (WTB, 1988, p.15) and, unlike the ETB
document, does make specific reference to human resource concerns
with an objective "to encourage education and training facilities
for employees in the Welsh tourist industry" (WTB, 1988, p.15).
Turning to Scotland, Heeley (1985) takes the view that, despite the
level of public investment in tourism, "national government does
hot have a policy on tourism" (Heeley, 1985, p.58). The consequence
of this is to be found at the level of implementation, where the
lack of co- operation which Smyth discusses in the Northern Ireland
context, 1is reiterated by Heeley in his discussion of the
conflicting and competing roles of the Scottish Tourist Board and
the Highlands and Islands Development Board, both charged with
implementation of tourism policy in Scotland. Elsewhere, Heeley
(1986b) concludes

"Tourism administration in Scotland presents a complex
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picture of national and local scale initiative and
involvement. Policies and programmes to enable the
industry to flourish have no real organisational focus.
The disparate nature of the commercial tourist sector,
with the enormous number of small firms, is supported by
an equally fragmented system of official

responsibilities" (Heeley, 1986b, p.13).

3. Tourism policy in the Irish Republic

The development of tourism poliéy, in the Irish Republic, is of
particular interest in that the period from the mid-1970s onwards
demonstrate, in a manner much clearer than in the case of the
United Kingdom, how a wide variety of factors contribute to the
realignment of policies. In the Irish case, this period saw a
realignment from generalised economic priorities channelled into
employment creation as the prime policy objective.

Although state involvement in tourism in the Irish Free State
kafter 1949, the Republic of Ireland) can be dated back to the
1920s, the Tourist Traffic Acts of 1939 and 1952, which established
Bord Failte (concerned with tourism development) and Fogra Failte
(responsible for marketing) can be identified as the origins of a
state policy for tourism in Ireland. Prior to this, there was a
certain reluctance, on the part of governments, to commit the state
to tourism in a practical way, although the industry was third in
importance in the list of sources of external income. There was a

widespread belief that a competitive tourist industry could have
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established itself without support (Lynch, 1969).
However, it was not until 1973 that formal policy objectives were
articulated by Bord Failte (BFE). These were stated as
"To enable the people of Ireland to benefit from the
promotion and development of tourism, both to and within
their country by optimising tourism’s contribution to the
national economy in terms of net value added and taking
account of:
a) the balance of payments;
b) the quality of life and development of the community;
c) the enhancement and preservation of the nation’s
cultural heritage:
d) the conservation of the physical resources of the
country" (BFE, 1973, p.8).
The primacy given to the economic benefits of tourism in this
statement is interesting when compared to the policies stated in
countries such as France and Denmark (O’Hagan, 1986). These
Ebjectives have subsequently been revised by government, following
a review of tourism policy by the National Economic and Social
Council (NESC, 1980), in such a way that the economic dimension has
a further enhanced but altered status, vis.
" £o optimise the economic and social benefits to Ireland
of the promotion and development of tourism both to and
within the country consistent with ensuring an acceptable
economic rate of return on the resources employed and

taking account of:
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- tourism’s potential for job creation,

- the quality of life and development of the community,

- the enhancement and preservation of the nation’s

cultural heritage,

- the conservation of the physical resources of the

country, and

- tourism’s contribution to regional development"

(Stationary Office, 1985, p.8).
This revision has removed concern for the balance of payments as a
specific objective so that it is subsumed in general economic
objectives and, at the same time, has introduced both employment
and regional development as key concerns, reflecting changes in
trade and employment patterns over the intervening decade. The
revision also reflects comments in the NESC report, which note that
"currently there is no way of knowing if tourism is making the
appropriate contribution to the economic and social development of
the country" (NESC, 1980, p.13) in the absence of government
%rticulating "the necessary steps to make clear the overall policy
objective which it wishes to see pursued and the priorities which
it gttaches to each" (NESC, 1980, p.13).
The revised policy objectives were prepared in response to a NESC
analysis which had identified the main barriers to growth in Irish
tourism and the need to overcome these as a prerequisite to an
increase in tourism revenue. The analysis attributes the decline in
revenue from out-~of-state tourism, during the 1970s, to

"i) The acute seasonal peak in tourism demand.
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ii) Tourism’s dependence on the maintenance of the

quality of the environment, which is in fragile balance.

iii) Deficiencies in the supply of environmental

services.

iv) Problems relating to the co-ordination of planning.

v) Deficiencies in 1local contributions to tourism

promotion and development.

vi) Deterioration in the general quality of hotels.

vii) Difficulties experienced by traditional resorts.

viii) Rises in the domestic costs of facilities in Irish

tourism relative to those of competitors.

ix) Manpower deficiencies in the industry"

(NESC, 1980, pp.11-12)
This NESC critique and policy recommendations, subsequently adopted
by government, appear to be designed to counter concerns expressed
about the objectives of Irish tourism policy by, among others,
Conniffe and Kennedy (1984). They argue that policy measures,
épecific to the tourist sector, generally affect the supply of
tourist services rather than demand for them. This analysis
advocates a significant policy shift from one based on the
assumption that tourists will visit the country (and, indeed, stay
there) if the facilities are available in sufficient quantity and
of appropriate quality to one which recognises the need for
initiatives such as easing the cost and availability of access to
Ireland and targets specific market groups rather than undertaking

more generalised promotion.
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The 1982 national economic plan (Stationery oOffice, 1982)
anticipates these criticisms, to a certain degree, but is
particularly significant in that it places tourism in a central
position within the overall plan and gives the industry a role
within the strategy for national growth, which previously had not
been the case. The plan notes that
"tourism has the potential to make a significant
contribution to economic growth in terms of export
earnings, regional development and the provision of
employment. Like manufacturing, tourism offers a product
which must be marketed in a highly competitive
international environment and its potential for growth is
critically dependent on its cost competitiveness and on
the industry’s success in developing and marketing its
product. However, a worthwhile return to the economy can
be achieved by investment in improving the quality and
image of Irish tourism" (Stationery Office, 1982, p.52).
fhe national plan recognises the contribution which wider economic
measures can wmake to the tourism industry, notably reduced
inflation, and other means of improving price competitiveness. This
concurs with the argument put forward by Conniffe and Kennedy
(1984), to the effect that policy measures to try to improve the
level of tourism business need to operate in a wider context than
the tourist sector alone. Policies to reduce inflation and to
improve the competitiveness of the economy generally should, they

argue, produce a spin-off benefit to tourism.
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The Tourism Policy White Paper (Stationery Office, 1985), owes much
to the NESC report but, at the same time, provides a more
comprehensive policy analysis of the deficiencies, the needs and,
above all, the potential for growth within the tourism industry.
The 1985 national economic plan (Stationery Office, 1985b) contains
limited reference to tourism as part of broader strategies for
recovery; the White Paper is intended to develop these into more
comprehensive policy statements. There is particular stress on the
contribution that tourism can make to two areas of national
economic policy, regional development and employment. With respect
to the first of these, the White Paper comments that

"Ireland is fortunate in that a high percentage of the

tourism industry is centred around areas which are, on

the face of things, not very well suited to intensive

industrial or agricultural development. Therefore,

tourism is a major benefit to regional policy. The

Government maintain, however, that every area of the

country has some tourism potential. This should be

recognised particularly in matters of planning and

environmental control" (Stationery Office, 1985, pp. 10-

11).
With respect to employment, the White Paper notes that

"tourism is clearly one of the service sectors where

progressive policies can help create jobs in the future.

Its influence is widespread..... The extent of the

benefit varies according to such factors as location and
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time of the year but the relationship is clear"

(Stationery Office, 1985, p. 11).
The key impetus for changes in policy direction in Irish tourism
came as part of the run-in to the 1987 general election. Perhaps
the most significant contribution of the tourism lobby, at the
policy level, was through a study, commissioned by the Irish Hotel
Federation (IHF), which investigated a "what if" scenario for Irish
tourism, based on the following proposition:

"what if we could double Ireland’s tourism in real terms

over a five year period - what would be the effect and,

if it is péssigle, what resources would be required"

(IHF, 1987, unnumbered Foreward).
The approach adopted was to address four major questions in order
to test the feasibility of doubling tourism revenues, in real
terms, over a five year period:

"1. Can Ireland attract sufficient numbers of tourists to

the country to achieve this growth level?

2. Can the access transport sector cope with getting the

tourist from source market into Ireland?

3. Can the tourist industry within Ireland accommodate

and care for those tourists?

4. What is the economic impact of achieving the targeted

growth?" (IHF, 1987, p. 3).
Overall, this report concluded that it was feasible to double the
real value of tourism in six to seven years, provided that an

intensive plan for growth be implemented. The first requirement,
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according to the IHF report, is for a Government decision:

* to recognise the significance of tourism for the

economy,

* to develop a detailed co-ordinated plan in conjunction

with the state interests involved in tourism,

* to strengthen the Ministry of Tourism, and

* to ensure that the funds are provided to invest in the

growth plan.
Secondly, it would require a substantial increase in the level of
promotion in the four key source countries,

* to stimulate éxisting and generate new visitor traffic,

* to support more forcefully the appeals and image of

Ireland,

* to match the high promotional spend of competing

destinations, and

* to encourage wider distribution of Irish holiday

products within the trade.
Thirdly, it would require a more competitive cost of access
transport from some source markets. Fourthly, the IHF argued that
the price of Irish tourist product, especially in the hotel and
catering sectors, would need to be frozen in real terms, and
standards raised to improve customer perception of value for money.
The economic effect of these proposals was projected as
substantial, especially in terms of improving the gross national
product and the balance of payments, reducing the government

borrowing requirement and creating in the region of 40,000 new jobs
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(IHF, 1987).

The significance of this lobbying paper lay in its impact on the
tourism policies of the in-coming governing party, Fianna Fail. The
IHF document came at a time when economic performance was poor and
the level of unemployment the highest in the European Community.
The party prepared a dedicated tourism manifesto, entitled "Putting
Growth Back into Tourism" (Fianna Fail, 1987) which presents a
comprehensive blue print for tourism development. Policy issues
addressed include planning and administration; marketing; price
competitiveness; access transport; investment; the environment; and
the potential for employment generation. The accession to
government, of Fianna Fail, prior to the 1987 tourism season, saw
an initial attempt to implement aspects of the manifesto, through
what the Minister for Transport and Tourism described as a "crash
programme", aimed at increasing tourist numbers for 1987 by
400,000, revenue by £100 million and employment by 5,000.

From a policy point of view, this new Irish strategy represents an
unusual approach in that general objectives are translated into
specific performance targets for tourism. Over the five year
period, 1988 - 92, these targets were presented as a doubling of
both overseas visitor numbers and revenue and an increase in
employment, within tourism, of 25,000. What is very clear is that
the policy was driven and maintained in the intervening years on
the basis of employment as its prime mover and key determinant.
This is recognised in the strategic response from Bord Failte, the

body charged with much of the responsibility for implementation,
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which focuses on the mechanisms necessary to attract the additional
visitors (BFE, 1989) on the basis that revenue and employment
benefits will accrue in direct proportion to the number of
arrivals. The issue that is not addressed here relates to the
quality and stability of employment, that can be generated, in

tourism in a highly seasonal industry such as that in Ireland.

4. Tourism policies in other European countries

It would be reasonable to expect, with the move to a common
internal market in the European Community, that there would be
evidence of convergence within the tourism policies of member
states, reflecting both the market environment and the direction
provided by transnational policies as implemented through the
Commission. I shall address Community policies, with respect to
tourism, as a separate matter in this review. However, while some
convergence may be evident, there is still considerable evidence of
diversity within tourism policies in member states, reflecting
Qariation in tourism products and traditions as well as different
economic and industrial structures and performance. The United
Kingdom and the Irish Republic reflect countries where the prime
policy determinants are economic, in both cases shifting from,
primarily, fiscal concerns to a greater concentration on socio-
economic, primarily employment, objectives since the late 1970s.
However, the means of achieving these goals vary; in the United
Kingdom, the role of government policy has been to facilitate the

free operation of market forces in the tourism sector so as to
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promote growth and increased employment. In Ireland, the role of
government has been somewhat more overt and directive, based on
specific performance targets, set for the industry as a whole but
delegated as the responsibility of the national tourism
administration.
The same economic focus is not always evident in the policies of
other European countries. In Sweden, for example, "one overall aim
of a state policy for recreational activities should be that public
funds used for tourism and recreation be invested in such a way
that the broad mass of the population can make use of the
facilities and areas created with the help of public funds"
(Ministry of Agriculture, 1974). Thus the emphasis of Swedish
policy is that public investment should be designed to benefit the
domestic population and any spin-off for international visitors is
a side concern. This contrasts with Denmark where
"a political decision was made that the Board should
direct its efforts towards increasing foreign currency
income but not to encourage the domestic market in an
attempt to 1limit foreign currency expenditure.
Consequently DT (Danmarks Turistrad) is not involved in
domestic tourism promotion activities and is responsible
for formulating only those marketing policies which
relate to tourists from abroad" (O‘Hagan, 1986, p. 77).
German tourism policy focuses on a facilitating role which
straddles the economic, political and social dimensions. Four goals

are identified.
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"~ to provide the basic conditions necessary for lasting

growth of tourism in both economic and social fields;

- to increase the performance <capability and

competitiveness of the German tourist industry;

- to improve opportunities for the mass of the population

to take part in tourism;

- to further the development of international co-

operation in tourism" (O’Hagan, 1986, p. 88).
Schnell (1991) points out that the federal structure of the country
mitigates against a formal national tourism policy in Germany.
However, the extreme balance of payments deficit in German tourism
has resulted in special efforts to support tourism development in
the country.
France is another European country where tourism policy focuses
more on the the role of public authorities in the organisation of
tourism rather than stating broad objectives for the industry.
Tuppen (1991) argues that government attitude to tourist
Aevelopment has been somewhat ambivalent, demonstrated by
frequently changing ministerial responsibility for the industry.
O’Hagan (1986) summarises the general objectives of France’s
tourism policy as

"~ continuing priority is given to enhancing France’s

tourism products. Efforts have been made to develop a

range of products (winter sports, cultural tourism,

thalassotherapy, etc.), suited to foreign markets.

- It has been the aim to improve the way tourism is
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organised in France at regional and local level. A policy
designed to promote tourist information, local activities
and the quality of accommodation and facilities has been
implemented at all 1levels at central government
instigation.

- Agreements have been concluded with most agencies,
commercial and social, in the tourism sector, to
guarantee a continuing high standard of services, improve
marketing, and further develop training for staff now
dealing with increasing numbers of foreign tourists.

- policy on paid holidays and measures to enhance
utilisation of 1leisure time have increased domestic
tourism and led to more splitting of holidays, to the
benefit particularly of the winter period" (O‘Hagan,

1986, pp. 83-4).

Tourism policy during the 1970s and early 1980s, ' in Portugal,
focused on rapid expansion of the industry as the country entered
the mass tourism market. However, as Lewis and Williams (1991)
point out, there has been a subsequent reassessment of policy and
a modification of the the rush to attract purely volume tourism.

The 1986-89 Plano Nacional de Turismo set out four major objectives

for the industry:

"]. To increase tourism so as to contribute to the
balance of payments by
a) increasing external receipts;

b) increasing earnings, and
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c) increasing foreign investment.

2. To contribute to regional development by

a) creating priority zones for tourist development;

b) developing spa towns; and

c) implementing measures which favour regional
development.

3. To contribute to the quality of life in Portugal by
a) increasing domestic tourism;

b) increasing agritourism;

c) increasing turismo de habitaco:; and

d) supporting social tourism.

4. To contribute to conservation of the national and
cultural heritage by

a) organising a more balanced use of space between
tourism and other needs;

b) defining the optimum numbers of tourists in particular
areas;

d) protecting regional and urban traditional
architecture;

e) preserving monuments; and

f) developing artisanal crafts and supporting folklore"

(Lewis and Williams, 1991, pp. 122-3).

These priorities are interesting in their width and, according to
Lewis and Williams, they have not been prioritised by government,
although it is likely that, in reality, economic considerations are

paramount, In this context, therefore, the absence of human
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resource considerations is noteworthy.
Since the 1970s, Dutch tourism policy has been led by the need to
contribute to balancing the trade deficit but, that said, policy
has traditionally been non-interventionist. However, the Tourist
pPolicy Paper, in 1979, prompted a more active and initiatory
policy, based on three main action points:
"- improvement of quality and price control in the
tourism product (infrastructure, accommodation)
- improvement of service provision for  Dbetter
presentation of the product (accessibility, information,
professional training etc.)
- reinforcement of tourism promotion" (Ministerie wvan
Economische Zaken, 1986, p. 3).
This statement is unusual in its reference, albeit brief, to human
resource matters in terms of professional training. The 1979
document was up-dated in 1985 to place greater focus on the
administrative arrangements for co-operation between tourism and
related economic and social sectors. The 1985 - 89 Tourist Policy
Paper announced measures
"conducive to a better and closer relationship between
tourism policy relating to recreation, sport and culture,
and export promotion and museums policy" (Ministerie van
Economische Zaken, 1986, p. 4).
This provides practical acknowledgement of what this document
notes, that

"tourism policy has many interfaces with other forms of
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policy, such as employment policy, planning and

environmental policy, cultural policy, transport policy

etc."(Ministerie van Economische Zaken, 1986, p. 5).
In addition, O’Hagan points to features of Dutch tourism
promotional policy, represented by the NBT (Nederlands Bureau voor
Toerisme), which focus on economic objectives, including

"- jincreasing the number of domestic vacations

- stabilising the average length of stay of domestic

vacations

- stimulating tourism with a high level of spending

- increasing the number of foreign tourist arrivals

- extending the foreign tourists average length of stay"

(0O’Hagan, 1986, p. 109).
The development of Swiss tourism policy constitutes one of the most
reflective and wide-ranging processes within European tourism. In
the early 1970s, Swiss tourism faced a number of difficulties,
relating to product, markets and the international economic
environment. Reassessment of tourism priorities led to a report by
the Federal Consultative Commission on Tourism (1979). As Gilg
(1991) points out, the Commission noted a number of problems within
the industry.

"The Commission pointed to the issues of seasonality, the

high rate of spare capacity, the role of foreign workers,

and structural problems within the industry.....The

report also pointed out the poor social image of tourist

work for the Swiss, and that skiing was degrading some
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mountain pastures, while there were many conflicts

between agriculture and tourism." (Gilg, 1991, p. 138)
This analysis leads to principles and objectives for tourism which
argue that tourism is vital to a healthy and sane society. Within
this overall statement of principle, a wide range of social,
economic and environmental objectives are identified (Gilg, 1991).
The breath of tourism policy considerations, in Switzerland, were
re~inforced by what is styled the Krippendorf Report (1987) which
considers both the benefits and problems associated with tourism in
the country. Krippendorf concludes by advocating an emphasis on
quality rather than quantity in tourism (Gilg, 1991).
In many respects, Austrian tourism has some similar characteristics
to that in Switzerland but, as Zimmermann (1991) demonstrates, the
human resource issues which feature as Swiss concerns, are not so
evident in the Austrian context. Tourism policy is, 1largely,
decentralised to the Lander and the main objectives are

"1. to encourage patriotism and regional identity;

2. to make people more aware of environmental problems;

3. to ensure that tourism gives guests positive emotional

feelings;

4. to take advantage of o0ld and new segments of the

tourist market;

5. to intensify promotional activities; and

6. to improve marketing" (Zimmermann, 1991, p. 158).
Cyprus, in the form of the Greek sector, lies towards the periphery

of Europe but is assuming an increasing importance in Mediterranean

64



tourism. National policy objectives have, traditionally, been
driven by economic considerations, identified by Andronicou (1979)
as

* foreign exchange earnings;

* contribution to national income;

* employment-generating capacity; and

* regional development.
However, the Cypriot industry has evolved in such a way that far
clearer and more refined objectives have subsequently emerged
which, while they do not subsume the economic priorities, certainly
focus them on a conception of tourism in Cyprus which combines
specific markets and matching quality products. Implicit in these
changes are consequences for human resources, especially in terms
of education and training for quality and service but these are not
explicit in their statement. Witt (1991) identifies the future
objectives of the Cyprus government, with respect to tourism, as
the following:

“"* a greater emphasis on the preservation and improvement

of the environment;

* a greater emphasis on those source markets from which

middle and upper income tourists are attracted;

* a reduction in the rate of increase of new tourist

accommodation together with greater emphasis on high

grade accommodation;

* a reduction of +the seasonality problem through

lengthening the tourist season by developing various
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specialised forms of tourism such as conference tourism,
special interest tourism and out-of-season long-stay
holidays for senior citizens;
* an improvement in the ancillary facilities necessary to
provide recreation opportunities for active holidays"®
(Witt, 1991, p. 45).
O’Hagan’s (1986) report also points to a number of common policy
features in many European countries, especially a desire to spread
the economic, social and environmental impact of tourism on a wider
geographical basis (especially in Portugal); to tackle seasonality
by increasing the length of the tourism season (most countries in
the European Community); and the role of social tourism (especially
in Belgium, France and Luxembourg). Clearly, with the possible
exception of Ireland, the Netherlands and the United Kingdom, the
human resource dimension does not feature strongly in the tourism
policies of European Community member states. This assessment is
supported by a summary by Airey (1983) who identifies employment as
a relatively small part of a much wider policy environment.
"The nature of involvement (in tourism) in this context
varies widely, ranging from government 1legislation,
directives and guidance, fiscal and monetary measures to
the creation of special bodies. The concern of this
involvement also covers a very broad area. The more
obvious are 1likely to include a concern for foreign
exchange earnings, employment, reg{onal developnent,

environmental protection, consumer protection. Less
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obvious might be a concern for small businesses, of which
there are a high percentage in tourism, or a concern for
energy consumption or for international and technical
co-operation. Across a number of countries the scope for
variation in the nature and concerns of government
involvement in tourism is clearly vast" (Airey, 1983, p.
238).
Collectively, the European Community is gradually moving towards a
policy for tourism. In 1986, O’Hagan attributed a relatively
limited role to the Community, primarily focusing on the provision
of a forum through which member states may discuss policies in the
areas of promotion, seasonality, rural tourism, cultural tourism
and social tourism. It is interesting that economic (including
employment) and environmental concerns are not included. In this
way, the Community takes on a "clearing house" role (0O’Hagan,
1986). A further function is in relation to data deficiencies,
where O’Hagan notes a lack of adequate and reliable information
gbout the industry.
The way in which tourism policy evolves at the behest of a
diversity of other policy areas is well illustrated in Lickorish’s
(1989) discussion of the implications of the internal market for
tourism. These areas cover fiscal policy; financial regulation;
transport; and health, safety and consumer protection. It is
interesting that Lickorish does not address 1labour market and
employment issues in the context of the internal market.

Akehurst (1990) points out that the Community has been very slow to
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develop a tourism policy, noting a certain reluctance to become
involved in this area as a result of diversity within the industry.
This reticence is supported by Akerhielm, Dev and Noden (1990) who
note that "tourism seems to be an area where EC activities are not
well developed" (p. 104). Likewise, despite 1its economic
significance, Pearce (1988) notes that "tourism has so far played
only a minor role in the official development programme of the
European Community" (p.13), although it 1is arguable that the
re-orientation of the structural funds after 1988 has altered this
situation.

Akehurst points to the emergence of the bones of a EC tourism
policy on the basis of a series of resolutions and measures that
affect tourism, in other words, an ad hoc process towards the
formulation of s cohesive policy. These resolutions and measures
cover areas such as seasonal and geographic distribution of
tourism; standardised information on hotels; procedures for
consultation and coordination of tourism; harmonisation of
iegislation on package travel; easing of border restrictions; and
fire safety in hotels (Akehurst, 1990). Clearly, these are
disparate in their nature and cannot, even collectively, be
considered as a cohesive policy for tourism. Indeed, it is arguable
that the main effects on tourism in Europe were derived from
non-tourism specific initiatives in terms of areas such as the
single internal market, the Social Charter, competition policy and
civil aviation.

The launch of plans for the European Year of Tourism for 1990, saw
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objectives of the year expressed as

" 1. to stress the integrating role of tourism in working
towards a single internal market facilitating a greater
knowledge of European 1lifestyles and cultures among
citizens of Member States especially young people;

2. to emphasise the economic and social importance of

tourism" (Akehurst, 1990, p. 379).

The focus of policy appears to be on promotion, information and

service quality but in a relatively non-interventionist manner.

Alan

that

Mayhew (1990), writing from a Commission perspective, argued

"The role of Community tourism policy is not to regulate
the industry, although this may be necessary when no
other way is open to it. The principles of community
enterprise policy, which apply equally well to the
tourism sector, aim to achieve administrative
simplification and the removal of burdens on business,
rather than the regulation of the sector" (Mayhew, 1990,

p. 4).

Subsequent discussion, within the Tourism Council of the Community,

led Akehurst (1990) to identify eight areas of EC tourism policy.

"1. The role of the Community is not to regulate industry
unless necessary but to achieve administrative
simplification;

2. Member states working together to devise long term

strategies;
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3. to do only those things best done at a Community
level;

4. the objectives of the Community tourism policy are to
benefit the individual tourist and tourism enterprise -

for the individual this means higher quality tourist
services; helping specific groups such as the disabled,
young and elderly} broadening the range of people taking
holidays.

For the enterprise this means the development of new
products (especially rural and cultural); promotion to
third markets (especially Japan) and the provision of
information on tourism to aid business decision making;
5. investment in human capital and improvement of tourism
industry working conditions; improve professional
training for tourism employees including 1languages;
expand exchange programmes; data collection on training
and education programmes available; networking of
existing training organisations;

6. investment in infrastructure; European Investment Bank
financing of transport, water supply and quality
improvement of coastal waters; greater concentration of
European Regional Development Fund resources to least
favoured regions of the community (often areas of great
tourism potential);

7. a better seasonal and geographic spread of tourism;

8. a statistical action plan" (Akehurst, 1990, p. 380).
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What is interesting is the absence of a marketing role for Europe
within Community policy, representing, perhaps, one of the main
weaknesses with respect to collective responsibilities for the
development of the industry in that the actual objectives of the
initiative, increasing the numbers and quality of visitors to
Europe, cannot be promoted directly through Community support.
Pearce (1988) identifies a number of objectives of Community action
in the field of tourism, although these, in themselves, are not
presented as a coherent policy. They are similar to those
identified by Fitzpatrick (1989). The objectives, as stated by
Pearce, are

"x facilitating tourism within the community:;

* improving the seasonal and geographical distribution of

tourism;

* Making better use of community financial instruments;

* providing better information and protection for

tourists;

* improving working conditions in the tourist industry;

and

* increasing awareness of the problems of tourism and

organising consultation and co-operation" (Pearce, 1988,

pp. 13-4).
The position of human resource concerns is noteworthy in what both
Akehurst and Pearce write, perhaps reflecting neglect at national
tourism policy levels. Subsequently, the Community has moved

towards a Community Actjon Plan to Assist Tourism (1991) which, at
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this point, remains in draft form. This plan provides for policy
and action in a number of areas, headed as cultural tourism;
tourism and environment; rural tourism; social tourism and youth
tourism; vocational training; promotion in third countries;
staggering of holidays; improving knowledge of the sector; and the
encouragement of transnational actions. The human resource area,
restricted to training, proposes the following:

"—- identification of professional profiles of the sector;

- encouragement of the participation of tourism

businesses in existing Community action programmes for

training;

~ support for the co-operation between Universities and

tourism schools and tourism professionals;

- pilot actions for specific training in this sector:

rural, social, cultural, environment" (Commission of the

European Communities, 1991, unnumbered).
The Community Action Plan does not really constitute a
comprehensive policy document; rather, it is a series of measures,
designed to enhance the tourism industry within the Community.
Akerhielm, Dev and Noden (1990) argue the benefits of developing
and communicating a comprehensive policy for tourism, identifying
that this would help in the achievement of a number of goals, vis

"¥ A structured approach would create credibility for

corporate planners in a turbulent industry. Right now

there is no coherent vision of what tourism in Europe

will look like after 1992.
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* By implementing community-wide standards, European

planners will take the lead in setting international

standards. Not only will such standards ease cross-border

movement and improve the efficiency of resource use, but

EC countries will have a head-start on operating within

these standards.

* Foreign firms with subsidiaries in the EC will benefit

from a more stable environment, and those that are

waiting to see what happens will be encouraged to enter

the market. By waiting, these firms may miss the ground

floor of the largest market available.

* Finally, the members of the Community would profit from

unified action by economies of scale in promotion"

(Akerhielm, Dev and Noden, 1990, p. 1l1l).
It is arguable that the Action Plan does not provide sufficient
weight, in policy terms, to achieve these benefits.
Clearly, European tourism cannot be considered exclusively in terms
of developed countries to the west. The main difficulty in
considering tourism policies in the countries of Eastern Europe is
the state of change and flux in these countries, which mean that
definable policies, within the "new order" have not really emerged.
Hall (1991) points to this problem in that the former socialist
states have started the move from the muting effects of "internal
security questions, inert bureaucracies, inflexible econonic
response mechanisms and inappropriate infrastructures" (p. 3) but

how these moves will conclude is impossible to say at this stage.
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It is reasonable, however, to assume that tourism will loom large
in the policies of economic reconstruction in most of the countries
in question. Hall (1991) points to six areas through which tourism
can contribute to the transformation of former socialist societies,
vis
"l. A means of gaining hard currency and improving
balance of payments/ indebtedness problems, through
admitting much larger numbers of Western tourists.
2. A catalyst of social change, by permitting greater and
closer interaction between host populations and those
from the outside world, particularly as constraints on
tourist accommodation and itineraries are eased.
3. A symbol of new found freedoms by permitting the
region’s citizens to travel freely both within and
outside of their own countries, albeit initially
constrained by financial considerations.
4., A means of improving 1local infrastructures by
upgrading tourist facilities, with or without foreign
assistance.
5. An integral part of economic restructuring, with the
freeing of service industries through privatisation,
exposure to national and international market forces,
Western transnational corporations’ expansion within the
region’s tourism industry, and through the elimination of
centralisation, subsidy and bureaucratisation.

6. A complement to commercial development through a
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growth of business and conference tourism, reflecting the

region’s entry/ return into the (essentially capitalist)

world economic system" (Hall, 1991, pp. 11-12).
These issues are addressed, in a practical manner, in relation to
the requirements of the former East Germany, by Godau (1991). He
raises, as paramount, the need to enhance the quality of both
product and service and argues that one of the main requirements is
for an enhancement of human resource development and the
improvement in the quality of the transfer of knowledge in order to

achieve this.

5. Touris icy i t ountries

Europe presents a very useful illustration of both the diversity
and the similarities in national tourism policies as well as
focusing on how collective policy arrangements can be considered in
the context of the European Community. It is worthwhile, however,
extending consideration beyond Europe, to consider policies in a
number of other developed countries and also in the developing
world.

In a number of countries, national tourism policies are affected by
the political structure of the country in question. This is
particularly true with respect to countries with a federal
structure and, in Europe, Germany and Switzerland represent good
examples. Further afield, Australia is a very good example of the
tensions between federal and state in tourism policy at work. At

a federal level, Australia has one of the most detailed and
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comprehensive tourism policies published in developed tourism
economies. A report by the Federal Department of the Arts, Sport,
the Environment, Tourism and Territories (ASETT) (1988) identifies
four broad Commonwealth goals for tourism, stated as
"% Economic - to improve the competitiveness of the
industry and minimise constraints on growth, so as to
stimulate increased national income, employment growth
and improved balance of payments.
* Socjal - to encourage a range of opportunities for
increased tourism participation and the appropriate
operation of tourism activity in the public interest.
* Environmental - to develop the tourism potential of our
natural resources and cultural heritage, consistent with
their long-term conservation, through sensitive, balanced
and responsible management.
* Support - to ensure that the necessary planning, co-
ordination, research and statistical support for policy
formulation is provided in accordance with the previous
goals" (ASETT, 1988, p. 3).
These broad goals are complemented by a very detailed presentation
of policy objectives, under seven key headings,
1. The economic environment
2. Infrastructure
3. Transport
4. Facilitation

5. Standards
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6. Environment, Heritage and the Arts
7. Industry support and Policy co-ordination.
Human resources get reasonable coverage within these objectives,
primarily in the context of standards. Other references may be
noted in the context of ensuring prompt, efficient and courteous
tourism facilitation services.
The federal structure of Australia is reflected in this document in
that the area of marketing and promotion is skirted if not ignored.
This reflects the sensitive and, sometimes, conflicting
relationship between the federal tourism authority and those of the
states.
In the context of human resources in this statement of these policy
objectives, the accompanying report puts the requirements of this
area into context.
"High standards of service are crucial to sustaining
long-term tourism growth. Australia’s success as a
tourist destination is determined not only by price
competitiveness or the range of attractions available,
but also by the quality of goods and services provided.
Repeat visits, a vital factor in maintaining growth, will
be deterred 1if standards of service do not meet
expectations.
Central to the attainment and maintenance of high
standards of service is the provision of appropriate
tourism training, the creation of 1long-term career

opportunities, the promotion of ideals of excellence and
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quality management and the protection of consumer
interests" (ASETT, 1988, p. 37).
It is interesting, given demographic trends in Australia and
difficulties faced in staff recruitment in some tourism sectors,
that these issues are not really addressed in the main policy
document.
The situation in the United States is similar to that in Australia
in the federal structure of the country and this has impacted on
the development of national tourism policy. Richter (1985) notes
that "After World War 2, the Eisenhower administration specifically
considered and rejected the proposal that the federal government
become involved in tourism promotion" (p. 165). Edgell (1990) also
discusses the relatively short history of federal interest in
international tourism.
"From a policy perspective, the United States did not
really understand the intricacies of what was happening
in the international tourism arena and the potential
positive impact for the U.S. tourism industry. In fact,
the United States had been encouraging its citizens to
travel to Europe as part of its effort to help stimulate
the economies of Europe in the reconstruction period. But
by about the mid 1950s the United States began to take
notice of the large deficit in tourist trade" (Edgell,
1990, p. 9).
Richter also notes the tourism deficit problem which, by 1960,

accounted for nearly 30% of the total US balance of payments. The
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Kennedy administration established the US Travel Service as a
result of the International Travel Act, which Richter sees as "the
turning point in US national policy" (p. 166). The objectives of
the Act included the intent "to strengthen the domestic and foreign
commerce of the United States and provide friendly understanding
and appreciation of the United States by encouraging foreign
residents to visit the United States and by facilitating foreign
travel generally" (Government of the United States, 1961, p. 158).
However, the impact of this measure was limited and a evaluation of
US tourism policy, under the Tourism Resource Review Commission, in
1973, resulted in a large number of recommendations, from which
Richter (1985) identifies two central conclusions.

n* The government tourism efforts were in confusion and

disarray. Over 100 programmes were found in more than 50

agencies that directly concerned some aspect of tourism.

Coordination and further study were essential.

* The study recommended (as subsequent studies would

also) that a national tourism organisation be established

to execute a national policy on tourism" (Richter, 1985,

p. 166).
However, this latter recommendation took some time to implement, as
a result of the National Tourism Policy Study (1978). This study
recommended a number of key actions as essential to the development
of American tourism, although the weight and significance of the
measures does vary considerably. With the exception of the

preamble, the absence of a human resource dimension is noteworthy.
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The very extensive series of recommendations in the Policy study,
in turn, led eventually to the passing of the National Tourism
Policy Act in 1981 amid optimism that it would "signal a new
national effort at co-ordination of existing national programmes
and a serious look at international promotion" (Richter, 1985, p.
167). The Act did establish the United States Travel and Tourism
Administration (USTTA) but the actual policy provisions in the Act
are, arguably, statements of good intent and of little concrete
value in guiding resourcing or implementation. They draw much from
the Policy Study but, in some respects, dilute aspects and leave
others to fairly ambiguous interpretation. The subsequent duties
are amendments of detail within the 1961 Act and do not really
develop the policy area in any significant manner. Twelve policy
objectives are identified in the Act, combining political (national
and international), economic, social and cultural objectives.
Considerable weighting is given to the enhancement of the image of
the United States abroad but the human resource implications are
confined to a full employment objective ( Government of the United
States, 1981).

Airey (1984) sees the significance of the,Act as "an important
attempt to provide both the coordination and the administrative
structure for tourism in the USA"™ (p. 269). However, despite the
intent of the Act, Richter (1985) argues that its implementation
did not match the rhetoric at the time of its passing and the
actions of the Reagan Adnministration "seem to belie any serious

interest in a national tourism policy" (p. 168). She expresses
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particular concern in relation to
"The perceived unimportance of the USTTA and of national
tourism policy in general, in the face of the actual
significance of the industry in the American economy"
(Richter, 1985, p. 168).

Writing some six years later, Richter (1991) remains in favour of
the policy model but recognises its deficiencies. She argues that
" Legislation like the U.S. National Tourism Policy Act
create mechanisms (as yet inadequately utilised) for
gathering representative input and co-ordinating relevant

policy initiatives" (Richter, 1991, p. 192).

Canadian national tourism policy is presented in a complex
document, which reflects the diversity of the country and its
federal structure (Minister of Supply and Services Canada, 1990).
The policy document has a strong environmental protection focus but
recognises the human resource element when it states that "in a
time of fundamental shifts in labour requirements and structural
unemployment the tourism industry acknowledges the need for
increased investment in human resource development"™ (Minister of
Supply and Services Canada, 1990, p. 30). However, implementation
in response to this concern is not addressed, despite the fact that
the balance of the overall document is devoted to strategic and
implementational concerns.

The situation in Australia, Canada and the United States is
somewhat confused by the federal nature of these countries as the

national policies do mask the importance of state policy and
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initiatives in tourism. Hawaii, for example, with its very large
dependence on tourism, has a tourism policy of a wide-ranging and
sophisticated nature.
Thus far, consideration has focused on tourism policy within
developed economies, in Europe and countries of the English
speaking world. It is wuseful, at this point, to expand the
discussion somewhat, and include reference to tourism policies in
developing countries. The main problem, in this respect, is the
very limited range of published material and this, undoubtedly, was
a barrier in preparing this part of the review. A further
difficulty, in assessing the tourism policies of less developed
countries, is that, in many cases, such policies have not really
been articulated. Cleverdon (1979) noted that the key problem with
tourism in less developed countries was the lack of a clear tourism
policy. This problem, in turn, leads to subsidiary difficulties
relating to the absence of systematic planning of development and
marketing.
Jenkins (1980) considers some of the key distinctions between
tourism development in developed and developing countries.

"In the developed world, tourism has attained its present

importance largely as a consequence of private sector

enterprise and initiative. In many countries this

initiative has been, and is being, supported by a wide

range of government assistance. The emergence of national

and international companies mainly engaged in the leisure

and tourism field has been a parallel development.
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However, in most developing countries the private sector
is small, private investment funds are 1limited, and
experience of tourism is negligible. Governments often
have to adopt the role of entrepreneur, sometimes in
response to ©proposed private foreign investment"
(Jenkins, 1980, p. 27).
This, then, points to some likely fundamental differences in the
respective priorities, within the national tourism policies, of
developed and developing countries. Jenkins continues by arguing
that
"The governments of developed and developing countries
share many areas of responsibility. But in the developing
countries the problem of resource scarcity and
consequently allocation is acute. Strong government
control is necessary to prevent exploitation and obvious
waste, and to ensure that the benefits from tourism are
optimised. Tourism in developed countries can be regarded
as a mainly social activity with economic consequences;
in developing countries it is 1largely an economic
activity with social consequences" (Jenkins, 1980, p.
27).
This final assertion, perhaps, reflects a pre-1980s judgement. In
terms of its relevance to the more underdeveloped countries of the
third world, it remains indisputable and countries such as Thailand
provide good examples of this argument in practice. Changes in this

situation may be seen, in policy terms, in discussion about
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Malaysia which follows. However, the analysis with respect to
developed countries may no longer hold true in such clear terms, as
policy direction in the Republic of Ireland over the past decade
illustrates. Economic priorities and specified economic targets
have come very much to the fore in many developed countries in an
overt way not previously so evident.
Jenkins (1991) points to the interconnections between wider econmic
benefits of tourism, in developing countries, and the contribution
that the labour market can make to reducing the overall costs,
especially in foreign exchange terms. He argues that

"Oone of the factors which can increase the 1labour

intensity of tourism, particularly in developing

countries, is the ability to develop tourism in such a

way as to take advantage of resource-substitution

possibilities. In these countries where labour is not

scarce and is therefore usually cheap, 1labour is

substituted for capital" (Jenkins, 1991, p. 85).
Malaysia represents a country where national policy for tourism
focuses, very clearly, on economic benefits and in this it is
treated in a similar way to any other export earning industrial
sector. Malaysia constitutes the basis for a detailed case study
elsewhere in this thesis (Chapter 8 and appendix E). In the Fifth
Malaysia Plan, 1986 - 1990 (Government of Malaysia, 1986) tourism
policy objectives are clearly articulated.

"The tourism industry will be further promoted in order

to exploit its growth and job-generating potentials.
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Being dependent on a variety of services, the industry
exerts a considerably high multiplier effect on the
economy not only in terms of income but also employment
ceose The industry also helps to create a better
understanding of the various cultures and lifestyles of
the population, and thereby becoming an effective agent
for national integration and unity.

The industry will also be entrusted to play an important
role in reducing the deficits in the service account of
the balance of payments. This objective will be met by
way of promoting further foreign tourist inflow into the
country to increase foreign exchange earnings. 1In
addition, local residents will be encouraged to travel
internally rather than overseas in order to reduce
foreign exchange outflow.

In order to meet the policy objectives, a total
commitment will be needed not only from the public
sector, but also the private sector and the general
public. The efforts of all related Government agencies
and the private sector will be properly co-ordinated. In
the process of promoting the tourism industry, the
religious, moral, and cultural values of the country as
well as the environment will be fully respected,
protected, and utilised as assets for the development of
the industry" (Government of Malaysia, 1986, p. 403).

It is interesting to note the absence of all but a brief reference
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to the human resource area in this policy statement. Furthermore,
the Plan’s consideration of the Malaysian manpower environment,
while considering the needs of the manufacturing and agricultural
sectors, makes no reference to the specific needs of tourism. The
period of the Fifth Malaysia Plan saw sustained growth in all
sectors of the Malaysian economy, not least in tourism, and the
result was an environment where priorities for tourism required re-
definition. The policy objectives proposed for the Sixth Malaysia
Plan are somewhat broader in conception, in that they, perhaps,
give greater focus to non-economic areas. This, perhaps, represents
evidence of a shift from developing towards developed status, in
terms of Jenkins’ distinction, discussed earlier. Reference to
human resource concerns 1is, again, tangendental, although the
preparatory research for the Plan did give due recognition to this
area. The preparatory report for the Plan identified a number of
key policy objectives for Malaysian tourism, which were further
translated into policy guidelines.

"* Generate foreign exchange;

* Encourage even economic and social development

throughout the country:;

* Promote rural enterprises;

* Generate employment;

* Accelerate urban/ rural integration and cultural

exchange;

* Develop national unity;

* Create an improved image of Malaysia internationally:
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* Foster national unity" (Peat Marwick, 1991, p. 14).
The Malaysian example represents a shift from purely economic to a
broader-based policy for tourism. According to Choy (1991), a
similar broad~-based policy is evident in the Philippines, where
four wide-ranging goals are identified for Filipino tourism in the
National Tourism Development Plan (1987-88). These are
"% Economic goal - maximise the economic benefits to be
derived from the development of existing and potential
Philippine tourism assets to benefit a wider base of the
Filipino population.
* Sociocultural goal - ensure a level of tourism
development that is for and by Filipinos to improve their
quality of life, conserve and promote their heritage, and
thereby heighten their national identity and unity.
* Physical-environmental goal -~ achieve a 1level of
tourism development that will ensure protection of the
natural environment and preservation of the country’s
ecological balance.
* Government goal - to provide a strong government
‘ organisation that will effectively and efficiently
direct, implement and coordinate the functions and
resources required to institutionalise the priority
position of the tourism industry within the country’s
political framework" (Choy, 1991, p. 32).
The human resource dimension is, again, implicit in these goals but

does not receive specific recognition.
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At a regional 1level, within developing countries, there is
relatively little by way of published material on tourism policies
and priorities. Lagos State, in Nigeria, represents one example
where consideration has been given to this area. Falade (1990)
addresses the policies and objectives of tourism in the State,
having first noted that "generally speaking, there is low priority
accorded tourism planning in Nigeria". He then goes on to identify
three "cardinal aims" that underlie Lagos State tourism policy.
"x to preserve and utilise the land areas set aside for
tourism development in the regional plan and to acquire
additional land or centres of tourism value;
* to create a conducive atmosphere for all investors in
tourism with a view to establishing a sound economic base
for Lagos State, thereby enriching the physical
development of the state as well as developing facilities
for vacation and recreation for the generality of the
population; and
* to promote cultural values in tourism and to protect
the environment" (Falade, 1990, p. 259).
These goals are supplemented by detailed objectives and specific
policies for Lagos State tourism. These cover a range of both
developmental and promotional areas but make no reference to human
resource-related commitments.
Comparative literature on national tourism policies is not readily
available. The only major study, covering a very wide range of

tourism destinations, is now very dated and relates to the self-
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reported aims, activities and fields of competence of ninety-five
national tourism organisations (NTOs), published in 1975 (World
Tourism Organisation, 1975). While marginally up-dated by the WTO’s
1979 study on the role and structure of NTOs, this report remains
the most comprehensive of its kind. Interestingly, the study does
not look to identify the role that NTOs have in relation to policy
formulation but, instead, categorises NTO activity in terms of

- official organisation of tourism at the national and

international level;

- research, studies, surveys and statistics;

- tourism promotion abroad;

- tourism planning and development;

- regulation and supervision of tourist enterprises;

- tourist reception and information;

- tourism vocational training;

- preservation, protection and utilisation of historical,

cultural and handicraft resources; and

- ecology and the environment (WTO, 1975).
What is interesting is the diversity in the involvement of NTOs in
tourism. The patterns of this involvement, especially in relation
to the human resource/ vocational training field and how they
relate to the empirical findings in this study will be discussed

elsewhere.

6. Tourism policies at the jnternational level

Tourism policies at the level of the European Community, itself a
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reflection of transnationalism in this policy area, have already
been discussed. The current absence of a really coherent tourism
policy for the EC was noted. Other initiatives in different regions
of the world have not achieved as much as the EC. The ASEAN
countries, for example, have engaged in limited co- operation in
the area of joint marketing and some similar initiatives have taken
place in the Caribbean. At a two country level, co-operation
between Mexico and the United States in tourism, dating from the
late 1970s, is an example of harmonised tourism policies. This
arrangement was, in 1983 and 1989, enshrined in formal bilateral
agreements as part of general trade development between the two
countries (Edgell, 1991). Similar agreements are in force with
respect to the United States and Venezuela, 1989 (Edgell, 1991) and
Canada and the United States, 1989 (Edgell, 1991).

At a truly transnational level, there are a number of declarations,
signed by a large number of countries, relating to the development
pf international tourism guidelines. These include the Manila
Declaration (1980), The Tourism Bill of Rights and Tourist Code
(1985) and the Hague Declaration on Tourism (1989). These are too
extensive for reproduction here but, as Edgell (1991) notes, have
the potential to impact significantly on national tourism policies,
if fully adopted and implemented. However, in themselves, they can
have little specific impact unless adopted by the governments of
individual countries.

This review of the tourism policy literature cannot be exhaustive

but certainly gives a reasonable flavour of both policy development
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over a considerable period of time (in the case of the United
Kingdom and, to a lesser degree, Ireland and the United States) and
the current situation in both developed and developing countries.
A number of pertinent issues can be extracted from this literature
review. Firstly, the review points to the limited extent to which
national tourism policies really play a significant role in the
development of the industry in most countries. The policies
represent, to a large extent, statements of good intent but have
relatively little to contribute to the direction of the industry’s
development.

Perhaps one of the main reasons for this situation is the
fragmented management of tourism and its related activities in most
countries. Co-ordination and management of various aspects of the
development and delivery of tourism services, in many countries,
lies with a diversity of public sector bodies responsible for such
areas as transportation, immigration, the environment, public
services, education and training, to name but a few as well as the
formally designated tourism ministry or NTO. In addition, private
sector involvement is dispersed and reflects the fragmented nature
of the industry in most locations. Thus policy formulation,
frequently, is the practical responsibility of the NTO, more
concerned with the implementation issues than with the development
of policies which impact on agencies and businesses over which they
have no direct control. There is also an apparent misunderstanding
of what tourism policy really entails and much reference actually

concerns itself with practical tasks and targets. The WTO’s Tourism
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Development Report (1988) illustrates this point clearly in that a
significant number of national contributions to what was intended
to be a policy-orientated study, respond in limited and specific
manner, concentrating on how the areas in question are approached
in the country.

The Tourism Development Report (WTO, 1988) is innovative in that it
does give some focus to areas of increasing importance within
tourism policy formulation, such as youth, third age and health
tourism. The study of the policy-related literature shows growing
awareness of the need to focus on issues of sustainability as well
as economic return from tourism. The entrance of these issues into
the policy domain has, in no small way, been influenced by the work
of authors such as Krippendorf, who argues for the inclusion of
environmental and sociocultural considerations within tourism
policy determination (Krippendorf, 1982). These issues are also
reflected in the work of bodies such as the World Tourism
prganisation which provide focus for the diverse concerns which
affect tourism in the area of policy and include environmental
issues as one of their main reference areas (WTO, 1982, for
example).

A further concern, which this review brings to light, is the impact
Ehat various geographical and political considerations have on the
development of tourism policies. The impact of federalism, within
the political structures of countries, was considered in the case
of Australia, Canada and the United States and, to a lesser degree,

in Nigeria. In this context, national tourism policies need to be
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considered in relation to what are, frequently, substantive local
or state policies and the powers held by states to implement these
policies. The lack of federalism in the United Kingdom, however,
does not diminish the respective policy functions and roles of the
English, Northern Irish, Scottish and Welsh tourist boards but it
did allow central government to define, closely, their relationship
with the BTA. Other political influences on national tourism
policies also manifest themselves in various ways, especially in
developing countries and this is effectively illustrated by Richter
(1989).

Tourism policy formulation, hardly surprisingly, is influenced, to
a significant degree, by the nature of the tourism industry in the
country and, above all, by its significance within the economy.
Where dependency levels are high, policy appears to be rather more
clearly developed and articulated, as the examples of the Republic
of Ireland and the United Kingdom show by comparison with some
other northern European countries. Size of the country is also a
factor in influencing the nature of a country’s policies with
respect to tourism, especially where tourism is, perhaps, the only
significant export industry, as in the case of many Caribbgan and
Pacific islands.

Finally, and most pertinently in the contxt of this thesis, the
extent to which human resource issues receive significant coverage
within national tourism policies is clearly limited. Some of the
sources make limited reference to this dimension but it does not

receive major attention and is rarely developed beyond the
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preamble. This may, in part, reflect the fragmentation concern
considered above and subsequently in this thesis, in that human
resource matters (primarily education and training), generally are
managed by government departments removed and beyond the normal
scope of interaction of the tourism ministry. It also reflects the
marginalisation of human resource concerns within tourism in
general, an area which is acknowledged as being of importance but
does not figure within mainstream policy or development discussion
in tourism, internationally.

This part of the literature review has, undoubtedly, suffered
through a lack of breadth in that the published material is only
readily available from a limited range of countries. Representation
from developing countries is, clearly, limited as is material from
locations where political and economic structures are undergoing
rapid change. Likewise published sources dealing with sub-national
policy issues, at local or regional level, are poorly represented.
Most pertinent, however, is the clear picture, culled from the
review, that the main theme of this thesis has not been
substantively addressed in the literature on tourism policy

development, to date.
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Chapter 3
A literature review:

ABQUR RKET AND HUMAN RESOURCE FACTORS IN

URISM POLICY

This section considers the wide-ranging literature relating to
the labour market and human resources within international
tourism and assesses the contribution of this literature to the
policy area. The literature is diverse and somewhat fragmented,
considering a wide-range of aspects of this topic, from what
might be styled the micro concerns of personnel and training
issues at the company level right through to the macro
perspective, which considers the tourism labour market within the
context of a country’s or region’s overall employment structure
or total economy. The focus of the literature is on micro
concerns, looking at human resource issues from the perspective of
particular aspects or components of, for example, employment,
education or training. The contribution to the policy domain, as
can be seen, is clearly limited and such associations can be made
more by inference than through direct reference.

As a consequence, this chapter covers a broad and somewhat
hetrogenius spectrum of issues and approaches to the labour
market and human resource environment within tourism. The
literature, however, is not truly representative of the multi-
sectorial nature of tourism and much of what has been written,

in the human resource field, pertains to the hotel, catering or
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somewhat broader hospitality fields. This is an important
limitation in reading the section. A further important limitation
is that it has not been possible to incorporate the literature
covering areas that, while not directly concerned with tourism, may
well impact directly upon the human resource field in tourism. This
pertains, in particular, to the wider employment, labour, education
and training environment, within which tourism is just one example.
Tourism is, undoubtedly, affected by general developments and
legislation in areas such as general demographic trends; employment
law; trade union regulation; vocational education and training
policies; and labour mobility within the European Community or
North America. It would not be realistic to incorporate these and
other similarly wide fields into a review of this nature and their
inclusion is restricted to material that considers these areas in
the context of tourism. Finally, it should be noted that the
writer has contributed to literature in this field, through a
number of book chapters, papers and conference presentations.
'These are not discussed in this review but a full listing is

included as Appendix A.

l. Social and sociological perspectives

The 1literature which addresses human resource issues in the
tourism/ hospitality industry from what might be described as
broadly sociological perspectives is diverse and varied in its
methodological rigour. In considering this field, Wood (1992)

classifies this literature into five categories:
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1. Sociological studies of work and employment in hotels

and catering, the majority of which are concerned with

workplace relations;

2. Quasi-sociological research addressed to one or other

of the hospitality industry’s labour problems such as

labour turnover or flexible working strategies;

3. Combinations of sociological, economic and social

policy studies, considering hotel and catering labour

markets;

4, Mainly official and government reports on the

condition of labour in the industry and related problems;

and

5. Similar themes addressed by pressure groups.
These areas will all be addressed in this chapter and examples of
literature from the main categories considered, although not
specifically in the context of this section.
Perhaps the first publication to consider working lives and
conditions in the tourism and hospitality industry was George
Orwell’s Down and out in Paris and london, published in 1933, as
the author’s first book (Orwell, 1986). Orwell’s approach is to
describe his own experiences of work and homelessness in two
major capital cities, including employment within Paris hotels,
with the objective of exposing the social deprivation experienced
by a specific segment of society. Orwell’s picture is one of
- pessimism and his perspective is one from the bottom, as a plongeur

in the hotel kitchen. In many respects, Orwell’s tone is echoed
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in more recent studies of the industry, which focus on the
negative aspects of employment in a comparative social context
(Dronfield and Soto, 1982; Byrne, 1986). Equally precise and from
the same period as Orwell are the accounts written between 1937
and 1942, in some five books, by Ludwig Bemelmans. By contrast to
Orwell, Bemelmans is the supreme optimist and describes hotel work
from the point of view of someone climbing to a senior position
in a luxury New York Hotel (for example, Bemelmans, 1942).

Further discussion of employment, within tourism, in a social or
sociological context, is not particularly extensive. Good
examples focus on specific sectors and describe the working
environment that operates in these areas of employment. Gabriel’s
focus is catering, primarily outside of the hotel domain. His
concern "was to express the feelings and views of these people
(catering workers) in their own words and to document their
relations with each other" (Gabriel, 1988, p.vii). Thus, what
emerges is a study of workplace relationships and politics which
fhe author relates to other employment sectors as a model for the
study of working class existence.

Gabriel’s analysis 1is derived, largely, from observation.
Chivers, by contrast, adopts a predominantly theoretical position
in considering the situation of cooks and chefs, although his
conclusions are derived from a survey of over 600 respondents
from the industry (Chivers, 1973). Chivers’ concern is to
consider the relevance of the classical marxist concept of

proletarianisation to the situation of the cook and chef in the
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hotel and catering industry. His interest in this particular
group comes from an analysis which suggests that there are a
number of features in the job situation of cooks and chefs which
should be conducive to hindering their development of class
consciousness or proletarianisation. These, Chivers identifies as
* orientation to service, the notion that the cook or

chef, typically, derives satisfaction from the

appreciation of the product by the customer;

* dedication to task, resulting from perceptions of work

as skilled, interesting and offering scope for

expression of ability;

* status divisions between cooks and chefs, with the

latter seeing themselves as an elite in quality

establishments; and

* ready access by mobility to employer or managerial

positions (Chivers, 1973, p.639).
The irony, as Chivers points out, is that, despite the
éignificance of these factors, the objective reality is that
chefs and cooks are remunerated on scales which average
considerably below that of most other skilled manual employment
categories. Chivers, perhaps reflecting the time that he was
writing, does not distinguish between cooks and chefs except as a
gender differentiation. In more recent times, the professional
status of and market demand for chefs is such that many do, in

fact, earn considerably more than the average for manual employees

in general.
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Other areas that receive coverage of an equivalent nature, within
the hospitality sector, include Mars and Nicod’s study of the
waiter (Mars and Nicod, 1984); Saunders’ consideration of the
hotel head porter (Saunders, 1982); and an occupational study of
room maids by Saunders and Pullen (1988). Lennon and Wood review
a range of literature sources and consider the wider hospitality
labour environment and the relative neglect of work within the
accommodation sector in these studies (Lennon and Wood, 1989). A
socio-cultural perspective, from the point of view of employment
in the restaurant, is provided by Marshall (1986). These studies
provide an empirical extension of the descriptive approach,
pioneered by Orwell, and are important, in the context of this
study, because of the light which they shed on working conditions
and attitudes to employment, within the tourism and hospitality
industry and the impact that this has on significant policy
areas. Comparable studies in tourism, beyond the hotel and

catering sector, were not identified in preparing this review.

2. Text-books in the field

Text-books are an important source in this field and the
literature is well provided with such material which, by and
large, considers human resource matters from a micro, company-
based perspective and, generally, concentrates on the hospitality
sector. In addition, the wider human resource and personnel field
provides a substantial number of publications that have practical

applicability to the tourism field. What is particularly
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interesting about a study of texts is what they tell about
changing perceptions about the role of human resources within
tourism and hospitality businesses and also moves in the role and
status of the personnel/ human resource function within companies
in general. The key element in this is the move from a relatively
narrow, functional personnel outlook to

* one which places the human resource function on a much

broader plane, relative to other areas within the

company;

* one that recognises the contribution of social and

occupational psychology to the execution of human

resource functions;

* one which sees human resources as a contributor to

profit rather than purely a drain on resources; and

* one which acknowledges it as an area of operation that

relates to a wider social and economic environment.
The majority of early works, in this area, concentrate on a
functional approach, considering the operation of the personnel
area, in hotels and restaurants, in relation to matters such as
recruitment, training, rewards, industrial relations and similar
areas, in other words a conventional approach to personnel
management but with a hotel or restaurant slant upon it. One of
the first such texts, in fact, takes a somewhat wider human
relations perspective. This is Whyte’s consideration of the food
and beverage sector (labelled restaurant in the United States)

(Whyte, 1948). This delightful book is wide-ranging and very
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readable as a pioneering approach to the subject. It is, primarily,
task and job oriented, considering the process whereby employees
are managed while food moves from kitchen to customer. It is also
innovative in considering the restaurant as a social system,
refering to issues such as friendship, race and unions as well as
devoting considerable space to supervision and management.

Both Magurn and Morgan widen the field of consideration from
restaurant to what was then the relatively novel hospitality
industry but the approach remains primarily personnel focused
(Magurn, 1977; Morgan, 1977). So does Boella’s work, which is
probably the best known text in this country, having run through
six editions since 1974. It closely follows the functional
approach, even though more recent editions give some recognition
to broader human resource matters such as manpower planning, the
organisation of human resources, customer care and management in
the international context (Boella, 1992). A variation on this
approach, which considers the main functions from a
problem~based perspective, is represented in the work of Mars et
al (1979).

The early 1980s witnessed significant changes within the
personnel field generally and shifts towards a broader
understanding of human behaviour and roles within organisations.
This resulted in more overt recognition of the contribution of
various branches of social and occupational psychology and the
influence of these changes can be seen in texts from this period

onwards, representing a major shift from the previous functional
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approach. Hornsey and Dann represent a staging point between the
two approaches in that they consider the area in personnel terms
but also look at individuals at work and a range of related
themes, such as leadership, group relations as well as reference
to the external labour market environment (Hornsey and Dann,
1984). Lockwood and Jones, however, place people and the role of
the individual within a people business as central to their
theme, which covers areas such as perception, motivation,
communication, interpersonal behaviour and group relations
(Lockwood and Jones, 1984). A similar approach can be found in
Gale and Odgers (1984)

Tanke’s (1990) approach has similarities to that of Hornsey and
Dann but what is of specific interest about her book is the
attempt that is made to link in the views and contributions of
industry professionals into what is a wide-ranging discussion of
both functional aspects of human resource management and of the
wider social, legislative and employment environment in which the
hospitality industry operates (Tanke, 1990). Fourteen of the
sixteen chapters have a direct input from 1leading American
industry experts. As a result, the approach is practical and
upbeat in a way that is not evident in other texts. It is also
somewhat removed from the real issues that face the industry on
the human resource front, especially in the United States.

A similar industry emphasis, but approached from a éomewhat
different methodology, is that in Riley’s text, geared towards

both students and practising managers in the hotel and catering
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industries (Riley, 199l1a). An interesting dimension to this book
is the inclusion of a significant economic component, looking at
the labour markets in which the industries operate, which, in
turn, is complemented by consideration of human resource
management in the context of corporate strategy and management.
In this way, as well as focusing on the practical concerns of the
individual hospitality unit, Riley goes furthest towards
consideration of the macro environment in which the human
resource concerns of the industries exist.

Mullins (1992), in one of the most recent contributions to this
area, avoids the functionalism of other authors and focuses on the
application of wider human resource management concerns within the
hospitality industry. As such his themes adopt some common ground
with other authors and cover topics such as the nature of work in
the hotel industry; working with people; organisational design and
structure; the nature of managerial work; the personnel function;
motivation and 1leadership; group behaviour and performance;
organisational communication; and improving organisational
performance.

Mill takes as his unifying theme the subject of productivity
within the hospitality industry (Mill, 1989). By adopting this
theme, the author considers a wide range of human resource
functions (hiring, training/ development, Jjob design, for
example) in the context of how they can be managed in order to
maximise productivity. This is one of the few texts that give

more than passing consideration to the major contribution that
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effective human resource management can make to profitability and
business success. Productivity is a theme that is not widely
discussed in the literature, although an exception, covering all

sectors of the tourism industry, is the survey approach, covering

-

nitiatives in a number of countries, adopted by the
International Labour Office (ILO, 1989b). The ILO’s interest in
this area is further represented in the writing, on productivity,
of Grandone (1992).

In many respects, Martin and Lundberg’s text is the least
function driven and most innovative of the books reviewed (Martin
and Lundberg, 1991). They take the view that effective guest
relations are the key to operational success in the hospitality
and tourism industries. Thus they devote a considerable part of
their text to a practical discussion of guest relations and how
to manage this area to best effect. However, their argument goes
somewhat further in that they see the process of transactional
analysis as a valuable tool in expediting effective guest
relations and describe the use of TA in some detail. According to
Martin and Lundberg,

"TA can be thought of as a means of developing tact,

and tactful people have been sensitive to other people’s
feelings since time immemorial. They listen carefully

and respond thoughtfully to what is said by the other
person in face-to-face communications. Tactful people

are aware of their own feelings at the moment of

communications, or, in terms of Ta, "where they
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themselves are coming from." They also are aware of the

other person’s feelings, or "where that person is coming

from"" (Martin and Lundberg, 1991).
Martin and Lundberg further develop their thesis by arguing that
in order to achieve what they term quality guest relations, the
key lies in how employees, within the hospitality business, are
managed and developed and they see TA methodologies, especially
group dynamics and the use of the managerial grid, as the key to
achieving success in this area. In many respects, while their
methodology varies considerably, their conclusions and
recommendations for action, have strong similarities to arguments
in much of the service excellence literature, in which employee
empowerment, especially at the front-line or point of customer
contact is seen as critical to effective guest relations
(Albrecht and Zemke, 1985; Mahesh, 1988a; Mansfield, 1990; Quinn,
1990; and Zeithaml et al, 1990).
?oella (1986) undertakes a descriptive review of the various texts
in this field and his analysis is consistent with that in this
section. This study provides, in chart form, a topic by topic
comparison of the main contents of seven text-books (including
three editions of his own) and thus provides a very useful means
by which to identify core and peripheral content areas (Boella,
1986).
Wood (1992) criticises the general personnel texts in the
hospitality field as being "written without reference to hard

research data, exhibiting instead a tendency to offer prescriptive
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and generalised solutions to personnel issues" (p. 6). This
assessment would concur with Wood in this criticism. His own book
is not so much a text as a wide-ranging critique of some of the
more controversial issues that relate to the human resource
environment within the hotel industry.

This review of text-book sources is dominated by the hospitality
sector, specifically hotel and restaurant, within the tourism
industry. There appears to be a dearth of published information
that is specifically designed with other sectors of the industry
in mind. Even at a relatively basic academic level, the IATA/
UFTAA travel agents training programme gives only brief
recognition to the fact that students and graduates of the course
will be required to operate within a customer care environment
and that they will need to recognise that they are part of a team
at work. Thus the need for human relations skills would appear to
be self-evident. In fact the Standard course includes limited
coverage of a number of functional areas, including sales,

customer contact and telephone techniques (IATA/ UFTAA, 1988).

3. Huma esour issues at the compa business level

In many respects, the micro level focus of the text—b9oks, in
this field, is reflected in a very substantial 1literature,
relating to a diversity of issues that have particular force and
relevance within individual businesses or companies. These topics
include conditions and benefits; recruitment, retention and

selection; training and development; and management and
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managerial style. In some respects, this field is very extensive,
especially at a non-academic, trade Jjournal level; from an
academic perspective, Riley, in talking about the hotel industry,
rightly points to a paucity of literature (Riley, 1991b). As a
consequence, this aspect, of the review, must, of necessity, be
selective.
3. iti W d benefit
The area of conditions, rewards and financial benefits, in the
tourism and hospitality industry is widely and incessantly
represented in the non-academic trade press of most countries.
Indeed, characteristic of these pieces is the extent to which the
same concerns are expressed, time and time and again, without
evident solutions or progress in dealing with them. A good
example of such a piece is an open letter to employers by McGrath
(1990). The focus of the piece is to relate corporate manpower
and personnel policies to perceived reality. A sample of the
argument will suffice here.
"You have announced that your employees are your most
valuable assets but do your operation and 1line
management also believe this? I heard you tell them to
control their wage costs and wage percentages. Their
interpretation of this was to use the employees as
commodities which could be considered of less value
rather than more expensive, Only this week I was talking
to two restaurant staff who told me they had worked more

than 50 hours but had only been paid for 39. Their
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manager, advising them that he was under pressure to

control his wage costs, said he would give them time off

in lieu" (McGrath, 1990, p.36).
The author covers a number of such areas and then turns to
general remedies, with which most industry management personnel
would agree but would be unlikely to implement. The remedies
include

* employment of more full-time staff on 39 hours per

week, with a consequent reduction in part-time and

casual workers;

* abolition of split shifts;

* two days off together per week, fixed permanently:;

* wage costs to be fixed at a proper establishment level
and not varied according to business performance;

* flexible use of full-time staff to cover peaks and

troughs, with attendant training for all areas of work;

* bonuses for managers who manage to reduce 1labour

turnover;

* meals on duty to be of the same standard as guest

neals;

* staff accommodation to be of the same standard as that
for guests;

* extensive induction and up-dating training programmes;

* a proper people development plan for staff at all

levels:;

* training and retraining of all senior management in
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modern management methods; and
* employee involvement in agreeing their terms and
benefits (McGrath, 1990, p.37).
This piece represents a particularly idiosyncratic argument,
designed to provoke debate and discussion but, at the same time,
pointing to some "home truths" in the industry. However it is not
unique. A similar piece considers whether young people should
enter the hospitality industry and concludes that
"Even taking into account the tips I may pick up if I
work in the right sort of establishment, even making
allowances for the free meals I can expect when I’m on
duty, and for the fact that you’ll possibly provide me
with a place to live, the hotel and catering industry is
still one of the worst- paid in Britain™ (Anon, 1990,
p-9).
Wages are a frequent theme in these types of reports. National
surveys, in the United Kingdom, all point to the relative
uncompetitiveness of the industry in salary terms (for example,
Helby, 1990). Perhaps more serious is the 1line taken by
McDermid, who points out that it is the very staff who have the
highest level of customer contact (and are, thus, crucial to the
success of the business) who, in fact are among the poorest paid
in many tourism businesses (McDermid, 1990).
The issue of pay also features, strongly, in more academic
writing. As Riley points out, writers in this area consist of two

groups, those who decry wage levels (Dronfield and Soto, 1980, in
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the United Kingdom; Tomada, 1983, in Japan) and those who
consider the role of minimum wage legislation and debate its
effects on employment. Of these studies, Alpert is an example of
research which attempts to measure, empirically, the effect of
ninimum wages on employment and arrives at the conclusion that
the effect is negative (Alpert, 1986). Other writers are somewhat
more polemical (Johnson and Whatton, 1984) or fail to reach any
real conclusions (Lucas, 1989). Studies, generally, assume that
the low pay associated with the tourism industry is caused by
excess labour, itself the result of the largely unskilled nature
of work in the industry (Robinson and Wallace, 1983). This
surplus often consists of members of ethnic minority groups or
representatives of socially deprived groups (Morgan, 1982). A
related concern is discussed by Worland and Wilson (1988) in the
Australian context. That country is, possibly, unique in the role
that is played by wage-fixing tribunals, which hand down awards,
specifying legally binding minima on all aspects of employment,
including wages, notably the penalty rates for work outside of
normal hours. What is interesting is that the expected negative
effect of penalty rates on employment does not, in fact,
materialise. It is concluded that "a significant reduction in
penalty rates will, in all likelihood, have very small employment
creating effects" (Worland and Wilson, 1988, p. 375).
International comparisons of conditions, remuneration and related
matters are difficult to make with any degree of accuracy. Some

of the most useful comparative data come from the publications of
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the International Labour Office (for example, ILO, 1980; ILO,
1989a; ILO, 1990). The purpose of some of this literature is to
seek enhanced conditions and remuneration for employees in the
country, through the implementation of formal arrangements in
each participating country. The ILO take a relatively balanced
view on the main conditions and remuneration issues that face the
industry.
"It would not be appropriate to characterise the entire
hotel, catering and tourism sector as subject to
precarious work arrangements. Many enterprises offer
excellent conditions and have been able to find ways to
reconcile their need for flexibility with stable and
well-protected forms of employment. There are, however,
strong pressures which affect many if not most employers
and workers" (ILO, 1989a, p.3).

These factors are identified as

the preponderance of small establishments;

fluctuations in the level of business activity:

cost pressures induced by competition; and

vulnerable Fmployees, because of contractual status
(part- time, youth etc) (ILO, 1989a, p.3).

In terms of remuneration, the ILO note both positive and negative

developments in the industry. In relation to the former, they

point to reduced weighting placed on tips or other service

charges and increasing participation of employees in decision

making fora. On the negative side, they point to problems,
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especially in developing countries with respect to collective
bargaining in the industry and comparatively low wages in

relation to other industrial sectors (ILO, 1989%a).

3.2 Recruitment, selection and retention

The main problem with the thesis that low pay is a function of
labour availability is that, in many developed countries, this
surplus of unskilled labour is not as readily available as it
once was. Demographic studies in Europe, North America and some
Asian countries show that the situation of plenty is rapidly
moving to a labour market scenario of scarcity (Parsons, 1990).
The main body of the literature, in this respect, concentrates on
the interpretation of broad demographic scenarios in the context
of individual businesses or organisations in the tourism
industry. Forward looking companies are recognising the challenge
that demographic factors present for the operating efficiency and
the need to maintain and even enhance quality and service in the
fourism industry. Parsons notes, however, that relatively few
employers, in the United Kingdom, are actually raising the wage
levels and benefits for young recruits, reasoning that, while
this may have short-term benefits, in the longer term it would be
costly and ineffective (Parsons, 1990). His remedies, to these
problems, focus on strategies within the recruitment process and,
subsequently, through how employees are treated at work. These
strategies include

* improving liaison between schools and colleges;
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* improving youth training packages:
* adapting recruitment and working practices to
alternative sources of recruits, projected to expand in
the 1990s - women returners and mature workers in
particular;
* Identifying and tapping under-utilised skills
potential - people with disabilities, those from ethnic
minorities, and the 1longer term unemployed;
* reducing replacement rates by improving retention
rates for young recruits and experienced personnel; and
* placing less emphasis on meeting new skill or
knowledge needs from the external labour market by
making much more of the existing workforce (Parsons,
1990, p. 65).
At the heart of Parsons’ argument, however, is the need to
innovate and to recognise the inevitability and potential
benefits of change during the next decade. He concludes his paper
Sy stating
"The workforce of the year 2000 is expected to look very
different from that of today. The indications are that
in many parts of the country the sharp fall in young
people coming into the labour market in the early 1990s,
will be counterbalanced by an increase in the adult
workforce. Businesses will be able to profit from this

only if employment policies adapt to and facilitate

these changes.
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As yet few employers have risen effectively to this
challenge. Too many seem to be complacent about their
ability to compete more successfully in the youth labour
market. Fewer are building the changes into their
recruitment and training systems, working practices, and
benefit systems, which will bring them longer- term
advantage" (Parsons, 1990, p. 69).
Like Parsons, both Davis (1990) and Lucas and Jeffries (1991)
address the demographic issue from an United Kingdom perspective.
Lucas and Jefferies consider the issue in relationship to how other
industrial sectors are coping with, broadly, the same demographic
scenario and conclude that the hospitality industry lags somewhat
behind other areas. 'Davis' prime concern is in the strategies that
management can introduce to overcome, in part, the impact of the
shrinking labour market. Davis’ argument is that management
practices must respond to the pressures of demographic change,
especially through the more efficient deployment and use of staff
by the introduction of flexible working practices and the use of
information technology (Davis, 1990). The key factor, in the use of
technology as a productivity enhancement tool, is the extent.to
which comprehensive and user-friendly training programmes are put
into place (Collins, 1990). Worsfold and Jameson (1991) take a
somewhat wider, European view of the demographic issue, although
the main basis of their material is the United Kingdom. They
note that the problem is one that is of concern within most major

European countries, and reach conclusions which are broadly
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similar to those of Parsons. In particular, they note that
"It is generally acknowledged that industry as a whole

will have to seek alternative sources of labour and must

consider increasing the employment of women (who may be

returning after a substantial absence), of people

belonging to ethnic minorities, of older persons and of

the long-term unemployed. The hospitality industry has

traditionally placed great reliance on young employees,

female employees and those belonging to ethnic groups.

If in the future these groups are to be targeted by

other industries then the hospitality industry will be

particularly disadvantaged" (Worsfold and Jameson, 1991,

p. 101).
On a wider international scale, the Asian Institute of Tourism
(1981) consider the characteristics of the labour market within
Philippine tourism while Worland and Wilson consider the labour
market environment in Australia (Worland and Wilson, 1990) and
Qgree with Worsfold and Jameson in concluding that the tourism
industry is very vulnerable to wider labour market movements and
pressures. Given the pattern of tourism development in Australia,
which has concentraéed in relatively remote, resort areas in recent
years, demographic trends towards migration of skilled labour to
the cities has had a particular impact on the industry (Worsfold
and Jameson, 1990). Olsen et al (1991) take a worldwide view of the
demographic issue and point to the situation in the west, where

there is an absolute shortage of labour and the east, where the
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competition for labour, especially at skilled 1level, is

increasing. They argue that

"In terms of labour supply, we see a growing similarity

between the situation of the Western and Eastern worlds.

In the West, changing demographics have led to a labour

shortage. In the USA, for example, on any given working

day, we estimate that just over 20 percent of positions

go unfilled, or are filled unsatisfactorily, due to a

lack of available labour. The East has traditionally had

an abundance of labour and has, as a direct result of

labour supply outstripping labour demand, been able to

produce the 1level of service for which Far Eastern

hotels have become famous. We predict, however, that the

1990s will see the beginning of some intense competition

for labour in several Far Eastern countries, with a

resulting lowering of the service level offered by

hospitality organisations in these countries" (Olsen et

al, 1991, p.219).
This line of argument may be somewhat contentious in relation to
the emerging tourism destinations of Asia. Certainly, the reality
in countries such as China and India is that there will be growing
competition for skilled labour but that there will always be plenty
of unskilled labour, potentially suitable for training. However,
the situaltion in Hong Kong and Singapore is already such as to
meet the conditions for Olsen’s prediction and my own studies in

Malaysia (see Chapter 8) suggest that a similar situation is fast
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approaching there, despite aggressive government policies to
stimulate the birth rate.
Demographic considerations, whether the prime motivators of
change or operating in tandem with other factors such as economic
recession, have, despite Parsons’ concerns to the contrary,
prompted some interesting responses and these are widely reported
in the literature. A number of commentators consider the notion
that flexibility, within the tourism working environment, is
gessential as a remedy to labour shortage. Guerrier and Lockwood
(1989a), for example, introduce the notion of core and peripheral
employees in the hotel sector in discussing how companies can
build their staffing policies around a relatively small number of
key (or core) staff, undertaking a diversity of roles as
circumstances demand, especially when business levels are low,
and utilising part-time and casual (peripheral) staff to provide
support labour as and when required. The main conclusion of their
paper is that the key personnel function and the time and energy
of this department must be invested in the creation of a stable
and strong core workforce; without this investment, the tendency
will be to drift towards reliance on peripheral groups, with
significant consequences on quality of product and service. They
conclude that

"The key message is that rather than relying on the

vagaries of the labour market, managers need to take

conscious decisions to develop the workforce they

require for future successful operations" (Guerrier and
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Lockwood, 1989%a, p. 15).
The same authors consider a range of strategies that management
can adopt in order to introduce greater flexibility into hotel
working (Guerrier and Lockwood, 1989b). These strategies include
* the need to examine the current system for demand
forecasting and manpower scheduling, so as to make it
readily available to managers who need to use it;
* increasing functional flexibility, especially through
the recruitment of more staff with a strong service
orientation, who see themselves as hotel rather than
departmental employees; and
* put in place means to increase the commitment of
peripheral staff to the organisation, through ensuring
comparable training, benefits and status (Guerrier and
Lockwood, 1989b, p.416).
Bagguley (1990) considers flexibility from a  historical
perspective, especially in the context of gender divisions, and
}mtes its emergence as a concern during the 1960s and 1970s. He
distinguishes between functional flexibility, which represents a
response to technical changes and labour market shortages, and
numerical flexibility in the form of part-time work which arises
as a result of demand-side, supply-side and legislative factors,
especially with respect to women’s employment.
The theme of flexibility is one that is found in a number of
other discussions of the 1labour market with respect to the

hospitality industry. Only limited similar analysis was found with
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respect to other tourism sectors. An example that is available in
the literature is a description of British Airways’ measures
introduced to help cabin crew cope with the demands of the
life-style imposed upon them. The strategies include team
rostering, whereby crew are drawn from a relatively small
community so that there is an enhanced chance of working with
familiar colleagues, as well as preference rostering which allows
crew to bid for preferred routes or days when they wish to be
home-based (Foster, 1991). Job sharing is an alternative strategy,
designed to create a more flexible working environment. Seal
(1991), writing in the American context, notes that job sharing,
in the hospitality industry, lags somewhat behind that in other
industries but anticipates considerable growth. She discusses
schemes planned or in place in a number of major companies and
concludes that, while job sharing is primarily utilised by women,
men are showing increasing interest in schemes (Seal, 1991). One
aspect of enforced flexibility relates to the importance of
éeamnmlity within many tourism industries and the effects that
this has on the tourism labour market. The effects of seasonality
are also considered by Ball (1988). The issue of job stability and
the impact of tourism employment in a wider context, in the
developing world, is considered by Mackie (1992). She discusses the
displacement of traditional industries by tourism and notes that
"although alternative employment may be created, it is
often casual and temporary. Labour required to construct

hotels and resorts may not be needed after completion,

126



and the willingness of foreign developers to pay high
wages for short-term employment may contribute to
inflation" (Mackie, 1992, p. 82).
Oone of the problems in advocating flexibility as a response to
labour shortages or staff turnover is the lack of functional
flexibility within businesses (Kelliher, 1989). This was
demonstrated, empirically, by Simms et al (1988) who identified
"a weak internal 1labour market within hotels, and
consequent excessive dependence on the external labour
market. Manifestations of this are multiple ports of
recruitment and entry; no fixed differentials; no
promotion criteria; and on- the-job training focused on
the unskilled employees within the establishment"
(Simms et al, 1988, p.1ll1l).
The issue of hospitality and tourism labour markets cannot, of
course, be considered in the absence of their legal implications
and aspects of this dimension are addressed, from a case study
.perspective, by Mitchell (1988).
Within this wunstable 1labour environment in +the hospitality
industry, purely financial incentives become of lesser
significance as a retaining influence among workers than other
strategies, such as promotion opportunities (Riley, 1990), and
this element becomes a powerful factor in external Jjob mobilitv
between companies and the process which is variously known as
"poachina" or "pinchina". This issue 1is addressed bv Farkas (1988}

who notes that survev resrmondents compelain of competitors who lure
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employees away shortly after training has been completed. The
application of Herzberg’s two factor theory to hotels in Greece
further suggests that when the organisation does not allow
employees the opportunity to satisfy most of their needs (for
example for promotion and development), what Herzberg describes
as "hygiene factors"™ such as remuneration become powerful
motivators, influencing behaviour and productivity (Chitiris,
1988). A more theoretical analysis of job stability is undertaken
by Saunders (1981) who advances
"a tentative conceptual framework for the measurement in
social and statistical terms of stableness in employment
based on total life/work history to date of measurement"
(Saunders, 1981, p.25).
Returning to the notion of flexibility, which underpins much of
the above discussion, the antithesis to those who advocate its
adoption as a means of enhancing business efficiency is
represented in the following:
| "For those involved in the hotel and catering industry,
the talk of "flexibility" and of "core" and "peripheral"
workers induces nothing more than an ominous sense of
deja vu! Patterns of employment within the industry are
already arranged in a way that promotes a high degree of
management flexibility through the use of "manpower"
practices that leave individual workers with few legal
rights and 1limited opportunities for collective

organisation" (Byrne, 1986, p.8).
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There is a context in which this negative concept of flexibility
is, perhaps, not so applicable and that is in the sense in which
employers may need to introduce greater flexibility into their
working conditions in order to attract good employees. One
important aspect of this is the need to recognise the changing
and raised aspirations and ambitions, as well as the increased
range of career options, which young people, especially at
graduate level have (Linney and Teare, 1991). This necessitates
changing attitudes among employers to much more selective and
demanding employees.

"Staff expect better pay and conditions of service as

their life-style and standard of living expectations are

influenced by societal patterns and trends. These

sources of expectation have in common the need to devise

systems and methods which will facilitate improvements

in productivity. The enabling mechanism for productivity

improvements is a well motivated workforce. This means

that the employee expects the employer to provide

opportunities to grow and develop, to be trained and to

be promoted within the organisation" (Linney and Teare,

1991, p.iii).
Empirical evidence of the expectations of graduate entrants into
the industry is provided through a study by McCleary and Weaver
(1988). They isolated the factors that are of greatest importance
to entrants as a chance for promotion and growth in the company;

interesting work; and a chance for growing responsibility. They
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note that women tend to place more importance on reasonable
hours, training, working conditions, and interesting work than do
their male colleagues.
As has already been noted, Davis sees technology as one response
to enhanced productivity at a time of labour and skills shortages
(Davis, 1990). Other writers consider this matter in the context
of restructuring theory. Bagguley (1987 and 1990)) outlines the
main features of the theory, which has its origins in the
manufacturing sector. He identifies three forms of production
reorganisation as options within restructuring. These are

* intensification, where 1labour productivity is

increased without any major changes in techniques of

production;

* investment and technical change, where investment and

new techniques of production lead to reduced labour

requirements; and

* rationalisation, where capacity is simply reduced

(Bagguley, 1987, p.5).
Perhaps the simple perception of tourism businesses, and hotels
in particular, is that they will adopt intensification as a means
of overcoming labour shortages or to reduce staff costs. This is
the conclusion reached by writers such as Buck (1985). However,
this does ignore the considerable investment in information,
transportation and production technology which has been evident
in the tourism business is recent years (Bennett and Radburn,

1991). It also ignores extensive rationalisation in many industry
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sectors, especially airlines and hotels, willing to eliminate
unprofitable routes, contract out functions or franchise revenue
areas.

The literature is relatively comprehensive in its consideration
of strategies to recruit alternative or non-traditional employees
into the tourism industry and a number of examples will suffice
here. Attracting older employees into what has traditionally been
seen as a young person’s industry has become an important
strategy in Europe and north America; by contrast, airlines and
hotels in a number of Asian countries maintain an age bar, which
results in some front-line employees, normally female, loosing
their positions on reaching a specified age. In the United
Kingdom, elements of similar attitudes persist; for example, in
relation to fast food, Lyon and Mogendorff (1991) report a
project designed to attract and retain a higher proportion of
mature employees in what 1is typically a "youth" employment
environment. They conclude that strategies to attract more "grey"
.mnkers has a number of benefits and a number of problems for
management.

on the plus side, older workers

* tend to stay longer;
* are there to do a job and do not just see the post as
a stepping stone to a better career;

* are potentially better mannered with customers,
especially children; and

* they are more likely to recognise the need to clean as

131



they work.

on_the debit side, older workers

* see fast food as a young environment and are worried

about how they fit in;

* may feel insecure about returning to work after a long

absence; * face potential problems with technology; and

* may feel concerned about being able to keep up with

the pressures of the job and with learning quickly

enough (Lyon and Mogendorff, 1991; Mogendorff, Lyon and

Cowls, 1991).
Similar conclusions emanate from studies of restaurants in the
United States ( Bosselman, 1984; Dee, 1987). Bosselman also notes
the positive factors which older workers can bring to an
organisation, notably through greater loyalty, reliability and
equal productivity when compared to traditional sources of
labour. Perhaps even more contentious are strategies to bring a
higher proportion of the disabled into the tourism workforce. The
‘reality can, frequently, present far fewer problems than many
employers would assume (Ingamells, Rouse, Worsfold, 1991). Again,
similar arguments appear in the American literature, although the
tone is rather more geared towards persuasion than analysis
(Fanning, 1981; Schapire and Berger, 1984; Stokes, 1990). The
somewhat limited extent to which such exortations have impact on
the industry is also reported (Elder, 1987).
Women, especially mature returners, constitute, perhaps, the main

group for targeting as alternative sources of tourism and

132



hospitality employees. The literature refers to the diverse
factors which indicate the growing importance of women to the
hospitality industry (Jafari, 1986/ 87). Specifically, changing
family patterns and increased financial pressures to work outside
of the home are referred to. It is surprising that reference to
mechanisms to attract them into the workforce are not widely
covered in the literature, except in the general sense of creating
more flexible and "employee-friendly" places of work (Linney and
Teare, 1991).

There is, however, a fairly extensive 1literature which considers
the factors behind the very evident failure of women to compete on
equal terms for senior positions in the industry. At a relatively
simplistic level, the issue is attributed, in part, to simple
prejudice, reflecting employment barriers facing women that exist
in other industries. Marshall (1991) considers the gap between the
number of women graduating from hospitality programmes and the
relatively small group that actually attain general management
ﬁmitions. He attributes blame on the industry itself and argues
that, unless businesses examine and eliminate wage gaps between
men and women, women will look elsewhere for career opportunities.
What is interesting, in this context, is that there is some
evidence that management burnout, represented by emotional
exhaustion, among food and beverage managers in the industry is
higher among women than men although further studies may be
advisable in order to verify this research finding (Tabacchi et

al, 1990). Another study points to other problems that women face
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in working in the industry, that of sexual harassment, which takes
place more widely in the hospitality industry than in other work
sectors (Eller, 1990). Guerrier (1986), indeed, poses the question
as to whether the hotel industry is suitable for female employment
at all.
Walsh and McKenna (1990) report an in-depth study into the
expectations of employees in the industry with respect to the two
genders. The findings suggest that perceptions of women in
positions of authority are very different from those held about
men in similar positions. Expectations are lower regarding their
achievement, especially in areas relating to authority and control
while their strengths are seen to be in areas such as staff/ human
relations (Walsh and McKenna, 1990). The authors conclude with a
pessimistic note of general interest within the industry.

"Throughout all sectors of tourism where there 1is

customer contact, women predominate - as front office

and dining room personnel; as airline staff; as tourist

office personnel; as tour guides - to mention but the

more obvious. However, when it comes to the more senior

positions in these same areas, where the jobs have less

customer contact but a greater management and decision-

making role, the situation is usually reversed. Employers

in these situations either announce that women operate

so well at their existing levels that it is impossible

to replace them or else cite the perceived negative

traits of women - their inability to gain authority and
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respect, their timidity and indecisiveness as barriers
to promotion" (Walsh and McKenna, 1990, p. 163).

A study by Hicks (1990) sought to examine the possible processes
occurring in organisations that appear to work against women
fulfilling their managerial potential. The perceived reality of
the respondents, in this study, was that females’ presence in the
industry was only temporary. Instead of playing the "game" that
the male managers are playing (including accepting the 1long,
unsocial hours and fostering a sense of managerial camaraderie),
the females are seen to be playing a different sort of game with
different values and assumptions. Christensen (1987) anticipated
this argument when she noted that many supervisors have
perceptions of female entrants which can thwart their progress,
seeing them as not conforming to the leadership image. She argues
that women need to present a far more assertive image to their
superiors.

In an interesting extension of this argument, Baker (1988) argues
that hotel businesses may be divided between those with a
traditional orientation, where the emphasis is on craft training,
especially in food and beverage, and those with a rooms
orientation, where it is possible to become a general manager
without having food and beverage experience. She argues that the
latter type of hotels are likely to offer better career prospects
for women (Baker, 1988).

Ensuring that the tourism industry is an attractive prospect to

women entails making changes in a number of areas. These include
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creating a more flexible working environment, designed to suit the
lifestyles of potential employees (Worsfold and Jameson, 1991) and
also to demonstrate in practice that women have equal
opportunities and access to positions of responsibility in the
industry (Walsh and McKenna, 1990).
The above strategies, focusing on the recruitment of alternative
labour sources into the industry, are a response to changing
demographic structures in society and heightened expectations of
work and careers among young people. Competition for these
sources 1is 1likely to increase, both within the tourism and
hospitality industry and externally (Teare and Brotherton, 1990).
As a general response to these problems
"There is a variety of short- and medium-term measures
which hospitality and tourism operators can implement to
maintain operational effectiveness in a contracting
labour market. These include redesigning job roles and
work schedules to improve the productivity of existing
staff - provided that this can be achieved without
increasing overall work load or eroding conditions of
employment. Hospitality and tourism operators also need
to take steps to improve the image and attactiveness of
the working environment. To compete on equal terms with
firms in other industries may involve appraising career
structures and salaries, improving incentive and fringe
benefit packages such as better maternity benefit

arrangements and enhancing the education and training
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opportunities available to employees" (Teare and

Brotherton, 1990, p.6).

3.3 Training and development

This area is one that is extensively treated in personnel texts
for the hospitality industry (see above) as well as in the
context of technical training manuals for skills or supervisory
areas within the tourism industry generally (for example,
Lagreca, 1988). Approaches may cover gdgeneral training and
development principles or focus on specific dimensions, such as
staff induction training (CERT, 1990). What such material has in
common is extolling the importance of training and development as
strategic tools within human resource policies and as prime
motivators of staff, essential as means of retaining Kkey
personnel (Linney and Teare, 1991). The starting point of recent
discussion, in this field, is the value of effective training and
development to company profitability and the need to organise it
.in the same planned and systematic way that is applied to any
other area of business activity.

This leads to the idea of a total learning organisation, a notion
which is consistent with the part that training and development
play within what Mahesh (1988) describes as an integrated human
resource management (HRM) system, geared towards the prime goal of
service excellence and customer satisfaction, within a large,
service sector company, in this case the Taj Group of Hotels in

India. A review of the main features of this system shows that
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direct training and development activities are readily evident in
only three of the eight factors that are "crucial to any
organisation of some size striving towards service excellence"
(Mahesh, 1988). The full list of factors is

* manpower planning as a proactive tool, both in terms

of the quantity of personnel required at company and

unit level and in terms of the skills that are required

or need to be developed;

* a carefully monitored induction and pre-employment

training system;

* alignment and attunement of executives and staff

towards customer and employee satisfaction;

* identification and investment in the development of

transformational leaders;

* restructuring, decentralising and downsizing,

especially in the area of management decision making in

the HRM domain;

* proactive HRM professionals and a collaborative union-

management relationship;

* reward and punishment tied to customer satisfaction;

and

* top management involvement and commitment (Mahesh,

1988, p.11).
The crucial assumption within this approach is based on a belief
in the central part that the attainment of service quality and

customer satisfaction play in a company’s business strategy.
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Within the process described, the 1ideas of organisational
alignment and attunement towards customer and employee
satisfaction is critical. These concepts are derived from the
work of Harrison (1983). The consequence of this approach is to
arrive at an organisation which has achieved

* the alignment of all individual and collective

energies of the organisation towards customer

satisfaction, keeping in mind the particular segment of

the market the organisation is geared to satisfy; and

* providing an enabling environment of participation and

care within which every employee of the organisation is

attuned and functioning reasonably freely (Mahesh,

1988, p. 12).
Central to Mahesh’s approach is ensuring that the training that is
conducted is relevant and is based on appropiate analysis of needs
within the industry. Discussion of training needs assessment, in
the literature, is relatively limited but a good example of a
broad, sector-wide study is that by Sheldon and Gee (1987) which
considers the whole travel industry in Hawaii, based on the
perceptions of both employers and employees.
Bright and Johnson (1985) also take a service orientation in
considering trends in hospitality training. They consider the
traditional approach as one of product orientation, developing
skills in this area, in relation to a definition of hospitality
which they quote from Cassee and Reuland.

"Hospitality is a harmonious mixture of food, beverage
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and/ or shelter, a physical environment and the
behaviour and attitude of people. This produces a
feeling of being at home, an "at ease" feeling" (Cassee
and Reuland, 1983 quoted in Bright and Johnson, 1985, p.
27).
Bright and Johnson argue that the training implications of this
traditional perception of hospitality are easy to identify.
"Staff must have a thorough knowledge of the precise
nature of the hospitality product on offer to the
customer and must possess the technical skills and
abilities to match this package. The product must be
delivered to the customer in a predefined manner without
deviation. Consequently training courses within the
industry have traditionally emphasised technical skill,
product awareness, personal appearance and social
etiquette" (Bright and Johnson, 1985, p.28).
By contrast to the traditional approach, the authors describe
what they call the emerging, market oriented view, by which
hospitality 1s seen as a service rather than a product. The
consequences for the business are that there are now no
definitive features of hospitality and the customer is of
paramount importance in the actual formation of the hospitality
package or experience (Bright and Johnson, 1985). Using this
perception, it is possible to disassociate hospitality from the
star rating or class of business in which it operates and it is

attainable in economy class in an airline or in a fast food
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restaurant as it is in a fine dining establishment or in
Concorde.

"Technical training has 1little to offer in these

circumstances, for although a knowledge of the services

available is required, a highly flexible approach must

be adopted. Social skills training has been seen to be

more closely related to the servicing of customer

demands in a flexible manner, whilst still allowing the

customer to retain an element of control over his/ her

experience. Such training is concerned with attitudes,

communications and awareness in social situations and

has not, as yet, been widely adopted in the industry on

a formal basis" (Bright and Johnson, 1985, p. 29).
While this last comment perhaps dates the paper somewhat, for
there has been considerable movement in this respect over the
intervening years, Bright and Johnson’s comments remain valid as
an assessment of tourism’s attitude to training as a whole. An
émmple of moves to adopt a more flexible, social skills based
approach is the utilisation of customer orientation training by
major airlines such as British Airways (Goodstein and Burke, 1990;
Foster, 1991). In the hospitality context, Herman and Eller (1991)
see on-going and planned training as essential to the attainment
of consistently excellent service delivery while Watson (1988),
- emphasises that training is a key component in the development of
an effective quality service strategy, and concludes

"Many organisations pay lip service to the provision of
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quality service to their customers, but they do not

provide employees with the necessary human relations

tools. A quality service training programme that is

delivered to all levels of management and staff, does

not have to be complex or complicated to implement. Many

of the key concepts are "common knowledge", but they

have to be refreshed, so that employees use that

knowledge 1in every customer interaction. A concerted

effort to introduce all employees to quality service,

and what it means in terms of their job responsibilities

and to the organisation as a whole, will at Dbest

eliminate, or at least reduce, the chances of 1loosing

customers and profits to more service-oriented

competitors" (Watson, 1988, p.23).
The importance of training and development, within companies, is
emphasised, at an international level, by the ILO, which notes
that, in a number of countries, no special systems or
arrangements for training of personnel in the tourism industry
exist beyond that which companies themselves supply (ILO, 1989b).
The report notes that

"The effectiveness of such training depends, of course,

on the arrangements made at the enterprise level and on

the qualifications and experience of the trainers.

Larger hotels tend increasingly to have specialised

training managers. In countries which have special

workers’ representation bodies at enterprise level, such
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as works committees, staff delegates, works councils
etc. such bodies are often associated with the setting
up and operation of training schemes within enterprises"®

ILO, 1989b, p.19).

The ILO also stress the importance of an appropriate climate for

trainee learning.
"In addition there are conditions as regards learning
effectiveness. Despite some disagreement amongst
trainers and educators as to which conditions are most
conducive to effective learning in training, there is
sufficient agreement to constitute a consensus about the
conditions that are the most desirable. These are that
the trainees’ participation should be voluntary; that
the trainee