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Introduction

Thetourismindustryisoftencitedasanattractiveagentofdevelopmentorredevelo
pment,generatingemploymentandforeignexchangeina
destination.However,thedegreetowhichtourismhasthepotentialto
contributetothebroadersocio-
economicdevelopmentofadestinationis,toalargeextent,conditionalonthenatur
eenvironmentthatexistsinthedestinationandthemanagementdecisiontakenbyt
heindustryandlocalgovernment.Externallinkagesbeyondthedestination,sucha
sglobalization,alsoaffectpotentialdevelopment. Atthesametime,tourismdevel
opmentitselfcanbringchange,complexity,uncertaintyandconflict,creatingopp
ortunitiesandproblemsforanalysts,planners,
managers,decisionmakers,andmembersofthepublic(Mitchell,1997).AsMitch
ell(1997)suggests,thechallengeistorecognizetheimportanceoftheseforcesandt
ofunctionintheirpresence,aswellas
knowinghowtomanagethemsothatthebecomeagentforpositivechange.

WhatYouWillLearninthe Course

Duringthiscourse,youwillbelearningabout:

*ManagingTourismfor Development
*TourOperationsManagement
*ManagingTourismdistribution
*ManagingTourismBusinesses

1.strategyfortourismmanagement

2.managingurbantourism

3.managingthe countrysidefor
tourism:agovernanceperspective4.tourismandtheenvironment
5.marketingmanagementfor tourism

6.managingfinancefor tourism

7.ethicsintourismmanagement
8.theroleofgovernmentinthemanagementoftourism
9.informationandcommunicationstechnologiesfortourism
10.themanagementofcrisisin internationaltourism

CourseAims

Thiscourseaimsat:

*Knowinghowtomanage tourismfordevelopment
*Understandingtouroperationsmanagement
* Teachingstudentsonhow tomanagetourismbusiness
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*Examinestrategyfor tourismmanagement
*Managingurbantourism

*Managingthecountryside fortourism:agovernance
perspective* Understandtourismand theenvironment
*Knowingmarketingmanagementfortourism
*Managingfinancefortourism
*Examineethicsintourismmanagement
*Theroleofgovernmentin themanagementoftourism

* Informationandcommunicationstechnologiesfortourism
* Themanagementofcrisisin internationaltourism

Whenalltheaboveaimsareconsidered,wecanconcludethatthemajoraimoftheco
urseistoexposeyoutovariousmethodsandtechniquesof
managingtourismoperations.

Workingthrough this Course

Foryoutocompletethis
coursesuccessfully,youarerequiredtoreadthestudyunits,referencebooks,an
dotherresourcesthatarerelatedtotheunit.Eachunit ofthecoursecontains
TutorMarkedAssignment.

TheTutorMarkedAssignment(TMA)istobedoneimmediatelyandsubmittedtoy
our tutorial lecturer/coursefacilitatorforassessment.

ThemediumtobeusedandthetimetosubmittheTMAwillbespecifiedtoyoulater.
Thiscourseisa2-

creditcourse. Assuchyouareexpectedtospendaminimumoftwohourseverywee
kstudyingthecourse.Y ouareexpectedtocompletetheentirecourseoutlinewithin
a periodof18-25weeks.

Study Units

Inthiscourse,wehavediscussedthetopicofthecoursecontenttitled TouristSites:p
roductsandoperationsunderdifferenttopics.Basedonthis,thefollowingunits
havebeendesigned forthecourse.

Modulel

Unitl
Unit2
Unit3
Unit4
Unit5



ManagingTouris
mfor
Development
TourOperations
Management
ManagingTouris
mDistribution
ManagingTouris
mBusinesses
SiteandVisitorMa
nagementattheNa
tural Attractions
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Module2

Unitl StrategyforTourismManagement

Unit2 ManagingUrbanTourism

Unit3 ManagingtheCountrysidefor Tourism: A
GovernancePerspective

Unit4 TourismandtheEnvironment

Unit5 Marketing ManagementforTourism

Module3

Unitl ManagingFinanceforTourism

Unit2 EthicsinTourism Management

Unit3 TheRoleofGovernmentin

Unit4 theManagementofTourismInformationandCommunications
Technologiesfor Tourism

Unit5 TheManagementofCrisisininternational Tourism

Theseunitsmustbetreatedsequentially;asalogicallinkexistsinthearrangement.
Every previousunitlays afoundationforsubsequentones.
Amaximumperiodofoneweekisrequiredfor everyunit.

TextBooksandReferences

Aswasearliermentioned, materialsrelevanttothecourseincludenotonlytheones
belowbutalsoothersthatyoucanlayyourhandon.Butfornow,the
followingreferences arerecommended.

Bateson,J.E.G.andHoffman,D.K.(1996).ManagingServices
Marketing: TextsandReadings(4edition).HarcourtBrace: ForthWorth,
TX.

Baum,T.(1993).HumanResourcelssuesininternational Tourism.Oxford:Butte
rworthHeinemann.

Becherel,L.andCooper,C.(2002).ThelmpactofGlobalizationonHRManageme
ntintheTourismSector.TourismRecreationResearch,27(1):3-16.

Buhalis,D.andLaws,E.(2001).TourismDistributionChannels:Practices, Issue
sandTransformations.London:Continuum.

Pender,L.J.(2001).TravelTradeandTransport:AnIntroduction.
London:Continuum.
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Schwella,E.(2000).GlobalisationandHumanResource Management:Context,
ChallengesandChange.AdministratioPublica,10(2).88-105.

Sharpley,R.andTelfer,D.J.(eds)(2002). TourismandDevelopment:
Conceptsandlssues.Clevdon:Channel ViewPublications.

Swarbrook,J.(1999).SustainableTourismManagement.Wallingford:CABI1Pu
blishing.

CourseEvaluation

Asstatedbeforeeveryunitofthiscoursehasanassignmentattachedto
it.Youarerequiredtokeepanassignmentfile. Aftereveryunittheassignmentshoul
dbedone.Attheendofthecourse,theevaluationshallbeasfollows:

Assignment-30%
Examination—70%
Total=100%

Outofalltheassignmentyouwilldo,eachoneshallbemarkedandconvertedto3%.
Attheendofthebest10shallbeselectedsoastomakeupto30%.Theexaminationatt
heendofthecourseshallcoverallaspectofthecourse.

PresentationSchedule

Specificdatesforparticularactivities,suchassubmissionofassignment,tutorials

chedulesandexaminationdatesshallbemadeavailabletoyouonalaterdate. Thisw
illenableyouplanyouractivitiesinthesameline. Themethodofsubmittingyourass
ignmentandreceivingothercourse materialsshall beagreeduponon
alaterdate.Y oushouldendeavournottobefallingbehindtheschedulewheneveriti
sgiven.

Summary

Bythetimeyouexhaustthiscourse,youwillfinditusefultomanage
theoperationsofanytouristsite.
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MODULEL1

Unitl ManagingTourismfor Development

Unit2 TourOperationsManagement

Unit3 ManagingTourismDistribution

Unit4 ManagingTourismBusinesses

Unit5 SiteandVisitorManagementattheNatural Attractions

UNIT 1 MANAGINGTOURISM FORDEVELOPMENT
CONTENTS

1.0Introduction
2.00Dbjectives
3.0MainContent
3.1TheNatureofTourisminDevelopment
3.2NatureofDestination
3.2.1CaseStudies(CasinoNiagara)
3.3GovernmentRegulatoryFramewaorkfor
DevelopmentOptimization
3.4IndustryManagementDecisionsfor
DevelopmentOptimization
4.0Conclusion
5.0Summary
6.0Tutor-Marked Assignment
7.0References/FurtherReadings

1.0INTRODUCTION

Thetourismindustryisoftencitedasanattractiveagentofdevelopmentorredevelo
pment,generatingemploymentandforeignexchangeina
destination.However,thedegreetowhichtourismhasthepotentialto
contributetothebroadersocio-
economicdevelopmentofadestinationis,toalargeextent,conditionalonthenatur
alenvironmentthatexistsinthedestinationandthemanagementdecisiontakenbyt
heindustryandlocalgovernment.Externallinkagesbeyondthedestination,sucha
sglobalization,alsoaffectpotentialdevelopment. Atthesametime,tourismdevel
opmentitselfcanbringchange,complexity,uncertaintyandconflict,creatingopp
ortunitiesandproblemsforanalysts,planners,
managers,decisionmakers,andmembersofthepublic(Mitchell,1997). AsMitch
ell(1997)suggests,thechallengeistorecognizetheimportanceoftheseforcesandt
ofunctionintheirpresence,aswellas
knowinghowtomanagethemsothatthebecomeagentforpositivechange.
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Thestudywillexploremanagementapproachestooptimizetourismdevelopment
potential.

2.00BJECTIVES
Attheend ofthisunit,youshouldbeableto:

appreciatethechangingnatureofdevelopmentinthecontextoftourism

*understandtheroleofthedestinationenvironment,governmentregulatoryframe
worksandindustrymanagementdecisioninoptimizingdevelopment
inadestination

appreciatethecompetingideologiesandforcesatworkina tourismdestination.

3.0MAINCONTENT

3.1TheNatureofTourisminDevelopment

Iftourismistocontributetooptimaldevelopmentinadestination,itisnecessarytou
nderstandthenatureofdevelopmentandwhatrole,ifany,tourismcanplayinprom
otingdevelopment.Developmentisahighlycontestednotionwhichhaschangedi
nscopeovertime(Telfer,2002a).Initialdefinitionsofdevelopmentcenteredonly
oneconomicgrowth,a
concepteasilyidentifiedwithtourismdevelopment.Indeed,thoseinfavourofusin
gtourismasanagentofdevelopmentoftennoteincreases
inemploymentorforeignexchange. Muchmoredifficult,howeveristolinktouris
mtotheexpandednotionsofdevelopmentasthetermhascometoincludehumanbet
termentandtheexpansionofchoice,incorporatingsocial,moralethicalandenviro
nmentalconsideration
(Ingham,1993).Afurtherindicationoftheincreasingcomplexitysurroundingthe
termisSen’s(1999)callforexpandingfreedomsfordevelopmentintermsofecono
micopportunities,Politicalfreedoms,

Socialfacilities, Transparencyguaranteesandprotectivesecurity. Thequestionis,
then,howcantourismcontributetotheseexpandednotionsofdevelopment?

Importantly,notonlyhasthedefinitionofdevelopmentchanged,buthowitismeas
uredhasalsochanged(Hashimoto,2002).Hashimoto(2002)arguesthatmanyindi
cesformeasuringdevelopmentare,however,basedonwesternconceptsandareno
ttrulycultural-

biasfree.Inanattempttosummarizethedebate, Basu(2001)suggeststhatthedevel
opmentdebateappearstobecoastingtowardsaconsensus.Developingnationsmu
stnotfocustheirenergiesonthegrowthratesoftheirGDP,NNPorGNP,butshouldi
nsteadfocusonachieving ‘human
development’or‘comprehensivedevelopment’.
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Oneperspectiveattemptingtoincorporatemanyofthebroadernotions
ofdevelopmentis‘sustainabledevelopment’,0ftendefinedasmeetingtheneedso
fthepresentgenerationwithoutcompromisingtheneedsoffuturegenerations(W
CED,1987).Developmentobjectsofsustainabledevelopmentincludetheimprov
ementofqualityoflifeforall;education,lifeexpectancy,opportunitytofulfillpote
ntial;satisfactionof
basicneeds;selfreliance,politicalfreedomsandlocaldecision-
making;andendogenous development.

Inexaminingtourismplanning,Burns(1999)developedacontinuumfrom‘Touris
mfirst’to‘Developmentfirst’. The‘tourismfirst’perspective,whichisthedomina
ntmodelforaid-assistedplanningat
nationallevelfornonindustrializedcountries,hasbeendevelopingtheindustryast
hefocusofplanning.ltisarguedthatthissupply-
ledapproachtotourismdevelopmentisepitomizedbytheWorldBankanditsexecu
tingagents( consultantplanners).

The‘Developmentfirst’approach,which,followingthethreecategoriesofdevelo
pment(DestinationEnvironment,GovernmentregulatoryFramework,and Touri
smmanagementDecisions)thatdemands
considerationwhenexploringtheextenttowhichthetourismindustrycancontribu
tetothebroadersocio-
economicdevelopmentofdestinationareasnowaddressesthequestion:howcan
managementdecisionsbemadetoincreasethepossibilitythatthetourismindustry
willcontributepositivelytotheoveralldevelopmentofthedestination?Manyofth
emanagementrecommendationswilllinktothebroadconceptsofsustainabletour
ismdevelopmentalthough,giventhedifficultiespresentinmeasuringsustainabili
ty,especiallywithsomeof
morecomplicatedindicators,itmaybemoreprudenttoassessifa
destinationappearstobesustainableorunsustainable(WeaverandOpperman,20
02).Thusifthereisanattempttoidentify,measureandmonitorindicatorsandtotak
eremedialactionifnecessary,thentherewillbeanincreasedlikelihoodthatadestin
ationwillbemoresustainable.Inotherwords,thelikelihoodofoneindustrysuchast
ourism,contributingtoalloftheareasofdevelopmentisremote.However,tourism
developedundertheguidelinesofsustainabilitymaybeabletomeetsomeofthene
whbroadernotionsofdevelopmentsothatthedestinationwillalsobenefit.

3.2NatureofDestination

Thenatureofdestinationenvironment
willinfluencetheextenttowhichtourismcanbemanagedeffectivelytopromotede
velopment.Scaleisanimportantconsiderationastheterm‘destination’isapplieda
tawidevarietyofscalesfromanentirecountrytoanindividualattraction
(DavidsonandMaitland,1997).Scaleisalsorelatedtothesizeofthe
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areawhichideallyissupposedtobenefitfromtourism.Whetherthedestinationisru
ral,urban,mountain,coastal,island,orwilderness,andwhereitislocatedalongaco
ntinuumfromadevelopedregion/countrytodevelopingregion/country,alsopres
entsdifferentpotentialstocontributetotheoveralldevelopmentofthedestination.
Areadequatesuppliesandhumanresourcesavailableintheareaordotheyhavetob
eimported?
Thedecisionmadebythelocalcommunity,governmentandindustryhavealongw
antodeterminethedevelopmentproceedofthedestinationandwhohas
theultimatecontrol.

3.2.1CaseStudies(CasinoNiagara)

Afteraperiodofdecline,NiagaraFalls,Ontario,Canadaiscurrentlyinaneconomic
revitalizationphaseandtheheartoftheexpansionliesin
the$800millionNiagaraFallsCasino/GatewayProject. Aftersettingup
atemporarycasino,constructionisnowunderwayonapermanentmultimilliondol
larcasinocomplex. Thesigninfrontofthecomplexreads‘BringingjobsandTouris
mtoNiagara’.Thenewcasinocomplex
willhave3,000slotmachinesand150tablegames,a368-

roomHyatthotel, extensivemeetingandexhibitionspace,retailspace,restaurants
andentertainmentvenues.Itisestimatedthatconstructionofthecasinowillgenerat
e$100-
125millioninconstructioncontractsformechanical,electricalandconcreteworkr
esultinginanimmediaterippleeffectontheNiagararegion. Therewillbe6,000con
structionjobs,andthepermanentcasinocomplexwillcreate800-
1,000newjobsandemployapproximately5,000 people.

ThecasinoispartoftheGatewayproject,whichincludeseveraloff-site
attractionssuchasRiverCountry(themepark),al12,000-
seatamphitheatreandapeoplemoversystem(expansionofthetransit
system)(cityofNiagaraFalls,2001). ThecityofNiagaraFallsisalsosettobenefitdi
rectlyfromhostingthenewcasino.Inanagreement
signedwiththeprovinceofOntario,thecitywillreceivearevenuestreamof$2.6mil
lionannuallyfortenyears,$3millionforthefollowingtenyears,andpaymentsof$3
million(CPladjusted)in

perpetuityafterthat. Theprovincialgovernmentalsoincludesafinancial
contributiontowardsoff-
siteinfrastructureandthepurchaseoftheCN/CPrailline,whichrunsthroughtheT
ouristCore.Theagreementwillalsobringfinancialbenefitsthroughbuildingper
mitfees,developmentcharges,infrastructurecontributionsandannualpropertyta
xesestimatedatover$10million. Theprovincealsobenefitsthroughtheincomeitr
eceives
fromtheOntarioLotteryandGamingCorporation(CityofNiagaraFalls,2000).
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3.3GovernmentRegulatoryFrameworkforDevelopmentOptimiz
ation

Governmentinvolvementisevident.Hall(1994)outlinessevenrolesofgovernme
ntintourism:co-
ordination,planning,legislationandregulation,entrepreneurship,providingstim
ulation,socialtourism,andinterestprotection.Governmentcanoperatetoattracts
pecifictouristattractionsorhotelsortheycanentercompetitiontohostalarge-
scaleinternationaleventsuchastheOlympics.Managementandpolicydecisionst
akenbydifferentlevelsofgovernmentwillinfluencethetypeoftourismdeveloped
inadestination. TheCanadian TourismCommissionprovidesfundstosmallandm
ediumsizebusinessesto
helpestablishProductClubsandtheEuropeanUnionprovidesstructuralFundswh
ichhelpsgenerateregionaldevelopmentthroughtourism(Telfer,2002b).Policyc
anbeasbroadasanationaltourismdevelopmentplanoritcanbeasspecificasazonin
gby-law,either permittingor prohibitingtourismdevelopment.

Governmentcaninfluencedevelopmentthroughfiscalandinvestmentpolicies,in
cludinginvestmentingeneralandtourismandtourism-
specificinfrastructure,investmentincentivesandinfluencingexchange
rates(Elliot,1997;0ppermanandchon,1997).Blair(1995)alsopoints
outanumberofgovernmentsubsidies,offeredtoattractbusinesses,includingtaxa
batement,infrastructureandsiteassistance,lowinterest
loans,labourforcetraining,regulatoryrelief,sale-
lasebackandtechnicalassistance.Inadditiontoprovidingsubsidies,agovernmen
tcantakeapositionofrequiringthatlocalproductsbeusedintheindustry(importsu
bstitution)orrequiretheindustrytohirelocals.Forexample,

thefivestarhotel AquilaPrambananinthecityofY ogyakarty,Indonesia,wasrequi
redtohire22%oftheirstafffromtheareaofSlemanimmediatelysurroundingtheho
tel(Telfer,1996).Inexaminingmultinationaltourismcompanies,WittBrookean
dBuckley(1992)notethatthemostimportantinfluencewillbethegovernmentofth
ehome(orparent)country.Theobjectiveofthecompanywill
beconstrainedbythenecessitytoconformtolaws,directives,statutoryrequireme
nts,

exhortationandsandadhocmechanismsofthecountry. Complicityinmattersofta
xation,anti-trust(anti-
monopolyorcartel)legislation,accountingpractices,traderegulations,productli
abilityandthemyriad
ofotherpublicpoliciesofgovernmentisacrucialelementofcarefulstrategyformul
ation.(Witt etal.,1992:182).

ReferringbacktothecasestudyofNiagara,agovernmentmaytaketheadvantageof
externallinkagestootherlevelofgovernment(regional,state/provincial,national
orinternational)andtotheindustrytoco-
operateindevelopingmarketinganddevelopmentstrategies.Governmentsalsoh
avetheabilitytofacilitateclusterdevelopment.
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Porterdefinesclusteras‘geographicconcentrationsofinterconnectedcompanies
,Specializedsuppliers,serviceproviders,firmsinrelatedindustries,andassociate
dinstitutions(forexample,universities,standardagenciesandtradeassociations)
inparticularfieldsthatcompetebutalsoco-
operate’(Porter,1998:197).Clustersarebecomingincreasinglyimportantasregi
onsandgovernmentsarebecomingmorecompetitiveinthetourismmarketandthi
sincreasingcompetitionis
mosteasilyidentifiableinthecompetitionofhostingspecialevents.AsnotedbyTe
Ifer(2002b),theNiagaraEconomicandTourismDevelopmentCorporation(NE
CTOR)intheNiagaraRegionofOntario,Canada, is
attemptingtoattractinvestorsto theNiagararegion.

Inestablishingaregulatoryframeworkthatisbuiltaroundsustainability, Williams
andShaw(1998b)arguethataholisticapproachisneededinwhichtheactionsandin
terestsofallmajorstakeholdersarecombinedandwhichalsoincludeappropriatele
velsofthestate. TheFinnishgovernment
fundedaprogrammethoughtheFinnishTourismBoardforco-
auditsthatfocusedontourismoperations.Asaresultofthisprocess,thetencompan
iesinvolvedreducedtheirdisposableproducts,producelesswasteanddecreaseco
nsumptionofrawmaterials,waterandelectricity(Parviainenetal.,1995;alsocited
inHolden,2000),whilethestatecantakeonavarietyofrolesinattemptingtoachiev
esustainabletourismdevelopmentthatare,however,constraints. AsWilliamsand
Shaw(1998b:58)pointout, ‘whilethestatemayindicategoalsandcaninvestinpub
lictransportandothermeanstofacilitate particulartourism
programmes, ultimatelytheimplementationofsustainability
programmesdependsonprivatecapital,whichmayhavediverseandconflictingg
oals’.

3.4IndustryManagement Decisions for Development
Optimization

Ithasbeennotedthattherearecompetitionswithinthetourismindustryanddecisio
ntakenbyonefirmmaybeatoddswithagovernment’soveralldevelopmentschem
e.

Inexaminingmanagementdecisionstakenintourism,itisnecessarytoplacethedis
cussionwithinthepoliticaleconomyofthetourism.Ashighlightedinthecasestud
yabove,thereareexternallinkageswhichcrossstateboundaries,especiallyinthec
aseofmultinationalcorporations.Bianchi(2002)arguesthattherehasbeenincreas
ingdominanceoftransnationaltourismcorporationsandgrowingstructuralpowe
rofmarketforceataglobalandregionallevel.Decisionmaybe
takenforprofitmaximizationoftheentireglobalcompanyratherthanforthebenefi
tofthelocaldestination.
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Inkeepingwiththeteamofsustainability, Wight(1998)
hasarguedthatresponsibleenvironmentalpracticeshaverecentlymovedtothefor
efrontofmanyindustryagendas,embracingenvironmental,socialandeconomicv
alues.Swarbroke(1999)alsoindicatesthattherehasheenincreasedpublicandpoli
ticalpressureforcompaniestobehave
moreethicalinrelationtoarangofissuesincludingenvironmentalimpacts,relatio
nswithlocalcommunities,investmentpoliciesandrelationswithsuppliersandma
rketingintermediaries,promotiontechniques,suchashonestadvertising,pricing
policies,productsafetyandhumanresources,suchasequalopportunitiesandpay.
Swarbrook(1999)arguesthatmanyoftheseelementsarepartofsustainableTouris
m.Similarly,Prideetal.(1999)indicatethat,inmanyorganizations,businesspeopl
ehastakenstepstoencouragesociallyresponsibleandethicaldecisionsandactions
;however,theypointoutthatsomehavenon,viewingthisbusinesspracticesasapo
orinvestment.

WeaverandOpperman(2000)proposedapotentialsetofbothsocialandculturalsu
stainabilityindicatorswhichincludetheadoptionoflocalarchitecturalstyles,thee
xtentofculturalcommodisation,residentreactionstotourism,in-
migrationassociatedwithtourism,localpatronageoftouristattractionsandfaciliti
es,tourismrelatedcrime,distributionofjobbywagelevelandequity,andsocialcar
rying
capacity.Whiletheypointoutthatfirmsmayavoidmorecomplexissues,suchasso
cialequity,intheirsustainabilityprogrammes,theremaybeanumberofmanagem
entdecisionsthatcanbetakentoreduce negativeimpactsand promote overall
development.

4.0CONCLUSION

Thisunithasexploredhowthedestination,industryand governmentcan
allhaveanimpactontheextenttowhichtourismpromotesbroadersocio-
economicgoalsofthedestination.Itisworth
restatingthatnooneindustry,suchastourism,canorshouldhavetheresponsibility
foroveralldevelopmentandthatitcanonlyplayasmallerroleinalargerdevelopme
ntscheme.Tourismisalsoanindustrymotivatedbyprofitand,frequently,itmaym
akemorebusinesssensetotakeactionswhichmayhelptheindustrybutwhichdono
tcontributemuchtotheoverall

developmentofthedestination. Thetourismindustryisoneoftencontrolbeyondth
eboardersofthedestination(Bianchi,2002)and,hence,managementdecisionsm
adeabroadmaynot
necessarilycoincidewithdestinationdevelopmentobjectives.AsMitchell(1997)
indicates,individualsareconnectedwillinglytoalargerglobalsystemthathasimpl
icationsfortheirlifestylesand

livelihood. Thetourismindustrymaynotbeabletocontributemuchtooveralldesti
nationdevelopment beyondtheeconomicsoftheindustry.
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5.0SUMMARY

Inthecourseofthisstudywewereabletodiscussthenatureoftourism
indevelopment, natureofdestination,governmentregulatoryframeworkfordeve
lopmentoptimization,andfinally,industrymanagementdecisionsfordevelopme
nt optimization.

6.0TUTOR-MARKED ASSIGNMENT

1.Discussthenatureoftourismin development?

2.Whatdoyouunderstandbydestination
intourismmanagement?7.0REFERENCES/FURTHER
READINGS

Sharpley,R.andTelfer,D.J.(eds)(2002). TourismandDevelopment:
Conceptsandlssues.Clevdon:ChannelViewPublications.

Swarbrook,J.(1999).SustainableTourismManagement.Wallingford:CABIPu
blishing.
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UNIT 2 TOUROPERATIONS MANAGEMENT

CONTENTS

1.0Introduction
2.00Dbjectives
3.0MainContent
3.1TheUKTourOperatingIndustry
3.2TourOperatingValueChain
3.3TourOperators’Strategies
3.3.1Industry-SpecificConcernsAffectingStrategicDecisions
3.3.2ExpansionStrategy
3.3.3DiversificationStrategy
4.0Conclusion
5.0Summary
6.0Tutor-Marked Assignment
7.0References/FurtherReadings

1.0INTRODUCTION

Thetouroperatingsectorofthetravelandtourismindustryisanimportantbutfrequ
entlyoverlookedinfluenceonmanyissuesrelatingtotourismstudies.Marketing,t
ourismplanninganddevelopment,financial
managementandconsumerbehaviourareamongthoseareastofeelsuchinfluence.
Touroperationsformadynamiccharacterizedbyexpansion,intensecompetition,
mergerandacquisition,allofwhichhavebeenpivotaltoindustrydevelopmentand
productofferingsoverthepast20years.Therehave beenseveralmergersandtake-
oversbhetweenindustrysectortouroperatorsinUK,Germany,Scandinaviaandels
ewhereinEurope,whichhavebroughtbhothadvantagesanddisadvantagesforman
yindustryplayers.

Manyissuesemergewhenonestartstounraveltheindustrystructure
andconsiderits ramifications, anditisimpossible tocover allofthem in
depthhere.Thescopeofthislecturewillfocusonthecurrentsituationinthisdynami
cindustry,analyzestrategicapproachesandquestiontheindustry’sinteractionwit
h,andimpacton,itsconsumers.Theoperationalmethodsandconsiderationsvaryf
romEurope,thisarea,mostspecifically theUK,willbethe focusfor discussion.
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2.00BJECTIVES

Attheend ofthisunit,youshouldbeableto:

*recognizecurrentissuesinthedynamictouroperationsindustry«identifystrate
gic approachesadoptedbythesector
*appreciatethesector’sinteractionwithandimpactonitsconsumers

3.0MAINCONTENT
3.1TheUKTourOperatingIndustry

Forseveralyears,theUKtravelindustryhasbeencharacterizedbyintensecompeti
tionwhichhasresultedinmanymergersandacquisitions.However,the‘real’bala
nceofpowerhaschangedverylittleinthepasttenyears.Inspiteofmorethan10000p
eratorsbeingregisteredwiththeCivilAviationAuthority’sAirTravelOrganizer's
License(ATOL),thetoptencompaniesholdaround65%oftotalcapacitywith53%
heldbythetopfour:AirtoursTravelGroup(MyTravel Groupplc), ThompsonGro
up(TUIUK), ThomasCookGroup(JMCHolidaysLtd)andFirstChoiceHolidays
Group.Thesectorcanthereforebeseentobehighlypolarizedandthedominanceof
thelargest  fourgroupshaslongbeenthecauseofgeneralconcernforthefutureof
theindustryandconsumers’interests. Thediscussionhasfocused
mainlyonthedifficultiesthatsmall,independentcompaniesfaceforsurvival,heal
thycompetition,directionalsellingthroughverticalintegrationandconcernforth
e‘sustainable’and‘fair’developmentofdestination.

Tablel:PassengersAuthorizedbylL argestLicensesatDecember2001Passe
ngersLicensed

LicensedHolder Dec.2001 Dec.2000 %Change
1.ThomsonHolidayLtd 4,050,000 3,907,245 4
2.AirToursPlc 4,019,853 3,591,050 12
3.JMCHolidaysLtd 2,850,055 2,836,191 1
4.FirstChoiceHoliday 2,098,790 1,888,008 11

FlightLtd
5.UnijetTravelLtd 1,092,712 1,000,435 9

Thetableabove

illustratesthesizeofthesemainplayersintheUKtouroperatingsector,showingthe
numberofpassengersauthorizedbythe
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largestATOL licensesatDecember2002.Thepercentagechangeto
thesefiguresfromDecember2001isalsogiven.

AlthoughtheCivilAviationAuthority(CAA)givesthefigureinthisformat,itshou
IdbenotedthatUnijet TravelLtdispartoftheFirstChoiceGroup. Therefore,theFir
stChoiceGrouprankedasthethirdlargestoperatorintheUK.

Table2:Passengers carried under allATOLSs

YeartoSeptember Passengers (million) Changeover
(million) LastPeriod
(%)

199926.31.77.0

200027.51.24.7

200129.21.76.3
Source:CAA ATOL

Table3:RevenueEarnedUnderallATOLS

YeartoSeptember Revenue (Ebn)) Changeover
(Ebn) LastPeriod
(%)
199911.00.88.2

200012.11.09.3
200113.11.08.2

Source:CAA ATOL

Table2showsthesizeofthetotalpassengermarketcarriedunderallATOL licenses
fortheyears1999-2001.

Whilepassengernumberscarriedishighlyimportanttotouroperators,anotherim
portantmeasureintheindustryisthatofrevenueearned. Table3showsthetotalreve
nueearnedunderall ATOLsoverthesameperiodascoveredbytable2(1999-2001).

Althoughtherehasbeenageneralincreaseinholidayssold,therehasheenvariation
intherateofgrowthoverrecentyears:‘ Thevolumeof
holidayssoldinsummer2001was5%higherthaninprevioussummeranditreprese
ntedafifthsuccessivesummerofvolumeincrease’(CAAATOLBusiness,http://
www.caa.co.uk). TheoverallincreasetoSeptember2001was6.3%,whichwasm
ostlyduetoabetterwinter
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seasonthanthepreviousyear.Evenso,theincreaseinsummer2001representedas
mallerpercentageongrowththaninthepreviousyear.Therewasalsoareductionin
yieldwiththeaveragepriceincrease belowtherateofinflation.

3.2TourOperatingValueChain

AusefulmethodofanalyzingtheprocessofvaluecreationinanindustryisPorter’s
(1980)
valuechain.Aspreviouslymentioned,thetopfouroperatorshavedominatedthein
dustry,withsomechangesinthevolume,forseveralyears. Thishascausedconcern
andpublicdiscussionamongsmallerindependentoperators,manyofwhomarem
emberoftheAssociationofIndependentTourOperators(AITO).NoelJosphideso
fSunvilHolidays,formerchairmanofAlTOandcurrentdeputychairman,iswidel
yknownaschampionoftheindependentoperators,qualityproducts,andconsume
rchoiceanddestinationsustainability.Heacknowledgesthatthemarkettodayhas
changedduetoalargeportionoftheUKtouroperatorsnowbeingGerman-owned.

InresponsetoapossiblemergerbetweenAirtoursandFirstChoiceatthe
endof2002,Josphidessaid: ‘IfwearegoingtohaveapowerfulUKplayer(intheglo
balmarket),thenprovideditlooksafterourinterests
wewouldfinditdifficulttoobject.Itmakeslittledifferenceiftherearethreemajorpl
ayersinthemarketorfour’.HesaidthatAITOwouldbelookingforassurancesthata
vailabilityofthird-partyflyingwouldbemaintainedfromGatwickairport
andthattherewouldbenoexclusivelydealsbetweenthenewlargeroperatorandhot
els(Trevel
Weekly,http://www.travelweekly.co.uk,14December2001).Onthisbasis,AIT
Owaspreparedto dropitsobjections tothemerger.

3.3TourOperators’Strategies

3.3.1Industry-SpecificConcerns Affecting StrategicDecisions

TheFederationofTourOperators(FTO)drawsattentiontotheunderlyingcomple
xitiesoftheindustrythataffect
strategydevelopment.‘Planning,negotiating,contracting,marketingandsucces
sfullyadministeringapackageholidayisacomplexmanagementtaskandtakespla
ceoveralongperiodoftime’(FTO,http://www.fto.co.uk). TheFTO’sfactfilerefe
rstopricesettingandbrochureprintingtakingplaceoverayearinadvance.Thesetw
odays,thisissomewhatofanunderstatement,withplanningtakingplaceuptotwoy
earsinadvance.TheFTOsays: ‘wecanthinkofnootherconsumerindustryorservic
ewhichhastofixpricessofarahead’(ibid.). Thispracticeimpliesagreatdealofrisk.
Considertheissuesbeyondthecontroloftheoperatorthat
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mayaffecttheirbusiness:competition,mergersandacquisitions,politicalchange
s,war,terrorism,economicrecessions,outbreakofdiseasetositebutsomeofthedis
astersthatmayaffecteventhebest-

laidplans. TheSeptember11,2001terroristattackonAmerica,andtheensuingloss
ofpassengerbookingsandstaffredundancies,isagoodexampleofthis,albeitanext
remeone.As,atthetimeofthedisaster,thesummerseasonhadonly
afewweekslefttorun,thefullimpactwasnotimmediatelyapparent.However,tour
operatorsrespondedbymaintainingincreasedfluidityin theirplanned,future
capacity.

3.3.2ExpansionStrategy
Therearethreemainexpansionstrategies:

Marketpenetration: Thisinvolvesanincreasedshareofexistingmarketthroughta
cticssuchasadvertising, TVprogrammesponsorship,cutting
costsandprices,andotherpromotions.Manyoftheseareveryfamiliartotouropera
tors’ consumers.

Productdevelopment:Thisisnormallyconcernedwithdevelopingproduct-
lineextensionornewproducts.Atouroperatormaydecidetoofferall-
inclusiveholidays’cruises,etc,inadditiontotheusualhotelpackages. Anotherdev
elopmentwhichisincreasinglycommonisofferingfinancialservicestofacilitatep
aymentforholidaysorsalesofitemssuchas beachbagsandtowels.

Marketdevelopment: Thisfocusesonthedevelopmentofnewmarkets
forexistingproductsandofteninvolvestheexpansionintoglobalmarkets. Thisme
thodisbecomingeasierwithfreetradeagreementsandeasyelectroniccommunica
tionthroughthe internet.

Acombinationofproductandmarketdevelopmentisseenthrough
horizontalintegrationwhereacompanyseekstoincreaseitsproductportfoliothro
ughmergingwithoracquiringanothercompany.Thelargetouroperatorshaveallu
sedthisapproachtoincreasetheirappealtoa broaderrangeofconsumer.

3.3.3DiversificationStrategy

Thereare fourmaindiversificationstrategies:
Verticalintegration:forwardintegration.Thisisdoneprimarilyintwoways.First,
brochurerankingspaceinretailoutletisdominatedbytheassociatedtouroperators
"brochures.Clientswillusuallyexaminean

averageofbetweenfiveandfifteenbrochuresthatwillbepivotalin theirdecision-
makingprocess(CareyandGountas,1999).Secondly,
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witharound1,000 touroperatorsinUK,theaverageclientis
likelytobeawareofthemajorityofcompaniesandtheproliferationofchoiceisextr
emelyconfusing.Therefore,trustisoftenplacedintheadviceofrelativesandfriend
s,andsometimesintheadviceoftravelagentsthemselves. Althoughthereseemsto
beasuspicionoftouroperators
associatedagents,theretailoutletsareusedasapointofconvenience(CareyandGo
untas,1999).Infact,thedistributionchainissetupina
waythatleavesthesummerwithlittlechoicebuttouseanintermediaryforbooking,
thusensuringsomecontrolovertheinformationandadvice
thatarereadilyavailabletoclients.

Backward
integration: Thismeansthatabusinessmovesupinthechaintoacquireasupplier. T
hisgivesorganizationeasieraccesstoresources andtightercontrolonthe

availabilityoftheseresourcestocompetition.

Relateddiversification: Thisiswhereacompanyacquiresorcreates
anotherbusinessthatdoesnothaveproductsorconsumersincommonwithitscurre
ntbusinessbutthatmightcontributetointernalsynergythroughthesharingoffacili
ties,brandnames,etc.

4.0CONCLUSION
Inconclusion,variousstrategiesoftouroperationssuchasindustryspecificconcer
nsaffectingstrategicdecisions,expansionstrategy,anddiversificationstrategy.T
hereforeapplicationoftheforegoingstrategiesintourismindustrywillenhancepe
rformanceoftheplayers.

5.0SUMMARY

InthecourseofourdiscussioninthischapterwediscussedUKtouroperatingindust
ry,touroperatingchainandfinallytouroperatingstrategies

6.0TUTOR-MARKED ASSIGNMENT
Explainthefollowingstrategies?

(a.)ExpansionStrategyand (b)DiversificationStrategy
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1.0INTRODUCTION

Distributionhasbecomefarmoreimportantintermsofmanagerialdecision-
makinginrecentyears.Thishas,inpart,resultedfromtheinfluencethatthisareaof
marketingcanhaveaprofitabilityandcompetitiveness. Indeed,formanytourismb
usinesses,distributionhasbecomeacriticalaspectofstrategicmanagement.Distri
butionisalsoavitallinkinthetourismsystemitself. Thedistributionfunctiondeliv
ers
bothmessagesandservicestothetourismmarketandthiswaylinkstourismsupply
anddemand.
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Thereasonsfortheimportanceofsuccessfultourismdistributionareas follow:

Narrowprofitmargins:Manytourismbusinessesmakeonlysmallprofitsyetdistri
butioncostscan behigh.

Highlycompetitivesectors:Severalsectorsofthetourismindustryarehighlycom
petitiveanddistributionhasbecomeanareaofcompetitiveadvantageforsomeco
mpanies.

Intermediarypower:Intermediariescanhaveapowerfulinfluenceoverconsumer
sandtheirdecision-making,sowheremiddlemenareused, careful
managementof thisaspectofthemarketingmixisimportant.

Theglobalmarketplace: Thechallengesposedbytheglobalmarketplaceofferfurt
herincentivestomanagedistributionappropriately.Withnewandoftendesperate
marketsnowavailable,tourismmarketersneedtoconsidereffectivewayofreachi
ngthem.

Perishabilityoftheproduct: Amoretraditionalreasonfortheimportanceofsucces
sfulmanagementofthedistributionfunctionrelatestotheperishabilityofthetouris
mproductandtheassociatedrequirementtoremoveanexcess‘stock’
atthelastminute.

Informationintensity: Tourismishighlydependentoninformationprovisiontoai
dthedecision-
makingprocessfortheconsumersandthispartlyhelpstoovercomedifficultiesste
mmingfromtheintangibilityoftheproduct.

2.00BJECTIVES
Havingcompletedthisunit,youshouldbeable to:

*identifytheparticularproblemsinrelationtothedistributionoftourismproductsa
ndthemajorissuesconfrontingtourismmanagersinrelationtodistribution

*recognisehoechangewithinthetourismindustryanditsenvironmenthasimpact
edupontourism distribution

appreciatewaysinwhichappropriatedistributionchannels canbeselectedand
managedmoreeffectively.
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3.0MAINCONTENT

3.1ProblemsinRelationtotheDistributionofTourismServices

Intangibleproduct:Whenatourismproductispurchased,theconsumerdoesnotre
ceiveatangibleproduct.Rather,itisaservicethatisofferedforconsumption. Itisim
possibletosee,feelortastetourismproducts
priortothepurchase.Asaresult,tourismmarketersareoftenportrayedasheingchal
lengedwithselling‘dreams’.Whilethisappliestosometourismproductsmoretha
nothers,itleadstodifficultiesasitismerelyinformationabouttourismservicesthat
canbedistributedinadvanceofparticipationin theservicedelivery.

Expensiveandhigh-riskproduct:Formanyconsumers,holidays
representacostlypurchasewithfinancialriskattachedtotheirconsumption. There
isalsoinherentriskinpurchasingaproductthatis
notpossibletoseeinadvance,letalonetryout. Thisisclearlylinkedto
theintangibilityfactordescribedabove.

Nostockholding/displaybymiddlemen: Travelagentsandothermiddlemendono
tpurchasestock.Onlyinformationisprovidedatthepointofpurchase. Theriskrem
ainswiththeproducerratherthanthedistributor. Theonlydisplaythatispossibleist
hatofbrochuresorotherinformationrelatingtotheproduct.

Therearethereforestrongargumentsforthecarefulmanagementofthetourismdis
tributionfunction.Thischallengehasbeengreatlyaidedinrecentyearsbythedevel
opmentofelectronicdistributivetechniques,whichhaveenhancedopportunitiest
oreachboth newand oldmarkets innewways.

3.2TheRoleofInformationinTourismDistribution

Recentchangesinthesocietyhave,accordingtoO’Connor(2001),
highlightedtheimportanceofgettingappropriateinformationto
consumersastheysearchfordetailedinformationinanattemptto
minimizethegapbetweentheirexpectationsandsubsequentexperience.Indeed,
O’Connorgoesasfarastoclaimthatthosesupplierswhobestsatisfyconsumers’inf
ormationneedsarethosemostlikelytobeselectedandsubsequentlybooked.How
ever,healsostatesthatinformationaloneisnotenoughandthatabookingmechanis
misalsorequired.

Paradoxically,informationnotonlyaidstheselectionprocessbutcanalsocompou
ndthedifficultychoice.ltdoes,however,provide
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reassuranceagainsttheriskinherentinsometourismpurchases.Managementofth
einformationflowisthusacrucialaspectoftourismdistribution.

3.3IntermediariesinTourism

Thetourismindustryhastraditionallybeencharacterizedbyitsuseofintermediari
es.Travelagentshavelongbeenthefriendlyfaceoftraveldistribution.Despitethe
dominanceinthepastoftravelagentsas
middlementotourismbusiness,othertypeofintermediaryhavealsocometobeass
ociatedwiththeindustry,forexamplehotelmarketingandbookingschemes,trave
Iclubs,incentivetravelorganizationsandsalesrepresentatives. Morerecentdevel
opmentshaveincludedthel CTssuchastheinternet,computerizedreservationssy
stems(CRS)andglobaldistributionsystems(GDS). Takentogether,thesereprese
ntagreatlyincreasedchoiceofdistributivemethodsthanwasavailablein
thenotsodistancepast.

Argumentsbothforandagainsttheuseofintermediarieshavebeenpostulatedinth
eliterature.Chritopher(1992),forexample,discussesthisingeneraltermswhileP
ender(1999)examinestourismwithreferencetotheuseoftravelagentsasmiddlem
en.Thereare,however,problemsassociatedwiththeuseofmiddlemen.Controllin
gdistribution,forexample,hasbeenamajorissueforprincipalsinthetourismindus
try. Themoreanorganizationusesintermediariesandthemoredistancethesearefr
omtheorganization,themoredifficultitcanbetocontrolthem.Costissueshaveals
oemergedassomeprincipalswithinthetourismindustryhaveadoptedalow-
coststrategyandshown
apreferencefordirectsales(anysalemadewithouttheuseofintermediaryservicec
anbesaidtobeadirectsale).

3.4DistributionChannels

Tourismdistributionchannelslinkthedifferentcombinationoftravelorganizatio
nsinvolvedinmovingtourismproductsfromproducertoconsumer.Clearly,thenu
mberandtypesofdistributionchanneluseddifferbetweenorganizationsandbyco
untry.Channelchoicesinthetourismindustryareinfluencedbyfactorssuchasthen
atureofthetourismproductstobedistributedandthelevelofpublicsectorinvolve
mentintourismdistribution.National TouristOrganization
(NTOs),forexample,willhavetheirdistributionchoicesinfluencedbygovernme
ntstructures.

Relevantcomparisonshavebeenmadebetweentourismdistributionchannelandt

hoseinthemanufacturingindustries(forexample
Renshaw,1997).Therehas,however,beenlittledetailconsiderationof
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theapplicationofthetheoryofchannelmanagementtotourismbusinesses. Thetou
rismliteratureis nowaddressingthisgap.

Whiledistributionisrelativelysimpleforsmallertourismbusinessessuchasthose
offeringasingleservice,eitherdirectlyorthroughonetypeofintermediarytoonety
peofconsumer,mostofthelargertourismorganizationsuseavarietyofdistributio
nmethods. Typically,these
reflectthedifferentmarketsegmentsthattheorganizationaimstoattract.

Muchhasbeenwrittenaboutdependenciesbetweenthedifferent
membersofdistributionchannelsingeneralandthisliteratureisnolessrelevantinr
elationtotourismdistributionchannels.Forexample,many
destinationsandtouroperatorsdependuponstaffknowledgeandenthusiasm,andt
hesellingskilloftravelagents,whiletravelagents
themselvesdependontouroperatorsforadvertising,stafftraining,brochuresand
computerizedreservationssystems.

Table3EstimatedshareoftheUKtourismmarketaccountedforbytravelagentsby
value(1997)

Travel Agents(%b)
DomesticTourism 11
OutboundTourism 38
Total 49

- Source:KeyNoteMarketReview(1998)
3.5Channel Managementlssues

Rosenbloom(1987)adopttheterm‘channelmanager’todescribeanyoneinvolve
dinmakingdistributionchanneldecisions,regardlessofhis/herjobtitle. Thisisaus
efulapproach,especiallywhenconsideringthesmallerorganizationswhereform
alrolesmaybelessclearcut.Bateson(1991)isamongthosewhohavemovedthedeb
ateregardingchannelmanagementintotheservicearena.Hedescribesthebroaden
ingofdistributionchanneltoincludemorethanthephysicaldistributioncharacteri
sticsthatdominatedthefieldinthepast. Thegeneralliteraturehighlightsotherchan
nelmanagementissues,includingchanneldesignstrategies,memberselection(i.e
.,thechoicemiddlemen),themanagementofconflict,andtheevaluationofmembe
rperformance,powerandthemanagementofmultiplechannels.
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3.5.1ChannelDesign

Channeldesigncancoveravarietyofvariables.Light(inBateson,
1991)suggeststhefollowing:

Thenumberofintermediaries;

Thetypeofintermediaries;

Theallocationofvalueaddingfunctions amongthechannel
participants; Thekindsofmaterialand
technologicalsupportthattheparticipantsuse;and

Theserviceitself—

itselementsandthedimensionsofthoseelements.3.5.2Member Selection

Anumberoffactorsinfluencethechoiceofmiddlemen,includingthecompanyma
rketing/distributionstrategy,theconsumerstobetargeted,theproductsthemselve
s,costandmarketcharacteristics. Thelattermightincludethetypeandsizeofmarke
t,thedistributionofconsumers,customerpurchasingpowerandpatterns,etc.Field
salesforcescanhelpcompaniessuchasairlinesandshippingcompaniesfindnewc
hannelmembers.

3.5.3TheManagementofConflict

Conflictbetweendifferentorganizationswithinthedistributionchaincanoccur.|
ndeed,adegreeofconflictisalmostinevitablewhereintermediariesareused,andit
isnecessarytomanagethisinan
appropriatemanner.Theinterdependenceofchannelmembers,whocanhaveinco
mpatibleaimscaninfluencelevelsofcooperationandsoresultinchannelconflict.
tisimportanttoacknowledgeandidentifythecausesofconflict,whichcanoperate
atdifferentlevels.Itisalsoimportanttorecognizethatnotallsuchconflicthasnegat
iveeffect. Therefore,acceptablelevels ofconflict should beset.

3.5.4Evaluating MemberPerformance

Theevaluationofchannelmemberperformanceisincreasinglyimportantforcash
constrainedorganizationswithinthetourism
industry,includingthoseorganizationsthathavehadtheirpublicsector
resourceallocationsreduced. Theinvestigationofperformancemeasurementsby
sometouroperators,forexample,hasledtoawithdrawalofcertaincompanies’bro
churesfromparticulartravelagents’shelves.Organizationsmustensurethattheev
aluationcriteriatheyselect(e.g., sellingskillsand attitude)
aresuitetotheorganization’sneeds.
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3.5.5PowerinDistributionChannels

Themajortouroperatorsdisplayalargedegreeofcontroloversalesoutletsandothe
rdistributionchannelsintheUK.Theyevenhavea
dominantpositionwhenitcomestopricebargainingwithresorthotelierandthis,int
urn,caninfluencecustomerchoiceasitleadstostandardizationinordertokeeppric
edown.

Managingmultiplechannels
O’Connor(2000),writingaboutdistributioninrelationtohotelspointstothediffic
ultyofmanagingmultiplechannels.Hedescribedtheimportantofconsistencyofo
fferingsacrosschannelsascustomersincreasinglyvisitmultiplesitesandunderta
kecomparisonshopping.Pricedifferencesorotherinconsistenciesofofferingacr
ossdifferent distributionchannelswithoutgood reason
canalienatethecustomer.

3.6IndustryRestructuringand its Effect on the
ManagementofDistribution

Agreatdealofchangehasbeenoccurringinthetourismdistributionenvironmenta
ndreasonsforthisinclude:
Increasedlevelsofintegrationleadingtoconsolidationintheindustryanddifferent
ownershipprofiles(i.e.,acquisitions,networks,mergers,consortia);
Exponentialgrowth intheuseofelectronicmedia;and

Thefactthattourism organizationsarebecomingmoreinternational.
Thesefactorsallpointtoarestructuringwithinthetourismindustryin
recentyears.Thissectioncontinueswithabriefconsiderationofmanagementimpl
icationsofsuchchanges.

3.6.1IntegrationandConsolidation

Amajorchangefactorexperiencewithintheindustryhasbeentheconsolidationoft
ravelagenciesintolargergroupsorconsortia. Take-
overs,mergersandacquisitionshaveallcontributedtothisprocess. Thishasarguab
lybeenoneofthestrongestfactorstoinfluencetheshapeof
theindustry,inparticularaffectingdomesticmarketsharesandhelping
toforgeinternationalexpansion.Anobjectiveofverticalintegrationhaslongbeent
o control distribution.

3.6.2TheGrowthofElectronicMedia

Thetourismindustryhasbeenaffectedmorebyinformationandcommunicationte
chnology(ICT).Indeed,amajoraspectintherestructuringoftheindustryhasbeent
henewtechnology-basedentrantsintothe traveldistribution business.
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Increasedcompetitionisparadoxicallyaccompaniedbymoreevidenceofcoopera
tionbetweentourismorganizations.Thisisinpartdrivenbythe
requirementtoofferarangeofproductsthroughelectronicmeansofdistribution.V
irtualalliancesarethereforebeingformedtomeetconsumerdemandforcomplete
productofferingsonline.Onceagainthispointsto a
restructuringstemmingfromthefragmentednatureoftheindustry.

3.6.3Internationalization

Inthepastdecade,therehasbeenasignificantshifttowardscross-
boarderoperationsinthetraveldistributionindustry.Mergersandacquisitionsha
vebeengreatlyresponsiblefortheinternationalizationoftheindustry.Dominanti
nternationalgroupshaveeitheremergedor
consolidatedtheirpositionswithinEuropewhereinternational
expansionofthemajortouroperatorshasbeengreat.IntheUK,forexample, Thom
psonTravelGroup,whichhaslongbeenamainplayerintheindustry,isnowunderG
ermanownership.Thischangeintheindustryhasinpartbeenfuelledbythelargeror
ganizationsoutgrowingtheirdomesticmarkets.

3.6.4Managementimplications

Poon(2001)isamongthoseauthorstosuggestthatchangesinthesectorareforcinga
numberoftravelagentstore-
evaluatetheirtraditionalrole.Providingcustomerswithaddedvalueandfee-
basedserviceshavebecomerelevantissues.Someoftheimplicationsofthechange
d
distributionenvironmentarechallengescommontoalltypesoforganization,whil
eothersarespecificto thetourismorganization.

Managementchallengesforthetraditionalmiddlemen,travelagents,
includethedevelopmentofnewskills,investmentintechnologyandthecreationof
sustainablecompetitiveadvantage.Travelagentsrepresenta
keyinfluenceinthetourismmarketingsystemandsomarketersneedtodevelopanu
nderstandingoffactorsthatcaninfluencetravelagentrecommendation(Hudsone
tal.,2001).Despitethis,surprisinglylittleresearchhasheenconductedonthisinter
mediaryinthetourismindustry.Thisisdespitethefactthatthedistributionofinclus
ivetourshascomeunderclosegovernmentscrutiny,withdirectionalselligheinga
concernofthemonopoliesandMergerCommission(MMC),nowtheCompetition
Commission.Eventheoutcomesofthescrutinyhavebeendebatedbysome(Pende
r,2001).
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3.6.5ValueChainApproaches

Thevaluechainisananalyticaltool,describedbyPorter(1987),whichtracesthepr
0cess ofvaluecreation inanindustrythroughunderstanding therole
ofeachplayerintheindustry.Poon (1993)appliedthis
theorytothetourismindustry,describingsixprimaryactivitiesandfivesupportser
viceswhichallcreatevalue.Thestemtravelagentsclearlyaddvaluethroughhisorh
erroleincustomerservices,includinginformationprocessing,counselingtravele
rsandpreparingitineraries. Touroperatorssimilarlycontrolanumberofactivities
alongthevaluechange andwhereverticallyintegratedthis
canincludethedistribution
function.Davidson(2001:81),discussingbusinesstravel,expressestheviewthat
rapidly,theagent’scontributiontothevaluechainisbecominglessaboutsharingc
ommissionandissuingticketandmoreaboutprovidingstrategicadvice
aboutsupplierselectionandmanagingtravelpoliciesforclients’.

Relationshipswithintermediariesintourismhavechangedgreatlyinrecentyears,
particularlyasairlinesandotherprincipalshaveforgedaheadwithcost-
cuttingprogrammes. Thisislikelytocontinueintheshortterm,atleastasorganizati
onsbecomemoreselectiveinthemanagementoftheirdistribution.

3.6.60utsourcingdistributioninthe Airlinelndustry

AirlinesuchasBritishAirwayshaveoptedtooutsourcecoresystems,includinginv
entory,in-housereservationsanddeparturecontrol

systems. Thesesystemswerepreviouslyviewedaskeyareasofdifferentiationfort
heorganization. Adownturninbusiness,however,
haspromptedairlinestoturnfixedinformationtechnology(1T)costtovariablecost
sbyhandingcontrolofthesesystemstoglobaldistributionsystems(GDS).Airline
sarenotaloneinpursuingthisstrategy.Banks
havealsofavouredoutsourcingcertainaspectsoftheirbusiness.Other
examplescanbeobservedinthehotelindustry.O’Connor(2001)describedtheout
sourcingofhotelcompanies’centralreservationsfunctions,whichrequireatransa
ctionfeetobepaidpercallansweredandprocessed. Thisoptioncanthereforebeco
meexpensiveasthevolumeofbookingsthroughthischannelincreases.

Keentoavoiddisintermediation,Amadeus,Europe’slargestGDS,isattemptingto
repositionitselfasa‘technologybusinesspartner’forairlines.ltprovides:

Afast trackto internetsaleschannels;

Thecapacitytohandlemultiplesaleschannels;
Seamlesssharingtoalliancepartners;and
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Economicsofscalethatindividual airlines would
struggletoachieve.AlreadyairlinesincludingBritishAirwaysandQuantashaveh
anded
oversignificantamountsoftheircommercialsystemtoberunbyAmadeus(O’Too
le,2002).

3.6.7ManagingHotel Reservations Systems

Marketingandbookingsystemsalsoknownas‘listings’,essentiallyaimtotakeres
ervationonbehalfofmemberproperties.Whilehotelsinsomesuchschemeshaveb
eenthrougharigorousselectionprocessandmeetexactingstandards,othersofferf
arlessreliablemeasuresforcustomers.Likemanyotherdistributionmechanisms,t
heseoptionscanbeexpensive,withannualfeespluscommissiontopay(sometime
sper bookingreceived).Theycanalsoberestrictiveifmembershipprevents
hotelfromusingotherschemes.Othermechanismsthatrequirelesscommitment
arethemanydirectoriesandguidesthatareavailable. Thisareaofdistributionmay
become subjecttomoreregulationin thefuture.

3.6.8ManagingtheCostsofDistribution

Distributioncostsinthetourismindustry
arehighandsoreducingthesehasnecessarilybecomeakeymanagementconcern.
TheeffectivenessofGDSatreachingthetravelagentmarket,forexample,hastobe
measureagainstitshighcapitalandtransactioncosts.O’Connor(2001)describest
hetransactioncostofelectronicdistributionaspotentiallyproblematicduetothen
umberofintermediaries. Acentralreservationssystem(CRS),aswitchcompanya
ndtravelagentmayfacilitateabookingandsowishtobecompensated.EasyJetison
eofseveralairlinestomanage distributioncostseffectively.

3.6.9CommissionCapping

Commissioncappingisonemeansbywhichsavingsinthecostofdistributionarebe
ingmade.Poon(2001)discussedthereducedlevelofcommissionbeingexperienc
edbytravelagents,referringtol AT A’sestimationthatsellingcosthasbecometheb
iggestcostforinternationalairlineswithdistributionaccountingfor23%oftheirm
embers’operatingcosts,includingl1%forcommissionand4%forCRScharges. |
AT AalsobelievesthatEuropewillfollowtheUSexampleof
commissioncapping,whichhasbeenestimatedtobesavingtheirairlinesUS$1mil
lionaday.Poon(2001)statesthatsevenUScarriershavejoinedforcestocaptravela
gencycommissionat$50fordomestic
roundtipticketscostingover$500and$25forthosecostingover$250.
Thiswouldpreventcommissiononhigh-
pricedticketssubsidizingthehighvolume,lowcommissionbusinessoflow-
costcompetitorsandisestimatedtosavethesevencarriersaconsiderableamountin
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commissionpayments.Manyofthelargestbusinesstravelagentshavebeenquickt
orestructuretheirremunerationfromacommissionbasisto managementfee-
basedpaymentinresponsetocommissioncapping. Thisisadevelopmentthat
seemslikelytocontinue.

4.0CONCLUSION

Anumber
ofissuescanbeidentifiedintheservicesmarketingliteraturethatarerelevanttothe
managementoftourismdistributionyetare
outsidethescopeofachapterofthislength.Theseinclude
empowerment,customerorientationsandservicequalityapproaches.Harrington
andpower(2001)discusstheseinsomedetail,providinganillustrationoftheapplic
ationtotourismofthewellknownServqual
modelwhichhelpscompaniestoanticipateandmeasurecustomerexpectations.T
hisreflectsthedevelopmentoftourismdistributionasa
managementarea.Theliteratureisnowencompassingthesedevelopmentsandbe
comingmorespecialists,whileatthesametimeofferingbroaderperspectivesonto
urismdistribution.BuhalisandLaws
(2001),forexample,considerdistributionchannelanalysisforleisureandbusines
stravel,andhighlightquestionsofethicsandsustainabilityinrelationtodistributio
ntheoryreflectstheincreasedimportanceofthisareaofthetourismmarketingmix.

Managersatalllevelsinthetourismindustryneedtorecognizetheexpandingchoic
eofdistributionroutesnowavailableandhoebesttomanagethem. Anetworkofmu
tualdependenciescanbeseentolinktourismdistributionchannelmembers. Techn
ologicaladvanceshaveundoubtedlyhelpedtoincreasethepopularityofdistributi
onasan aspectoftourismmarketing. Theapplicationofservicesmarketing
theorytothetourismdistributionareahasalsohelpedtomovethisfieldforwardbot
hasapracticalareaofbusinessmanagementandasan
academicsubject.Furtherresearchexaminingthemanagementofthedistribution
functionintourismisnowlikelyandwouldcomplementthesetwo developments.

5.0SUMMARY
Inthecourseofthisstudywewereabletodiscussvariousproblemsrelatedtotouris

mdistribution,channelofdistributions,roleofintermediariesindistribution,valu
echaindistributionandmanagingthecostofdistribution.
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6.0TUTOR-MARKED ASSIGNMENT

1.DiscussthechannelofdistributioninTourismmanagement?
2.Whataretheproblemsassociatedwithdistribution
inTourisms?7.0REFERENCES/FURTHER READINGS

Buhalis,D.andLaws,E.(2001). TourismDistributionChannels:Practices, Issue
sandTransformations.London:Continuum.

Pender,L.J.(2001).TravelTradeandTransport:AnIntroduction.
London:Continuum.
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UNIT 4 HUMANRESOURCE MANAGEMENT IN
TOURISM
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1.0INTRODUCTION

Thehumanresourcedimensionisoneofthemostimportantelementsofanyindustr
ysector,nonemoresothantheservicesectorsuchas
tourism,whichischaracterizedbyhighlevelofhumaninvolvementinthedevelop
mentanddeliveryofservicesorvacationexperiences.Whatevermeansareemploy
edtodelivertourismservicestothecustomer;theroleofhumanintervention(asindi
vidualsandgroups)is
almostuniversal.Inthiscontext,themanagementofemployeesisacriticalfunctio
nandonethat,ultimately,determineswhetheratourismorganizationiscompetitiv
elysuccessfulornot.Highlysuccessfultourismorganizations,particularlyinthel
uxuryendofmarketplace,invariablyplacedconsiderableemphasisontheengage
ment,educationandempowermentoftheiremployeesatalllevels
todeliverservicesthatdefineordifferentiatetheorganizationfromothersinthefiel
d.Atthesametime,partsofthetourismsector,alongsideotherpartsintheeconomy,
aremakingincreasinguseoftechnologysubstitutionandthecreationofane-
serviceenvironment,withinwhichhumanmediationin
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theserviceprocessisreducedoreliminated.Electronicticketingandcheckinwitha
irlinesandhotelsareexamplesofthisprocessatwork.However,effectiveorganiza
tionsdousetechnologysubstitutioninselectedareasoftheirservicedeliverysyste
msinordertofocusthequalityhuman touchintheareas,whereitis,
perhaps,moreimportant.

Inaneraofincreasingemphasisonquality,thedeliveryofservicequalityintourism
,andthehumansupportsuchservicedemands,canbelookeduponasacompetitive
opportunityandstrategicissue. Theroleofhumanresourcesanditsefficientmanag
ementincreatingqualityhasbeenwidelyrecognizedasoneofthemostimportantel
ementsin
improvinganorganization’scompetitiveness.Atthesametime,thetourismindust
ryworldwideischaracterizedbyambiguousattitudestoinvestmentinhumancapit
al,inflexibleemploymentpracticesandunsustainableapproachtohumanresourc
esdevelopment(JithendranandBaum,2000).Oftenperceivedasoperationalcons
iderations(Baum,
1993),themanagementofhumanresourcesintourismcanbedescribed
asanexampleofadhocism.Itisalsoanareaofactivitythathasrepercussionsfarbey
ondtheoperationaldomaininorganizationsandclearlyimpactsonthemarketinga
ndfinancialeffectivenessoftourismorganizations.

Thisunitwilladdressanumberofkeysthemesinthestrategicmanagementofhuma
nresourcesintourism.Wewillattempttogivestudentsaflavourforthestrategiciss
uesandconcernswhichunderpineacharea,whileatthesametimerecognizingthat
eachoftheissuesidentifiedmeritsfullerconsideration. Thestudentwillhavetheop
portunitytodelve deeper intoeach topic, asappropriate.

Themesare:
Thecharacteristicsoftourismasasectorandtheirimpactonthemanagementofhu
manresources;

Tourism’simageasanemployer;

Skillsshortages intourism;

Educationandtrainingintourism;

Flexibilityandinnovation inthemanagementofhumanresources;
Recruitment,retentionandturnover;

Rewards,benefitandcompensation;
Managingqualitythroughhumanresources;

Theimpactofglobalization;

Culturalcontexts;

Theemergence ofaesthetic labour; and
Theimpactofinformationandcommunicationstechnologies(ICT).

29



HCM244 TOURISTS SITES:PRODUCTSANDOPERATIONS I

2.00BJECTIVES
After completingthisunit,youshould beableto:

*identifycharacteristicsoftourismastheyimpactonthemanagementofhumanres
ources

*appreciatetheimpactsofglobalizationanddevelopmentofl CTsonhumanresour
cemanagement(HRM)intourism

*recognizetheimportanceofquality,culturalcontextandtheemergenceofaesthet
iclabourinthemanagementofhumanresources

3.0MAINCONTENT

Thecharacteristicsoftourismasasectorandtheirimpactonthemanagementofhu
manresources.

Inmanyrespects,ourconsiderationofthisrelativelywideagenda
relatingtohumanresourcesintourismispredicteduponthefirsttheme,thatofthei
mpactthattourism’scharacteristicsasasectorhaveuponthe
managementofhumanresources. ltcanbearguedthatvirtuallyallthechallengesfa
cedbythesectorareaconsequenceofthestructureandoperatingfeaturesoftourism
.Therefore,wewillconcentrateonthisaspectinordertoset thesceneforothers.

Thebigchallengeintourismisthatitisdifficulttodefinethetypicaltravel, tourisma
ndhospitalityorganization.Thisis,inpart,because
tourismisanamalgamofsubsectorssuchastransport,accommodation,attractions
,servicesandtourismfacilitation,eachofwhichconsistsofa
numberofdifferentgroups.Forexample,thetransportsub-
sectorincludesorganizationsthatoperateairlines,railways, ferriesandcruiseship
s,busandcoachcompanies,carhireandtaxisaswellasorganizationsthatprovidein
frastructureforthese—
airports,busterminals,ports.ltalsocoversprivatetransportbycar,bicycleandonf
oot.Inadditiontothisdiversitywithineachsub-sector,tourism
organizationsvaryaccordingtosize(frommajormultinationalstomicro,onepers
onbusiness),ownership(public,private)andlocation(local,national,
international).

Tourismorganizationsalsovarygreatlyacrossnationalboundaries. Therearesom
eemergingglobalormultinationalcompaniesintourism, and thesector is
affectedbytrendstowardsglobalizationinbusiness,forexample,themajorairline
alliancessuchasStarandOneworld.However,thevastmajorityofoperatorsaregr
eatlyinfluencedbythepolitical,economic,socio-
culturalandtechnologicalcontextwithin
whichtheyarelocated,generallyatnationalorlocallevel. Theyare
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subjecttovariationasaresultofdifferingpoliticalconditions,varying
companyandconsumerlawsandtheinfluenceofcultural considerations,for
example, attitudestoalcoholin Islamic countries.

Tourismorganizationalsooperatewithinahighlyvolatiledemand
environment,primarilyexhibitedthroughseasonality(BaumandLundtorp,2001
)butalsothroughdemandfluctuationwithintheweek(businesshotelsandairlines
atweekendsfaceamajordownturn)andwithinanyworkingday. Thischaracteristi
cdemandcurveimposessignificantconstraintsonthemanagementofhumanreso
urceswithin
tourismandunderpinsmanyoftheissuesfacedwithinthethemesthatweaddresslat
er inthisunit.

Tourismorganizationsbelongwithintheservicesectoroftheeconomy.Theyare,t
herefore,verydifferentinthewaytheyoperateandhowtheyareorganizedfromorg
anizationswhichfocusontheprocessingandproductionofmanufacturedgoods.T
hereareparticularfeaturesofserviceorganizations,andtheservicesthattheyprovi
defortheircustomers,whichdifferentiatethemfromthemanufacturingsector.Th
esefeaturesestablishtheparameterswithinwhichpeopleworkandaremanagedint
ourism.Thecharacteristicsoftourismserviceoperationsincludethe
followingfeatures.

Mosttourismservicesincludeasignificant
intangiblecomponentTourismservices cannotbeinventoried
Tourismservices aretimedependent

Tourismservices areplacedependent
Consumersarealwaysinvolvedin theproduction process
Tourismservices cannotbequalitycontrolledatthefactorygate

Adifferentconceptofmarketingisrequiredfortourismservicesasatotalorganizat
ionalfunction(relationship marketing).
Thereishumanroleintourismservicedeliveryormediationwhichcreatesa
degree ofuncertaintyandunpredictability.
Thesecharacteristicsofservicesingeneralapplywithinthetourismsectorinpartic
ularandcontributetothemannerinwhichtourismorganizationsarestructuredand
operate. Theyinfluencetheoperationalcultureoforganizationsandalsohowthey
markettheirservices,howtheirfinancesarestructuredand,inparticular,themanag
ementofpeoplewithin organizations.

3.2Tourism’s Image asanEmployer
Tourismemploymentisvariedandincludesmanytypesofwork,rangingfromther

outine(gardening,cleaning,andretail)throughtothetechnological (aircraftandth
emeparkridemaintenance)andsenior
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managerial(corporateexecutivesinmultinationalorganizations).ltisthereforedi
fficulttogeneralizeaboutthesector’simageasanemployer. Thereisatendencyand
dangertoassumethatitsimageisdeterminedbylowestcommondenominatorsoth
attourismislabeledwiththeimageofroutine,hospitalityworkinhotelsandrestaur
ants.However,
tourismdoeshaveitsglamourendintermsofworkwithairlines,intourguidingandi
ntheheritagesector. Tourismwork,generally,doessufferfrom
lackofmystiquebroughtaboutbytheeaseofaccesstothetourismproductionenvir
onment.Unlikefactories,wecanworkintoandwitness
tourismoperationsinactionondailybasisandthecertaintyunderminethesector’si
mage. Thisiscompoundedbythefactthattourism,forsomeofthestructuralreason
s,isseeninsomecountriesasasectoroflowpayandtransitorywork(Wood,1997).1
nsomecultures,tourismisseenasafrivolousactivitywhichdoesnotmeritseriousc
areerconsiderationand thisundermineits attemptsto recruitqualityentrants

3.3Skills ShortagesinTourism

Baum(2002)hasexploredskillsintourismandconcludedthatthenatureandrelativ
elevelofskillsinthesectorareunderminedbysocial,
economic,politicalandtechnological contextwithinwhichtheyoperate.
Totalkoftourismasalow—
skillssectorhassomevalidityinthedevelopedworld,butismeaninglessinmanyde
velopingcountries.Likewisetotalkaboutabsoluteskillsshortagesintourismisso
methingwhichhasrelevanceinthedevelopedworld.Inmostdevelopingcountries
,thereisknowshortageoflabourbuttheskillsbasethatexistsineconomymaynotbe
turnedtoeffectivetourismwork.Indevelopedcountries,skillsshortagesexistasar
esultoftheimageproblems
thatthesectorhas,demandfactorssuchasseasonalityandchangesinthetechnical
focusofeducationandtrainingprogrammeswithinthecollege system.

3.4EducationandTrainingin Tourism

Educationandtrainingfortourismhasdeveloped,historically,overa
periodinexcessof100years,withtheburdenofinvestment,inmostcountries,share
dbetweenthepublicsector(schools,colleges,
universities,andtrainingboards)andprivateenterprises. Thetraditionalfocuswas
onthedevelopmentoftechnicalskillsincoretourismareasandthisremainstherati
onaleandpriorityofprogrammesinmany
countries.Recognitionoftheneedtocomplementtechnicalwithgeneric
skillshasemergedoverthepasttwodecadesandiswellrepresentedin
subjectbenchmarksforthe  sectorin  theUK (QAA, 2000).Investment
inskillsdevelopmentintourismisfrequentlyjustifiedonthebasisofthesmallbusin
essstructureoftheindustryanditsgeographicalfragmentation.
Yetthenatureofinvestmenthasbeensuchthattheprime
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beneficiariesofpubliceducationintourismandtrainingthroughthetrainingboard
sintheUKuptotheearly1980swereandcontinuetobethemajorcompanies,organi
zationswhich,arguably,cancaterfortheirownskillsrequirements.However,thec
asecontinuestobemadeforinvestmentinskillsdevelopmentfortourism.Thomas
andLong(2001)
notewhattheyseeasacriticalroleforsupportedskillsdevelopmentinareasofecon
omicregenerationifthebenefitofnewtourismemploymentare toassistthe
localcommunity’semploymentneeds.

3.5FlexibilityandInnovationintheManagementofHuman
Resources

Themanagementofhumanresourcesintourismisunderpinnedbytraditionsofaut
horityanddirectiveleadership.However,recognitionof
theimportanceofwhatBatesonandHoffman(1996)call‘boundary-
spanningroles’intourismhasledtoare-
evaluationoftherolesandresponsibilitiesoffrontlinestaffinmanytourismorgani
zations.
Innovationinthemanagementofpeoplehasaccordedgreaterresponsibilityandau
thoritytoallstaffonthebasisthattheyplayan
importantpartinrelationshipmarketing. Thisisreinenforcedbytheirkeyroleinen
suringcustomer’ssatisfactionandmeansthatsuchresponsibilityiscriticaliftheya
retodotheirjobsinamannerthatis
responsivetocustomerneedsandsolvescustomerproblemsina
spontaneousandtimelymanner.Innovativeresponsesseemanagementrelinquis
hmanyoftheovertvestigesofauthoritythroughprocessesofempowerment(Bau
m,1995)wherebyboundary-
spanningstaffaregiventheroleandauthoritytohandlecustomer-
relatedproblemsastheyariseandastheyseeitfit. Boundary-
spanning,whichinvolvesemployees’undertakentotallydifferentfunctionalrole
s,forexample,operationalversusrelationshipmarketing,isnowbecomingincrea
singlycommonin theservicesector.

Suchinnovationinthemanagementofhumanresourcesrequire
considerableinvestmentintherecruitmentofappropriatestaffandtheirtrainingin
bothhardcompetencies(theabilitytodelivertheproductcomponent)andinsoftco
mpetencies,suchasjudgment,complaintshandlingandproblemsolving.Suchski
lIsdemandsmaybeincompatiblewiththerealitiesofaseasonaltourismbusinessfa
cing
highlabourturnoverandofferinglittleinthewayofcompetitiveremuneration.

3.6Recruitment,RetentionandTurnover

Themobilityofstaffwithintourismisadirectfactorofthewiderenvironmental,str
ucturalandsectoraloperatingcharacteristicsthatwehaveaddressedabove.Sector
softourisminsomecountries(particularly
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developedones)faceongoingchallengestorecruitappropriatestaff,skilledandun
skilled,tokeypositionsintheindustry. Theyalsofacechallengeswithrespecttoret
ainingthesestaffoncetheyarerecruited,andreducingwhatcanbeveryhighratesof
labourturnover.Theimpact
ofvariabledemand(seasonality),issuesofremuneration,unsociableworkingcon
ditionandgenerallynegativeperceptionsofthesectorforemploymentcontributet
oproblemsfacedinthisregard. Tourismisalsoanindustrythatisseentobehighlyre
activetoshorttermlocalandinternationaleventsintermsofitswillingnesstoretren
chstaffinordertomeetshort-

termfinancialrequirements. Theimpactontravelandtransportsectorsintheimme
diateaftermathofeventsonSeptember11,2001isamajorcaseinpoint.Potentiale
mployeesmaynotwishtorisktheirlong-
termsecurityinanemploymentenvironmentthatisperceivedtobeunstable.

Atthesametime,thesmallbusinessenvironmentwithintourismmeansthattherecr
uitmentprocessmaynotalwaysbeconductedinsuchawayastoensuretheselection
ofthebestandmostsuitable
employeesforthejob.Limitedcredenceisgiventotheoutcomesofformaleducatio
nandtrainingwhileopportunitiesforworkplacedevelopmentarelimited.Asacon
sequence,therecruitmenttechniqueofinternalpromotionisnotaswidelyusedinto
urismasitcouldbe.

3.7Rewards,Benefitsand Compensation

Thepopularperceptionofthetourismindustryinmanydevelopedcountriesisthat
ofrelativelypoorpay(Baum,1995;Woo0d,1997).Thisisareflectionofanumberof
factors:

Perceptionsoftourismworkassynonymouswiththelargebutnotnecessarilytypic
alhoteland catering sub-sector;

Thelowskillsenvironment ofmanyjobswithin tourism;
Limitedworkplaceorganizationsinsometourismbusinesses,althoughthisis
nottrueof, forexample,thetraditionalairlinesector;
Seasonalandpart-timework;
Thegreyor‘tipping’economywithinmanytourismoperations,underminingcore
remuneration;

Trendsto de-
skillworkintourismthroughtechnologysubstitution;Accessibleemploymenttot
hemajorityofthepopulationthroughseasonalandothertemporarywork.

Atthesametime,tourismcanofferhighlyremuneratedandhighstatusemploymen
twithin,forexample,airlines.Inthedevelopingworld,
tourismemploymentmaybehighlyprized,anditsremuneration,relative
tolocalconditions,iscompetitivewithotheropportunitiesintheeconomy. Theexp
erienceofnewlyindustrializedstatessuchas
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Malaysia,Singapore,andTaiwan,however,isthatastheeconomy
develops,theattractivenessandcompetitivenessofremunerationintourismdecli
nes,presentingarealchallengetothesectorinmeetingitsemploymentneeds.

3.8ManagingQuality through HumanResources

Theimportanceofqualityinthetourismindustryhasalreadybeenwellestablished
(Mahesh,1993;Baum,1997).Thetouristsoftodayarequalityconscious,andthetr
endtowardsauthenticexperiencessuggeststhattheprovisionofqualityproductsa
ndservicesisessentialforthetourismindustrytosurviveinanincreasinglycompet
itiveinternationalmarket.Asaserviceindustry,qualityintourismdependsuponar
angeofhumanskillsduringtheserviceencounter,recognitionofwhichhasresulte

dintheadoptionofconceptssuchasmanaging ‘momentsoftruth’(Carlzon,1987)a
nddevelopinga‘spiritofservice’(Albrecht,1992).Carlzondescribes‘momentoft
ruth’asthepointofcontactbetweenthecustomerandemployeeofthecompany,an

darguesthatthesearethecriticaloccasionswhichdetermineacustomer’ssatisfacti
onina serviceencounter.As

Berry(1995:89)observes, ‘customersmaynotgiveextracredittobusinessfordoin
gwhattheyaresupposetodo,rathertheyattachhighervalue tothosethat surprise
withunusualcaring,commitment,andresourcefulnessduringtheserviceencount
er’.Humanresource
managementobviouslyplaysacrucialroleindevelopingqualityservice. Thecriter
iaofgood,perceivedqualityserviceidentifiedbyGronroo(1998)furtherunderlin
estheimportantrolesofhuman

resourcesindeliveringservicequality. Thesecriteriaareprofessionalismandskill
;attitudesandbehaviour;accessandflexibility;reliabilityandtrustworthiness;rec
overy;andreputationandcredibility.Mostoftheseelementsbelongstrictlytotheh
umanresourcedomain,
buttheyarealsorelevanttotheservicequalityisakeydeterminantofcompetitivesu
ccessinthetravelandtourismindustry,thekeytoqualityinthetravelandtourismin
dustryisitshumanresource’.Withtheincreasingemphasisonquality,serviceindu
striessuchastourismneedtoconsiderservicequalityasacompetitiveopportunitya
ndastrategicissue(GambleandJones,1991;RapertandWren,1998).Theefficient
managementofhumanresourceshasbeenwidelyrecognizedasoneofthemostimp
ortantmethodsofimprovingquality(Horney,1996:70),andcompetitiveness.
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3.9Thelmpact ofGlobalization

Therearethreekindsofglobalization:technological,politicalandeconomicgloba
lization.Globalizationmakesdistancearelative
insignificantfactorinthatitestablisheslong-
distanceeconomic,commercial,politicalandsocio-
culturalrelations.ltismorethansimplyawayofdoingbusinessorrunningfinancial
markets—
itisanongoingprocess.Moderncommunicationsystemsmaketheprocesseasier.
Forexample,theBritishandAmericanservicesectorsareincreasinglydealingwit
h theircustomers
throughcallcentresinindia. Anothermajormanifestationofglobalization
istheincreasingpowerofglobalbusinesscorporationswhichfollowastrategyofgl
obalexpansion.

Globalizationhasdefiniteinfluencesonhumanresourcemanagement. Thechangi
nglabourmarketsreducedthenumberoflow-
paidjobsforthepoorlyeducatedwhilesimultaneouslyincreasingthenumberoflo
w-paidjobsforthebettereducated(Lubbers,1998).Thesetrendscreatea
mismatchbetweenavailablelabourandlabourforwhichademand
exists.Jobseekerswithalackofvocationaltrainingaremorefrequentlyexcludedfr
omjobopportunities. Atthesametime,becauseofglobalization,
thesupplyoflabourfromlessdevelopedcountriesaffectsthegloballabourmarket
andespeciallythosewhohaverelativelylimitedskillstooffer,astheyarelikelytob
emarginalizedbymorequalifiedandcheapermigrantjobseekers. Thisresultsinas
ituation
whereonlythemostcompetitivecanretaintheirpositioninthelabourmarketplace.

Theglobalizationofbusinessfirmshasanumberofimplicationsforhumanresourc
emanagement(Schwella,2000).Knowledgeandskilled
workerswillbecomeincreasinglymobilesothatrecruitmentwillbefromaglobalp
oolratherthananationalorlocalpool.Employerswhoareunabletoprovidecompet
itivepackageswillbeconfrontedwithanincreasingshortageofthesetypesofwork
er,inordertorecruitnewemployeesfromaglobalpool. Employerswhoareunablet
oprovide competitivepackageswillbeconfrontedwithanincreasingshortageof
thesetypesofworker.

Themajorfactordrivingglobalizationofthetourismindustryaretheliberalization
ofairtransport,theliberalizationintradeinservices,economicintegration,andthe
emergingpowerofinformationandcommunicationstechnologies(1LO,2001a).
Besidesincreasingthepowerofthemultinationaltourismbusinesses,andbeingap
otentialthreattoindigenous,smallandmedium-
sizedtourismbusinesses,globalizationtendstogeneratefurtherhomogenization
oftourismproducts.Globalizationhasalsocreatedhigh-skilled’tourists
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(Richards,1995),whoarebetterinformed,moreexperiencedandquality-
conscious.

Amajorconsequenceofglobalizationintourismistheissueof
matchingemployeeskillswithchallengingindustryrequirements. Thetraditional
practiceofemployeeslearningamajorityofskillsonthejobandgraduallyprogress
ingtoseniorpositionsisthreatenedbytherapidtechnologicalchangesandtheneed
torespondtothechangingservice
requirements.Employeesattheoperationalandmanageriallevelsarenowrequire
dtobemoreflexible.AccordingtoBecherelandCooper
(2002),globalizationhasmajorimplicationsforhumanresource
managementintourism.Theseinclude:

Theneedfordifferentskillsandcompetenciessothatemployeesareabletodealwit
hthewidespreaduseoftechnology,especiallytheinternet;
Dealingwithemploymentrelatedconsequencesofmergersandstrategicalliances

Issuesoftherelocationofemployees,andunderstandingthesocialandculturalsen
sitivitiesofthoseworkingawayfromhome;
Newformsoftourism,utilizingnaturalandculturalenvironments,thatcreatesade
mandforindigenousemployeeswhocandeliverhigh-qualityandoriginal
products andservices;
Meetingtheneedsofhighlyskilledtouristswhoaremoreexperiencedanddemand
higher-qualityproductsandservice.

3.10Cultural Contexts

Cultural,nationalandethicaldiversityisincreasinglybecomingamajorfeatureoft
heworkforceintheglobaltourismindustry(Baum,1995).Labourmobilitywithint
heregionalassociationssuchastheEuropeanUnionhasmajorimplicationsonthet
ourismindustry;globalizationandtheincreasedintegrationofglobaleconomyten
dtohaveapositiveeffectonlabourmobility.Demographicchanges,especiallythe
increase
intheaveragecitizensandthelowpopulationgrowthinthedevelopedworld,maket
hemovementoflabourfromdevelopingcountriestothedevelopedonesinevitable
.Inthenextfewdecadessuchdemographicchangesarelikelytobeamajorissueinm
aintainingsustainableproductivitylevelsindevelopedcountries.Inordertomaint
ainthepresentstandardoflivingandthereforethecurrentsizeofworkforce,
theywillneedanannualinflowofmillionsofmigrantworkers.

Amajorchallengeresultingfromthesechangesistheneedtomanageaculturallyhe
terogeneousworkforce.Humanresourcemanagersintourismindustryhavetodea
Iwithmulticulturalism,andmulti-

ethnicityintheworkplace. Theyneedtobesympatheticto,andsensitiveof,
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individuals’orgroups’originsandbackground.AccordingtoBaun(1995:176),is
suesinclude:

Whereabusinessinthetourismindustryreceivesguestsfromcountries,
culturesandethnicbackgroundsthataredifferentfromthatofthedominantculture
inwhichthebusinessislocated(e.g.,Japanesevisitors stayingin aparishotel);

Whereguestsarefromadifferentculture,nationalityorethnicoriginfromthatofth
eworkforce(e.g.,inaChineserestaurantstaffedbyimmigrantChineseworkersan
dcateringforlocaldemandin,say,Baucharest,OsloorRome);

Whereavaryingproportionoftheworkforceinabusinessor
departmentareofdifferentcultural,nationalorethnicoriginsfromthatofthedomin
antlocalculture;

Wherethemanagementofthetourism/hospitalitybusinessisfroma
differentcultureorethnicbackgroundfromthatofthemajorityoftheworkforce;

Wherethecorporatecultureoftourismbusinesssignificantlydifferentfromthatno
rmallyprevailinginthecountryorcommunityinwhichitisbased,whichwouldme
anthatalthoughthereislittleornodistance
betweenthemanagementandoperationalstaffintermsoftheiroriginal
culture,corporate normscreatenewdivideswhichmustbeaddressed.

Thesesituationsarelikelytocreatemisunderstanding,conflictanddiscriminatory
behaviourintherelationshipsbetweenmanagers,staffandindeed,guests.Multicu
Ituralmanagement,whichisaboutanticipatingpotentialproblemsintheinterrelat
ionshipsofdifferent
customerandemployeegroups,andinstitutingpositivemeasurestoavoidtheirocc
urrence(Baum,1995),isanessentialskillthathuman
resourcesmanagersinthetourismindustryrequireinaneraof*cultural
globalization’.

3.11TheEmergenceof ‘Aesthetic Labour’

Warhurstetal.(2001),intheirpioneeringresearchontheservicesectorlabourtrend
sinGlaslow,identifiedarelativelyunder-
appreciatedandunexploredformoflabour,namely‘aestheticlabour’. Thishasbee
ndefinedas‘asupplyofembodiedcapacitiesandattributespossessedbyworkersat
thepointofentryintoemployment’(Warhurstetal.,2001).
‘Lookinggood’or‘soundingright’isdescribedastheobviousmanifestationsofae
stheticlabour,whichcanbeamajorvariablein ensuringservice quality
inthetourismindustry.
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Theemergenceofaestheticlabourmeansthathumanresourcemanagershavetode
veloptheseskillsandattributesthroughtheprocessesofrecruitment,selectionand
training,transformingthem
intocompetenciesandskillswhichareaestheticallygearedtoproducingahigher-
qualityserviceencounterinwhichstyleisamajorcomponent.Recruitmentandsel
ectionistheobviousstartingpointinincorporatingaestheticlabourintothehumanr
esourcemanagementofthetourismsector.
Organizationsnowhavetolookforthe‘right’sortofappearanceanddisposition.

3.12ThelmpactofinformationandCommunicationsTechnologies

Informationandcommunicationstechnologies(ICTs)havechangedthewaysinw
hichthetourismindustryisorganizedandmanaged. Thetourismindustryisconfro
ntedwithchangesinitsdistribution,marketingandworkingsystems.Buhalis(199
8)arguesthatthelCT-
basedinteractionbetweencustomersandserviceprovidersreducedtransactionco
sts,creatingaprocessofdisintermediation. Internet-
basedintermediariesfacilitatedirectinteractionbetweentourists,tourist
destinationmanagersand serviceproviders.

SpecifichumanresourcemanagementissuesresultingfromtheapplicationofICT
sincludedevelopingtheskillsandefficiencyoftheworkforce,increasingexpense
sontraininganddevelopmentandincreasingthequalityof,andparticipationin,trai
ningsystems.

ThespreadoflCTsinthetourismindustryandlikelydisappearanceof
manyserviceprovidershavemajorramificationsforhumanresource
managementintheformofhandlingpotentiallylarge-
scaleredundancies.Whileitrepresentsamajorlossofcomparativeadvantageinde
velopingcountries,downsizingworkforcescreatesnewfunctionalchallengesfor
humanresourcemanagement. Theemployeewelfare
functionsoforganizationsarelikelytoregainimportancewhentheyarefacedwithr
etrenchmentofemployees. Thedevelopmentofinnovativeseverancepackagesa
ndcounselingservicesarelikelytoassumemoreimportanceasahumanresourcem
anagementpractice. Thiswillalsohaveanimpactontourism’simageasanemploye
r,makingitincreasinglydifficulttoattractqualityemployees.

4.0CONCLUSION

Inthisunit,wehaveattemptedtotouchuponsomeofthekeyhuman
resourcesissuesthatimpactupontourismoperationsatastrategiclevel.Inevitably
,insodoing,wehavehadtomakejudgmentsabouttheissuesthatare addressed
and,therefore,haveomittedsignificantareas.
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Humanresourceconcernsininternationaltourismremainamongthemostintracta
bleformanagersinthesector.Whilethefocusofconcern
variesconsiderablyfromsectortosectorandwithdifferentculturalcontexts, thesu
bstanceoftheseconcernsshowsamazingsimilaritiesthroughouttheworld. There
arenosimpleanswerstomanyofthechallengesthatwehaveoutlinedhere.Howeve
r,itisessentialthatanydiscussionoftourismmanagementissuesconsidersthosere
latingtothemanagementofpeople.

5.0SUMMARY

Inthecourse ofthisstudy,wewereabletodiscussthecharacteristicsof
tourismasasectorandtheirimpactonthemanagementofhumanresources, Touris
m’simageasanemployer,Skillsshortagesintourism,
Educationandtrainingintourism,Flexibilityandinnovationinthemanagementof
humanresources,Recruitment,retentionandturnover,Rewards,benefitsandco
mpensation,Managingqualitythroughhumanresources, Theimpactofglobalizat
ion,Culturalcontexts, Theemergenceof*aestheticlabour’,andfinally,thelmpact
ofinformationandCommunications Technologies.

6.0TUTOR-MARKED ASSIGNMENT

1.Discussthecharacteristicsoftourismassectorandtheirimpact
onhumanresourcesmanagement?
2.Whatistheimpactandtrainingintourismmanagement?
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1.0INTRODUCTION

Theunitdescribestheoperationalsitemanagementwithinnaturalareasbyconcent
ratingonvisitorflowcontrols.ltcommenceswithageneraldescriptionofissuesbe
foreproceedingtoamoredetailedconsideration  oftherolebrochure,  visitor
informationcentresandfootpath.

2.00BJECTIVES

Thepurposeofthisunitistodescribeoperationalconsiderationsthatfacesitemana
gerswhenseekingtobothprotectnaturalenvironments
andcreatesatisfactoryvisitorexperiences. Attheendofthisunityoushouldbeablet
0:

*considerthecontextwithinwhichoperationalsitemanagementislocated

*describedifferenttechniquesthatmanagerscanuse
*stresstheimportanceofpropercareintheimplementationofthesepolicies.

3.0MAINCONTENT
3.1TheManagementTask

Visitorstonaturalattractionsmaybemotivatedbyanynumberofreasons,reasons
whichdeterminedifferentmodesofbehaviour:Forexample,somevisitorsmaysi
mplywishtorelaxwithinfamilygroups,
andthusmeander,watchchildrenplayandnotnecessarilywalkgreatdistances.Ot
herpeoplemaybemotivatedbyspecificwishestoobserve
particularfaunaandflora(i.e.smallanimalsandplants),whileyetothersusethenat
uralsettingassimplyabackdropwithinwhichto
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undertakesomesportingoradventurepursuit.Whatevermotivemight
dominate,thevisitorwillgeneralseeksatisfaction. Asaresult,siteandattractionm
anagementposesmanyproblemsduetothepotentialforanyoneareatobeeffective
lyamultipleproduct.Anyonesitemightthereforebeviewedasacollectionofphysi
calattributesofterrain,sceneryandtopography,completewithman-
madeassetssuchas
heritageaccommodationandvisitorcentres.Suchsitesarealsorepositoriesofpsyc
hologicalbenefitsandappraisalsonthepartofthosepeoplewhovisitanduseasite.
Thereforeinadditiontotheoperational
managementtasksofdevelopingandmaintainingnaturalandbuiltfabric,siteman
agersmustalsoconsiderissuessuchpsychological
crowding,thenatureofthevisitorexperienceandthesourcesof
satisfactionassociatedwithdifferentneedsandbehaviours.Forexamplesomevisi
torswillseekasenseofisolationandemotionalidentificationwithnaturalplaces,a
ndwillnotappreciatethecriesofadventureseekers,orthechatteroffamilygroups.|
ndeed,paststudieshaveshownthatittakesverysmallnumbersofvisitors
todetractfromtheenjoymentofothertypesofvisitor.Oneissueinforsitemanagem
entistoensure thatuserswithconflictingneedsarekeptseparateasfar
asispossible.

Totheseconcernscanbeaddedthoseofwantingtosustainthequalityofthenatural,
socialandhistoricalenvironment.Sitemanagers,
especiallythoseinparkregimes,areoftenchargewiththeprimarycareofnotonlye
xistingfaunaandflora,butalsoperhaps,theremovalofexoticsandpests.Forexam
ple,inAustralia,Canada,NewZealandandtheUSA ,parkauthoritiesareoftenenga
gedinthereintroductionof nativespeciesthathavebecomeextinct
inagivenregion,theremovalofintroducedspeciesnotoriginallynativetothearea,
andtherestorationoforiginalnaturalenvironmentsasfar asispossible.

Itcanbeseenfromtheforegoingdiscussionthatsitemanagementofnaturalplaces
involvesatleastthreeconsiderations:

Thenaturaloftheterrainandmaintenanceofphysicalinfrastructure,theneedsofvi
sitors,andtheneedsforenvironmentalconservationandrestoration.

Fromatourismmarketingperspective,theplaceistheproduct,insofarasaplaceisa
collectionofphysicalassets,butstory-
tellingisabouttheinvolvementofemotions.Forthosevisitorstoparkswhowishto
engage
withtheplace,theprovisionofsuchservicesinvolvesthecognitiveaswellastheem
otional—
thesevisitorsareinformationgatherersandthisactofinformationgatheringemerg
esaprocessofevaluationthatoften
engagesanemotiveresponse.Consequently,sittmanagementinvolvesareiterati
veprocessbetweentheattributesoftheplace, thedifferent
potentialities.Itpossessesforeffectivenessaswellascognitive
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experiences,
andthewaythattheplaceispresentedtothepublicandthestoriestoldinthemarketin
g literature. Ifthereisnocongruencebetween
thesedimensions,possibleoutcomescanincludedisappointedvisitors,diminishi
ngrevenue,andthreatenedlandscapesandheritagesitesduetoreducedexpenditur
eonconservationandasubsequentdeteriorationoftheplace,experience
andorganisation.

3.20perational Techniques
a. MarketingMaterials

Marketingmaterialsintermsofbrochures,maps,andbookletsarein
shapingvisitorexpectations.Informationcanbepresentedina‘dry’
manner,dominatedbyatextwritteninthethirdpersonandprimarilyconcernedwit
hpresentationof*facts’aboutthehistoryandcultureassociatedwithaplace.Orthes
ameinformationcanbepresentedina
glossybrochurewithphotographicandpictorialillustrationsandinterpretationso
fdatain termsofvisitors’ experience. Thetone,text
andpresentationofpromotionalmaterialisnotneutral,butisvitalineitherattractin
gorinhibitingvisitors.

Promotionalmaterialsarethereforeimportantinbringingmessagestothenoticeof
thepublic:theyarenotsimplyanadvertisingmedium,butarepartoftheproductdes
ignitself.Bycreatingexpectationabout
experience,inanindustrywhosemainproductisexperienceofplaceandsubseque
ntevaluationsofthatexperience,promotionalmaterialshecomesatoolthatsitema
nagerscanusetopromotethosemessagesthattheyfeelarepertinenttotheobjective
softheirsitesplans.

b. InformationandVisitorsCentres
Informationcentreshaveanimportantroletoplayforanumberofreasons.First,the
yaresourcesofinformationaboutaplaceandthenaturalandculturalenvironmento
fthatplace.
Secondly,theyareplacesofvisitationintheirownrightandthroughcarefuldesigna
ndinvestmentcanbecomeproxiesfortheplace,detainingvisitorsforsignificantpe
riodsoftime.

Thirdly,theymaybesitesofrevenuegeneration.

Fourthly,theyareplacesofrefreshmentandconveniencethroughtheprovisionofr
estaurants,cafés, toiletsandcarparking.

Finally,informationcentresfulfilltheroleofgatekeepertotheattributes ofa place.
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Sitemanagersarecontinuouslyengagedinactsofselection,identifyingthoseaspe
ctsoftheplacetheywanttobringtotheattentionofvisitors,andinterpretingthosepl
acesforvisitors.Ofteninformationcentres
engageinvisualpresentation,againinvolvingmanyactsofselection—
whichplacestophotograph,theanglesfromwhichtheyarephotographed,theseas
onsrepresented,thesequencingofitemsetc.andtheveryactofselectionbestowsal
egitimacyonwhatisshown,andanimplieddiminutionofimportanceaboutthatwh
ichisnotshown.Fromaconservationperspective,thedirectingofthevisitors’atten
tion,andthepotentialvisitorbehaviourthatmayresult,isveryimportant.ltmayma
kevisitorsawareofthespecificimportanceofasite,butcanredirecttheirtravelpatte
rnsawayfromlocationsofgreatestfragilityandvulnerabilitytohumandisturbanc
e.Theveryactofdetainingavisitorat
acentremaylessenthepossibleimpactsoflargenumbersofvisitorsataspecificsite.
GiventhatmanyvisitstoNationalParksaredaytrips,thecombinationofawell-
establishedinformationcentrewithtrailsthatareeasily
accessedfromthecarpark,pluscateringandtoilet
facilitiesatthecentre,maywellmeanthatahighproportionofvisitorsmayacquire
highlevelofsatisfactionbutwithlittleintrusionupontheverynaturethatattractedt
heminthe firstplace.

Anumberofdifferenttechniquesexisttodetainvisitors.Oneofmoresuccessfulist
hatofaudio-
visualpresentations.Forexample,in2002,MountZionNationalParkintheUnited
StatesofAmericaestablishedtheHumanHistoryMuseuminthepark’sformerVis
itorCentre.Partof thestory-tellingincludesa22-
minuteaudiovisualpresentationthatcommenceseveryhalthour.Fortheday-
trippertothepark, parkingthecar,visitingthemuseum,seeingtheaudio-
visualpresentation,looking
attheotherexhibits,visitingtheshopandbuyingrefreshmentscaneasilytakeupab
outtwohoursofthetotaltimespentatthepark.Giventhattheparksattractsover2mil
lionvisitorsayear,thisabilitytoconcentratevisitorsintoanareathatiscapableofsu
staininghighnumbersisimportant.

Additionally,theparkhasspecificallybuilttrailsthatemanatefromthevisitorcent
resthatarenotonlyaccessibletothoseinwheelchairs,butalsotothelessenergetic.
Thesearesupplementedbyrangerguided

toursbothduringthedayandatnight. Theparkalsomakesavailableshuttlebustour
sandprovidesarangeofwalks,manyofwhichareof

lessthantwohoursduration. Thesetechniquesofholdingvisitorsat
sites,conductingvisitors,providingeaseofaccesstocertainlocationsandprovidin
gmapsfordefinedwalksarecopiedbymanyparkauthoritiesaroundtheworld. The
advantagesofsuchschemesinclude:Creatingaccessibilitytonaturalareasforthel
essmobile(whetherthroughphysicalhandicaps oradvancingage);
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Providinginformationtoenablepeopletobetterunderstandthelocations;
Creatingsafeenvironments wherepeoplearelessexposetorisk;
Creatinghighlevelsofsatisfactionbyallowingpeopletoengagewiththesitethrou
ghpresentationsby,andcontactwith,rangersandbynotexposingthemtoconditio

ns withwhichtheycannotcope;

Generatingrevenuethroughsalesoffoodstuffs,souvenirs,toursandperhapsfranc
hisedoperations;

Preventingpeoplefromwanderingintoareaswherethreatenedspecies mightbe
atrisk;and

Concentratingpeopleintoareasthatcanbeeasilypatrolledbyrangers,
therebyhelping toensurevisitorsafety.

C. Footpath
Associatedwithvisitorcentresarefootpathsandtrails. These,tooareimportantpar

tsinthemixofoperationalflowsofvisitorsandenhancementofvisitors
satisfaction.

4.0CONCLUSION

Inconclusion,sitemanagementinvolvesareiterativeprocessbetween
theattributesoftheplace,thedifferentpotentialities. Itpossessesforeffectiveaswe
Ilascognitiveexperiences,andthewaythattheplaceispresentedtothepublicandth
estories toldinthemarketingliterature.

5.0SUMMARY

Inthecourseofthisstudywewereabletodiscussthemanagementtaskandsiteopera
tionstechniquesintermsmarketing,informationandvisitorscentre.

6.0TUTOR-MARKED ASSIGNMENT

1.Discusssitemanagementintourism?
2.Stateanddiscussoperating techniquesinsitemanagement?
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1.0INTRODUCTION

Theunitprovidesanoverviewoftourismcorporatestrategy.Withoutstrategy,org
anizationsaresusceptibletostrategicdrift—
aconsequenceoffailuretomonitorandrespondtochangingexternalenvironment.
Organizationswhichdonotusestrategicplanningtendtomakeadhocdecisionsan
dbereactiveratherproactivetoevents. Theabsenceofan
effectivestrategycanresultincorporatefailure.AccordingtoJohnsonandScholes
(2001),“strategyisthedirectionandscopeofanorganizationoverthelongterm:wh
ichachievesadvantagefortheorganizationthroughtheconfigurationofresources
withinachangingenvironment,tomeettheneedsofmarketsandtofulfilstakehold
erexpectations”.Strategiesareformulatedtoachievegoalsatamoregenerallevel,
forinstancesustainabletourism.
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2.00BJECTIVES
Attheend ofthisunityoushould beableto:

appreciatetheimportanceofbothmissionandstakeholdersin
tourismmanagement

*identifythetechniquesofstrategicanalysisand choice
*enumeratetheprocessofstrategicimplementation.

3.0MAINCONTENT
3.1MissionandStakeholders

Itisdifficultforanorganizationtoformulatestrategywithoutaclearideaofitsovera
[laim.Themissionofanorganizationcanbethoughtofaswhattheorganizationistr

yingtoachieve;whatitspurposeoraimisandwhereitistryingtoheadinthemedium

to longterm (David,
1989).Amissionstatementshouldbesuccinct,achievable,visionarystatementan
dlookstothefutureanddescribesthemainaimoftheorganization.

Tourisms havemissionsthatencompassdifferentaims:

‘tourismConcern campaignsfortourismindustrythatis
Justyieldingbenefitsthat arefairlydistributed,;

Participatory:involving localpeople in its development and
management;and

Sustainable:puttinglong-termenvironmentalandsocialbenefitshort-termgain

InthiscaseitisethicalconsiderationsratherthanprofitwhichguideTourismconce
m.

Anorganization’smission isoftenaccompanied
byaseriesofobjectivesthatspelloutthegoalsthatneedstoachievetorealizeitsmiss
ion.
Objectivesmaybewritteninaclosedoropenform.Closedobjectivesdescribequan
tifiabletargetsandshouldconformtoSMARTprinciplesandthusbe:

Specific;

Measurable;
Agreedwiththosewhomustattain them;
Realistic;and

Time-constrained.
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Ontheotherhand,openobjectivesarewritteninmoreofaqualitativestyle.

Themissionquestion(whatdoestheorganizationexistfor?)cannotreadilybeans
weredwithoutconsiderationofstakeholderquestion(whodoesanorganizationex
istfor?).Theterm‘stakeholder’referstoa
personorgroupofpeoplewhohaveaninterestintheoperationofa
particularorganizationand‘stakeholderanalysis’(Mitroff1983;Freeman,1984)
isausefulwayofanalyzingtheimportanceofdifferent
stakeholderstoanorganization.Stakeholderanalysisstartswithamappingofaran
geofstakeholderswhoareoftendividedintothose
whoareexternalandthosewhoareinternationaltoanorganization.Astakeholder
mapfor British Airwayswouldinclude:

Shareholders(maybedividedintolargeand small);
Directors;

Workers;

Customers;

Bankers;

Keysuppliers

AirlinesinoneworldAlliance;
Localcommunities;and

Environmentalgroups.

Butitisstakeholderpowerwhichwilldeterminetheinfluencethatdifferentgroups
haveinanorganization’smission.Thepowerofinternalstakeholdersisinfluenced
byfactorssuchaspositionintheorganization,controloverresources,powerofpatr
onage,charismaandspecialistknowledge.Externalstakeholderscanwieldpower
becauseofcontrolofresources(particularlyfinance),theirconstitutionalrole(e.g.
shareholdersvotingrights) andlegalagreement(e.g.bank).

3.2StrategicAnalysis

Thenextstageintheformulationoftourismcorporatestrategyisstrategicanalysis.
Thisinvolvesconsiderationofthemajorinfluencesaffectingtheorganization’sab
ilitytofulfillitsmissionintermsofresourcesandenvironment. Strategicanalysisr
eportsonthecurrentandfuturestrengthsandweaknessesandopportunitiesandthr
eats(SWOT)facing theorganization.

Opportunitiesandthreatssummarizetheexternalenvironmentalfactorsthatatour
ismorganizationfaces.Thekeyelementsoftheexternalenvironmentmaybesum
marizedasC-PESTfactors which referstothe Competitive;

Political;
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Economic;
Socio-cultural;and
Technologicalenvironments.

Strengthandweaknessesanalysissummarizesthestateoftheinternalresourcesof
anorganization.

Opportunities,threats andtheexternalenvironment

Thecompetitiveenvironmentofthetourismindustrydescribestheextentofinflue
nceoftourismorganizationsordestinationupononeanother,andthatofsuppliersa
ndbuyers. Thecompetitiveenvironmentmaybeanalyzedintwoways.First,struct
uralanalysisexaminesthewholeindustryinwhichatourismorganizationoperates
forcompetitivepressures.Profit-
maximizingtourismorganizationwillseekaposition
withinanindustrywherecompetitivethreatscanbeminimizedandcompetitiveop
portunitiesexploited.Porter’s(1980) fiveforces’modelcanbeusedtoanalyzethe
competitiveenvironment. Thefiveforcesproposedbyporterare:

Thethreatofnewentrants;
Thepowerofbuyers;
Thepowerofsuppliers;

Thethreats ofsubstitutes;and
Thedegreeofrivalrybetween competitors.

Secondly,competitoranalysisinvolvesamoredetailedlookatatourismorganizati
on’sexistingandpotentialcompetitors. Itenablesanorganizationtoformulateastr
ategyinthelightofanassessmentofitskeyrivals.Porter(1980),setsoutaframewor
kforcompetitorsanalysis
bydeployingaresponseprofileofcompetitiveorganizations. Theprofileisdivide
dintotwosections.Thefirstsectionasksquestionsaboutthemotivesofcompetitor
sandsecondsectionasksquestionsaboutthecompetitors’currentandfutureactivit
ies. Thedetailedquestionsthat
needtobeaddressedwithintheresponseprofileinclude:

Productlines;

Prices;

Quality;

differentiation
advertising;
marketsegment;
marketingpractices;and
growthandprospects.
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Buhalis(2001)providesastrategicanalysisofthecompetitivenessoftourisminGr
eece,identifyingitsuniquenature,cultureandheritageasstrengthsandthelackofd
ifferentiation ofthetourismproductaswellas
competitivedisadvantagesinmarketingandplanningasweaknesses.

Thepoliticalenvironmentisimportanttotourismorganizationssinceit
isherethatchangesinlaws,regulationsandpolicyoccurs(HallandJenkins,1995).
Itisthereforeimportanttoestablishthelocationofpoliticalpower,howpoliticalpo
wermaychangeinthefutureandthelikelyeffectsofthisonpolicy.Analysisofgove
rnment,oppositionandelectioncycleyieldsinformationonthepoliticalenvironm
ent,andgovernmentplansandpartymanifestoarealsoimportantsourceofinforma
tion.Inaddition,pressuregroupactivitycanbeimportantin
influencingpolicyindemocracies,andtheactivitiesofsuchgroupasGreenpeacea
ndTourismconcernattempttoaffectgovernmentpolicyasitrelatestotourism.

Theeconomicenvironmentaffectstourismdestinationsandorganizationsbothin
termsofdemandfactorsandespeciallyinthecaseoforganizations,intermsofsuppl
yandcostsaswell(Tribe,1999). Themaineconomic
variablestobeanalyzedinclude:

Consumers’Expenditure.Thisistheamountofmoneyconsumers
actuallyspend.lItismainlydeterminedbyincomelevel,butisaffectedbysavings,t
axationandgovernmentbenefitpayments,consumercreditandexpectationsabou
tthefuture. Thereisadirectpositiverelationshipbetweengrowthinconsumers’ex
penditureandgrowthdemandfortourism.

ExchangeRates.Thisisthevalueofacountry’scurrencyintermsof
othercurrencies.Ahighexchangerateforthepoundsterlingmeansa
lowercostfortouroperatorsbuyingservicesinforeigncurrency.Itis
alsoencouragesUKoutboundtouristsbut discouragesinboundtourists.

InterestRates. Thisaffectsthecostofborrowing.Highinterestratesincreasethec
ostsoftourismorganizationsanddampentourists’demand.

Taxation.Thisincludestaxesonincome,spendingandprofits.Increase
intheformer canreducetourismdemand.

Inflation. Thisisthechangeinthegenerallevelofpricesanditcanresultin
destinationsbecominglesscompetitive.

Strength,weaknessesandanorganization’sresources
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Analysisofitsresourcesandproductsorservicesenablesatourismorganizationto
assessitsstrategiccapability—or how wellit
isequippedtopursueitsstrategy.Resourcesaretypicallyclassifiedunderfourhead
ings.

Physicalresources,includingbuildings,fixturesandfittings,machineryandtrans
portfleets.

Humanresources,consistingmainlyskills.

Financialresources,demonstratedbyanorganization’sliquidityanditsoverallde
btorcredit situation.

Intangiblesincludingacquiredknowledgeandskills,patentsandrecipes,goodwil
| brands andcorporateimage.

Performancemonitoringanalysesthewayinwhichresourcesarebeingutilizedan
dcanincludethefollowing:

Analysisofefficiency;
Financialanalysis;
Appraisal;and
Comparativeanalysis.

Efficiencymeasurestheratioofinputstooutputs.Broadermeasuresoffinancialev
aluationincludeshareprices,earningspershare,andreturnoncapitalemployed(R
OCE).Appraisalisusedfortheevaluationofhumanresourcesandisaprocesswher
eemployeesmeetwiththeirlinemanagerstosettargetsforthefutureandreviewper
formanceagainstprevioustargets.Comparativeanalysiscanbemadebyreference
toanorganization’shistoricalrecord,tootherorganizationsinanindustry(bestpra
cticeOortobenchmark.

3.3StrategicChoice

Strategicchoiceisconcernedwiththegenerationofstrategicoptions,an
evaluationofstrategicoptionandtheselectionofstrategy.Insimple
termsanorganizationseekstogainadvantageoveritscompetitorseitherbyselling
acheaperproductthanthecompetitors,orabetterproduct
thanthecompetitor,orcheaperandbetterproduct. Thesearethekeystrategicoptio
nsavailable.Duringanyphaseofstrategicreviewanumberofstrategicoptionswill
begeneratedfromstrategicanalysis.
Thepreferredoptionwillpassthetestsofsuitability, feasibilityandacceptability.
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Apricebasedstrategyseekscompetitiveadvantagebyofferingthelowestpricesint
heindustry.Akeywaytoachievethisistoreduce costsbyofferingabasic,
standardized,mass-
produced,nofrillsproductswithinessentialaspectsstrippedoutofthevaluechain.
Ontheotherhand,adifferentiationstrategyoffersproductqualityanduniqueness.
Thisisachievedthroughdesign,innovation,attentiontoqualityandadvertising.

Someorganizationsseektoprovidehigh-qualityproductsatlowprices—
ahybridstrategy. Thisisdifficulttoachievebecauseaddingextraconsumervaluea
ddstocostsandforcesupprices.ltisgenerallyfeasibleifanorganizationcanachiev
eeconomiesofscalesothataveragecostsfallinline
withagrowthinoutput.Eachofthesepositions offers a
strategyforgainingcompetitiveadvantage.

3.4Strategiclmplementation

Theagreedorganizationalstrategywillgenerallybesetoutinaformaldocumentan
deffortthenneedstobedirectedatstrategicimplementation. Thisisconcernedwit
htheputtingintopracticeofan
organization’sstrategy.Initialconsiderationmayneedtobegiventologisticandop
erations.Complexstrategieswillneedaprojectplanwhichtakeslogisticsintoacco
untandprovidesalogicalsequenceofwhathastobedonebeforeeachstageofthepla
ncanberealized.It
thereforetakesaccountoftimescalesandtheinterdependencyofdifferentelement
sofastrategyandallowsa critical pathto bemapped.

4.0CONCLUSION

Inconclusion,thegeneralstrategicmethodoutlineinthisunitrepresentsastandard
cycleofstrategicplanningandaclassicalapproachto
strategy.However,itshouldbenotedthatthesuccessofastrategydependsontheac
curacyofmuchoftheanalysiscontainedintheplan.
Muchoftheanalysisinvolvesforecastingandthefutureisnotoriouslyunpredictab
le.

5.0SUMMARY
Inthecourseofthisstudywewereabletodiscusstheimportanceofbothmissionand

stakeholdersintourismmanagement;thetechniquesofstrategicanalysisandchoi
ceandfinally,theprocessofstrategicimplementation.
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6.0TUTOR-MARKED ASSIGNMENT

1.WhatdoyouunderstandbyMissionandstakeholdersinTourismmanagement?
2.Compareandcontrastbetweenstrategicanalysisandstrategicchoice?
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1.0INTRODUCTION

Townandcitieshave,throughouthistory,beenafocusoftourist
activity,providingaccommaodation,entertainmentandotherfacilitiesforvisitors.
Forexample,theearlydevelopmentofspatourisminthesixteenthcenturyandthee
mergenceofresort-
basedseasidetourismintheeighteenthcenturywerebothrelatedtourbanlocations
whilethestructureoftheGrandTourwasdeterminedtoagreatextentbythecultural
lysignificantcitiesofEuropeTowner,1996).Howeveritis
onlymorerecentlythattheimportanceofurbantourismhascometoberealized.Not
onlyhastourismbecomeasignificantcomponentoftheeconomyofmostlargecitie
sbutalsoitisnowwidelyperceivedasan
effectivevehicleofurbandevelopmentandregeneration.SinceBaltimorefamous
lyrevitalizeditsinner-
harbourareainthe1970sthroughthedevelopmentofbusinessandleisurefacilities
innumerableothertownsandcitieshavealsoadoptedtourismdevelopmentasanin
tegralelementoftheirsocio-economicdevelopmentpolicies
(Swarbrooke,2000).Urbantourismisavaried,complexanddynamicphenomeno
nthatperhapsdefiesspecificdefinitionandanalysis,hence thepreference
ofsome,suchasLaw(2002),torefermorespecificallyto‘citytourism’.Neverthele
ssthereisnodoubtthat,globally,tourismhasbecomeincreasinglyprevalent,albeit
inavarietyofformorguises(suchasheritagetourism,culturaltourismorspecialev
enttourism),in urbanspaces.
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2.00BJECTIVES

Attheend ofthisunit,youshouldbeableto:

*identifykeyissuesinthemanagementofurbantourism

*appreciatetheneedforasystematicandholisticframeworkformanagingtourism
inurbanspaces

*recognizeandconsiderthechallengesofpromotingurbantourisminanincreasin
glyhomogenousplacemarket.

3.0MAINCONTENT
3.1UrbanTourism:Keythemes andissues

Typically,theacademicstudyofurbantourismembracesanumberofcorethemes.
Theseinclude:

Thedemandforurbantourism-
identifyingthe‘urbantourist’;motivationalfactors;measuringdemand;trends/p
atternsindemand,; tourist-
consumerbehavior;modeling/forecastingdemand,etc.

Thesupplyofurbantourism—
primaryelements,including‘activity’and*leisure’settings;secondaryelements,
suchasaccommodationandrestaurants;andadditionalelementsincludinginform
ationservices,carparkingandsoon.

Marketingurbantourism-sellingthecity;re-brandingandre-imagingthecity.

Policy,planningandmanagementissues—
tourismandregeneration;organizationalstructuresandrelationships,networks,c
ollaboration); tourismpolicies (attractions,events, regional focus), etc.

Theimpactsofurbantourism—economicbenefits/costs;socio-cultural
development;sustainable generation,etc.

Atabasiclevelurbantourismisacomplexorevenchaoticconceptbecauseofthediv
ersityofcontextsinwhichitoccurs.AsShawandWilliam(2002),suggest,urbanar
easareheterogeneous, ‘distinguishedastheyarebysize,locationfunctionandage’
andasresultanattempthavebeenmadetocategoriseurbantourismdestinations.Ju
ddandFainstein(1999),forexamplerefertoresortcities(builtwithtourismasthepr
imaryfunction),thetourist-
historiccity(wherehistoriccoreshavebecometheobjectoftouristconsumption)a
ndconvertedcities(whereachangeoffunctionhasoccurred).
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Aprincipalpurposeofdevelopingurbantourism(andindeed,allother
formsoftourism)issocio-economicdevelopmentofthedestination.In
theurbancontext,thisisfrequentlyreferredtoasregeneration,reflectingthemorer
ecentfocusupontheuseoftourismasmeansof
restructuringinnercityordocklandsareasinordertoencouragewider
inwardinvestment,tostimulateeconomicgrowth,tounderpinphysical
redevelopmentandtocontributetomoregeneralplace-marketingandre-
imaging.Avarietyofstrategiesaretypicallyemployed,usuallyincombinationass
howninfigure7.1below:

Figure7.1Tourism strategiesfor urbanregeneration

Events-ledstrategies:oneoffevents&
festivalsto attracttourists

Attraction-ledstrategies:the
developmentofacriticalmassofcore
visitorattractions

Urbanregeneration

Business-ledstrategies:thedevelopment
ofconferences,meetingsandexhibitions

Culturalstrategies:promotingthe
popular,contemporarycultureofa
destination.

Leisure-basedstrategies:shopping,
sportscinema,etc.astheattractionto
tourists.

AdaptedfromSwarbrooke (2000)

However,allurbantourismdevelopmentfocusesuponthesocio-
culturalandeconomicwell-
beinganddevelopmentoflocalcommunities.Whetherthepromotionofacity’shis
toricalattractions,theredevelopmentofawaterfront,orstagingofamega-
eventsuchastheOlympicGames,theoverallpurposeistoprovideincomeandempl
oymentopportunities,toprovidefacilitiesandservicesforlocalpeopleandtounde
rpintheimprovementofthephysicalenvironment.

Therefore,withinthisuniversalobjective,anumberofsub-
issuesbecomepertinent:
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UrbanTourismandSocialExclusion:Newtourism-related
developmentintownandcitiesarefrequentlysociallyexclusiveandbringleastben
efittothosewhoneeditmost. Touristareasbecomegentrified,providinga‘fantasy
cities’for thosewhocanaffordit.

ContestationSpace:Relatedtothepointaboveandmoregenerally,thereisoftena
diversityofviewsoverhowurbanspaceshouldbedevelopedandused,particularly
betweenthosewhowishtoinstitutechange,suchasdevelopersandpoliticians,and
thosewhoseektolimitchange(often localcommunities).

ResourceAllocation:Itissometimesarguedthattheresourcesallocatedtotourist
development,particularlythepublicfundingof
flagshipattractionsdesignedtoactasacatalystforfurtherinvestmentanddevelop
ment.

Community Involvement: Mostoftencommunitywerenotinvolvein
someofdevelopmentoftouristcentreandthismaycut-
offpeoplethatsuchdevelopmentsweredesignedtohelp.

PoliticalEnvironment: Thebroaderpoliticalenvironment,manifestedin,forex
ampletheestablishmentofregionalornationalagencies
committedtoimplementingnationaldevelopmentpolicyorschemes,suchastheE
uropeanCapitalofCulture,maydriveurbantourismdevelopmenttowardsexterna
Ilyimposed,ratherthanlocallydecided objectives

3.2AFrameworkforManagingUrbanTourism

Fromtheabovediscussion,twopointsareevident.First,urbantourismisacomplex
concept,manifestinpracticeinanenormousdiversityofdevelopmentperspective
s,cityattractions,touristbehaviorandsoonsecondly,irrespectiveofthisdiversity,
anumberofissues,inparticularwithrespecttoeffectiveandappropriatetourismde
velopment,andcommontomost,ifnotall,urbantourismcontexts. Therefore,there
isneedforaframeworkwhichisnotonlyabletodemonstratethemultitudeoffactor
s,influencesandprocesseswhichmayaffectthedevelopmentofurbantourismindi
fferentcontexts,butwhichalsoprovidesalogicalandsystematicprocesstobefollo
wedinmanaging
urbantourismdevelopment.Onesuchframeworkisproposedinfigure 7.2as
follows.

Inthismodel, thestartingpointisnottourism,butthebroaderdynamic
urbancontexttowhichtourismdevelopmentmay,potentially,makea
contribution(oneimplicationbeingthat,asaresultofthisinitialprocess,tourismm
aynotinfactbeselectedasanappropriate

58



HCM244

MODULE2

developmentstrategyundercertaincircumstances).Here,thepolitical

environmentwhichincludebothlocalandnationalgovernmentstructureandprev
ailingpoliciesaswellastheeconomicandsocio-cultural
environmentmustbetakenintoaccountinordertoidentifynotonlyappropriatema
nagementstructuresandrolesindevelopingurban
tourism,butalsothemultitudeofpoliticaleconomicandsocialforcesthat
representeitheropportunitiesorbarriers. Thus,
theneedforviewingtourismnotinisolationbutasapartofholisticapproachtoecon
omicandsocialpolicy-making.

Figure7.2: Aframeworkfor managingurbantourism

PoliticalEnvironment
Localgovernance
Nationalgovt.
Urbandevelopment
Partnership

Economic
environment
TraditionalEconomic
Newdesired
economichase
Employment
/investmentissues
ResourceAvailability

Socio-culturalenv.
Localcommunity
needs
Equitywelfareissues
Socialdevelopment
needs
Culturalstrength

Community
participation

Resourceallocation

Spacecontestation

Tourism
development
strategy
Marketingthe Product Infrastructural Visitor
city development development management
Urban
Tourism
experience
/(llchange in  function Monitoringof
orms tourists’/residents,view

Source:AdaptedfromTyle, (2000)andPage andHall(2003)
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3.3MarketingUrbanTourism

Iftourismdevelopmenthasaroletoplayinurbanrenaissanceandsuchacontributio
nistobeoptimized,thenakeyelementinanydevelopmentstrategymustbemarketi
ng.Placepromotionisnowawell-knownfeature ofcontemporaryurbanlife
andofcitymarketingcampaign.Page
andHall(2003)defineitastheprocessofidentifyingaplaceasa‘placeproduct’and
developingand
promotingittomeettheneedsofidentifiedusers.Parisisthusknownforitsreputati
onastheromanticcapitalofEurope. Asaresult
ofmarketingprocesses,placeimageshave
becomingcloselyassociatedwitheachcityinthecreationofperceptualglobalplac
emaps.Buttheplacementofcitieswithinglobalmapsisneitheranewnorafixedphe
nomenon.In1900,theworld’sgreatcitieswerealmostallinEuropeandNorthAme
rica.Sincethenhowever,growthofcitiessuchasLondon,ParisandNewY orkhasb
eenfaroutstrippedbyhoseinAsia,forexample,whichhavegrowthmorethanahun
dredfoldinthelastcentury(Spearritt,2002) Tokyo,SeoulandBejing,among
othersareallnowimportantworldcitiescompetingforglobalindustry,
business,residents—

tourists.Fortuneschange,however. Thatwhichattractscapital9differentkinds)al
tersovertime.Forsomeindustries,skilledandexperienced(cheap)labourdrawsth
emtoaplace.Forothers,environmentalresourcesproviderawmaterialsthatdecid
etheattractivenessofalocation.Toolittleisunderstoodofthecomplexmotivations
oftouriststobeabletosummarizeadestination’sappealsimilarly,butitgenerallya
cceptedthatacity’simageandtheresultingperceptionsofitinfluencevisitorprefer
encesforit(Law,2002).

Areasofcitiesoftendisusedandindecayaretransformedintoplaceswithfewdistin
guishingfeatures,andgeographyofnowhereratherthanasenseofsomewhereeme
rge. Thecharacterlessglasstowers,homogenouswalkways,themedshoppingma
IIsandgenerallymonotonousurbanlandscapesoftheinternationalpostmoderncit
yare surelythe antithesisofdistinctivenessmarketing.

4.0CONCLUSION
Tourismdevelopmentisameanstoanendratherthananendinitselfand,asaresultto
urismdevelopmentisalsoaquestionofintegration,requiringandembeddingwithi
nwidersocialandpoliticalagendasaswellaseconomicpolicy ofa
particularcountry.

5.0SUMMARY

Inthecourseofthisdiscussioninthisunitwewereabletoexplaintheconceptofurba
ntourismwithfocusonthefollowing:definitionof
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urbantourism;frameworkofmanagingurbantourismandfinallymarketingurban
tourism.

6.0TUTOR-MARKED ASSIGNMENT

1.Discussurbantourismasaspecificsectoroftourism?

2.Withtheaidannotateddiagramdiscusstheframeworkofmanagingurbantouris
m?
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1.0INTRODUCTION

Thecountrysidehaslongbeentourismdestination.Fromthelate1700s,
touristswhohadtraditionallyvisitedtheculturalcentresofEuropewereinfluence
dbyabeliefintherestorativeeffectsofhappilyconstitutedscenesandanincreasing
lyromanticorientationtoaestheticsightseeing(Adler,1989)tovisitruralareas.As
aresult,thecountrysideandmountainsthroughoutEuropebecametheobjectofthe
tourist‘gaze’(Urry,1990)withSwitzerland,inparticular,becomingapopulardest
ination.Similarlythe
EnglishLakedistrict,reveredbythepoetsandartistsoftheRomanticMovement,at
tractedincreasingnumbersofvisitorsfromthestartofthenineteenthcentury,asdid
theScottish ~ Highlands(Butler,1985).Indeed,rapidtechnologicaladvancesin
transport,theemergenceofafledglingtourismindustryanddesiretoescapethebur
geoningurbancentrescollectivelyfuelledthegrowthinruraltourismthroughoutt
henineteenthcentury.ltwasalsointhesamenineteenththatattemptswerefirstmad
etomanagethecountrysidefortourism.

2.00BJECTIVES

Attheend ofthisunit,youshouldbeableto:
*appreciatethechallengesinherentinthemanagementofruraltourism
*applytheconceptofgovernancetothemanagementofruraltourism

*considertherelativeimportanceoflocalcontrolandnational
policyinoptimizingruraltourism’scontributiontoruraldevelopment.
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3.0MAINCONTENT

3.1ChallengesinRural Tourism

Despiteitsvirtualubiquityinindustrializedcountries,ruraltourismremainsvario
uslydefinedandtakesamultitudeofdifferentformsin
differentcountriesandregions. Thisisdue,inpart,tothelackofa
universallyaccepteddefinitionof*rural’—
conceptsof‘rural’ruralityand,hence,thecharacteristicsofruraltourismindiffere
ntcountriesareculturally,economically,politicallyandgeographicallydetermin
ed.InGermanyforexampleruraltourismisprimarilyassociatedwithfarmtourism
(Opperman,1996),whileinAustraliaitissynonymous,perhapswiththeadventur
ous‘Outbackexperience(SofieldandGetz,1997).At
thesametime,theimportanceofruraltourismasasocialactivity,asanelementofov
eralltourismactivityandasadevelopmental/regenerationvehiclevariesenormou
slyfromonecountrytoanother,asdo
consequentialpoliciesforruraltourism(PageandGetz,1997).Inshort,thereisnosi
ngle
‘ruraltourism,whiledifferentcountrysidedestinationsfacedifferentmanagemen
tproblems andissues.

Nevertheless,accordingtoRobertandHall(2001),anumberofchallengescommo
ntoallrural/countrysidedestinationsmaybeidentifiedasfollows:

Rurality.Ruraltourismis,typically,underpinnedby‘rurality’. Tourists
seekrural(nonurban,traditional,natural)experience,thecountryside,however,d
efined,representingatouristic ‘refugefrommodernity’(short,1991).Ruraltouris
mdevelopmentandmanagementshould
thereforeseektomaintainandenhancetheexperience ofrurality

Regeneration/development: Tourismmustbeplannedandmanagedtomeettheult
imateobjectiveofrevitalizedthecountrysidethroughemploymentandincomege
neration,attractinginvestment,service
provision,realizinglinkageopportunitiesinthelocaleconomyandsoon. Thus,tou
rismmustbedevelopedaccordingtolocalsocio-
economicdevelopmentneedsandopportunities.

Integration:Ruraltourismshouldbeintegratedwithbroaderruraldevelopmentstr
ategiesatboththelocalandnationaltourismpolicies.

Balance: Thereisrequirementtobalancetourismwithotherdemands

ontheruralresourcebase,whilethepotentiallyconflictingneedsoflocalcommuni
ties,landowners,visitorsandthe‘nationalinterest’mustbeoptimized.
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EnvironmentalSustainability: Thecountrysideisbothfiniteandfragile.Thece
ntralityoftheenvironment(physicalandcultural)totheruraltourismexperienced
emandsappropriatemonitoring,protectionandconservation,andtourismdevelo
pmentpoliciesarenecessaryto maintainthe integrityandattractionoftherural
environment.

Realism:Differentformsoftourism(e.g.inlandresorts)maybemoredevelopmen
tallyappropriatetolocalorregionalneedsthanother-traditionaltypesoftourism.E
qually,‘new’ruraltourismactivitiesmustalsobecateredfor. Therefore,ruraltouri
smpolicymustembracethenotionofadynamiccountrysiderespondingtowiderso
cio-
culturalchangeratherthanbeconstrainedbyaconservativecountrysideaesthetic(
Harrison,1991).

BusinessDevelopment:Ruraltourismbusinessesthemselvesfacevarietyofchal
lenges,includingpoorreturnsoninvestment,insufficientskillsorresourcesforma
rketing,lackoftrainingandtheinabilitytoadapttoaserviceculture,seasonalityand
alackofcollaborationwithothersmalltourism
businessesinthelocality(Gannon,1994).

3.2Tourisminthe Rural Areas/Countryside

Themanagementofthecountrysideshouldbeguidedbythesustainability ‘impera
tive’;thatis,ruraltourismshouldbedevelopedandmanagedinsuchawaythatitcon
tributestothelongerterm, sustainabledevelopmentofthedestinationarea
orregion.
Inthecontextofmanagingthecountryside,therearethreebroadperspectivesonho
wthissustainabilityimperativeisorshouldbemanifestedinpractice:(1.)managin
gtheruraltourismenvironment(2.)managingthetourismbusiness,and(3)touris
masanelementofoverallruraldevelopment.

3.2.1ManagingtheRuralTourismEnvironment

Giventhedifficultiesinherentinthepracticalapplicationofsustainableruraltouris
mdevelopment,theprincipalfocusofplansandpoliciesformanagingthecountrys
ideasresourcefortourismhas,notsurprisinglybeenupontherelationshipbetween
tourismandthephysical/socialenvironmentuponwhichitdepends. Statedmoresi
mply,theprimaryobjectiveofmanysustainableruralpolicieshasbeentominimize
thenegativeconsequencesoftourismdevelopmentandactivitythroughappropria
teresourceplanningandmanagement—
inshort,sustainabletourismisequatedwithsustainableresource use.
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3.2.2ManagingtheTourismBusiness

Thechallengesfacingtourismbusinessesinruralareashavelongbeenrecognized(
Wilsonetal,2001).Forsomeyears,private/publicsectorpartnershipswereafavou
redmethodofsupportingandmanagingthedevelopmentoflocaltourismbusiness
esandaddressingtheproblemsfacedbysmall,newbusinessesinahighlycompetiti
vemarket.Morerecently,however,attentionhasbeenincreasinglyfocusedonthe
contributionofclusters/networksasameansofgeneratingregional
competivenessandpositiveeconomiesforruraltourismbusinessesaclusterissim
plyacollectionofbusinessesorindustrieswithinaparticularregionthatareinterco
nnectedbytheirproducts,theirmarketsandotherbusinessesororganizations,suc
hassuppliers,withwhich
theyinteract(Porter,1998).Thebenefitsofclustersincludeincreasedcompetitive
ness,economiesofscaleandafocusonco-
operationandinnovation.Suchclusters/networkscanthereforemakeasignificant
contributiontothemanagementofthetourismbusinessin ruralareas.

3.2.3TourismasanElementofOverallRuralDevelopmentPolicy

Tourismiswidelyconsideredaneffectivepanaceatomanyofthesocio-
economicproblemsfacingperipheralruralareas. Therefore,policiesforthesuppo
rtofruraltourismdevelopmentareevidentatboththenationalandregionallevel.

3.3TheGovernanceoftheCountryside

Reflectingthefragmentationofsocio-
economicstructureswithinthecountrysideandincreasinglydiversearrayofdema
nds,includingtourism,placedontheruralresourcebase,themannerinwhichtheco
untrysideisgovernedhasundergoneasignificanttransformationinrecentyears.In
particular,apre-occupationwithagriculturalinterests
andconcernsatboththelocalandnationallevelhasbeensupersededbyamorediver
se,multidimensionalapproachtothegoverningofruralareas.

4.0CONCLUSION

Ruraltourismisbutoneelementofanintegrated,interdependentsetofsocio-
economicstructureswithinthecontemporarycountryside.ltssuccessdependsup
onthehealthandattractionofthecountryside,whileitsupportsadiversearrayofco
mmercialinterests.Moreover,inmanyruralareas,tourismhasbecomethedomina
nt,thoughoftenunrecognized,economicsector. Therefore,notonlyshouldtouris
mpolicy besynonymouswithruralpolicyatthenationallevel,butalsothe
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effectivemanagementofthecountrysidefortourismisdependentonthemarriage,t
hroughagovernanceprocess,ofbroaderrural(tourism)policywithsiteordestinati
on-levelbusinessandenvironmental management.

5.0SUMMARY

Inthecourseofthisstudywewereabletodiscussthefollowing:challengesinherent
inthemanagementofruraltourism,theconceptofgovernancetothemanagemento
fruraltourism,therelativeimportanceoflocalcontrolandnationalpolicyinoptimi
zingruraltourism’scontributiontorural development.

6.0TUTOR-MARKED ASSIGNMENT

1.Discussvariouschallengesfacingruraltourism?

2.Whatdoyouunderstandbygovernance
ofcountrysidetourism?7.0REFERENCES/FURTHER
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1.0INTRODUCTION

Thisunitexploresthetourism-
environmentrelationship,focusinginparticularonasystemsapproachtoenviron
mentalmanagementwhich
permitsmoreappropriate,destinationspecificpoliciesformanagingtourismenvi
ronmentalimpacts.Ofallthepolitical,economicandsocialevolutionsofthelastce
ntury,nonehassofundamentallychanged
humanvaluesandbehaviorastheenvironmentalrevolution.

2.00BJECTIVES

Havingcompletedthisunit,youshouldbeable to:

*explainthemeaningoftourismenvironment

*understandthemultidimensionalandvariablenatureofthetourismenvironment

*appreciatetheneedforadestination-
specificfocusinenvironmentalmanagementpolicies

*knowtourismandenvironmentalconflicts.

3.0MAINCONTENT
3.1Whatisthe TourismEnvironment?

Tourismisanenvironmentallydependentactivity. Thatistheenvironmentisafun
damentalelementofthetourismproduct—tourists
seekoutattractive,differentordistinctiveenvironmentswhichmay

68



HCM244 MODULE2

supportspecifictouristicactivitiesandthus,themaintenanceofahealthy,
attractiveenvironmentisessentialtothelonger-termsuccessoftourism.

Frequently,theenvironmentisthoughtofsimplyintermsofthephysicalattributes
ofthedestination.Indeedmanytextsrefertophysical/environmentalimpactsofto
urismasdistinctfromsocialandculturalconsequences.However,theattractionof
anydestinationmayresideinfactorsbeyonditsphysical (naturalorbuilt)attributes
,withtouristsseekingopportunitiestolearnaboutorexperiencenewsocietiesorcul
tures.Thus,thetourismenvironmentcanbeviewedaspossessingsocialcultural,e
conomic,andpoliticaldimensions,besidesaphysical
Holden(2000).Inthissensetourismenvironmentmaybedefinedas:

Thatvastoffactorswhichrepresentexternal(dis)—economiesofa
tourismresortnaturalanthropological,economic,social,cultural,
historical,architecturalandinfrastructuralfactorswhichrepresentahabitatontow
hichtourismactivitiesaregraftedandwhichistherebyexploitedandchangedbyth
eexerciseoftourism business (EC, 1993).

However,whilethisdefinitionembracestheparametersofthetourismenvironme
nt,fromamanagementpointofviewitisalsoimportanttoconsiderthevaryingperc
eptionsofit.Inotherworlds,althoughthefactorsincludedintheabovedefinitionar
edescriptiveandtangible,thewaysinwhichtheyareperceivedorvaluedbydiffere
ntgroupsmayvarysignificantly.Inparticular,thereislikelytobeadistinctionbetw
eenthewaysinwhichlocalcommunitiesandtouristsperceiveorvaluethedestinati
onenvironment;whiletouristsmayvaluehighlya
pristineorunderdevelopedenvironment,localmaysimplyviewitasalegitimatere
sourceforexploitation.InCyprusforexamplemostofthecoasthasbeendeveloped
orearmarkedfordevelopmentontheisland (Sharpley,2001a).

However,therenotonlyexistsadistinctionbetweenlocals’andtourists’
perceptionsofenvironment.AsHolden(2000)summarizes,touristsdonotreprese
ntanhomogenousgroupconsumers;theyarelikelytoperceiveandinteractwithde
stinationsenvironmentinamultitudeofdifferentways,dependingupontheirattitu
des,motivations,andexpectations.Inotherwordstheattitudesofthetouristtothee
nvironmentwillbereflectedintheirbehavior,whichinturnwilldeterminethedegr
eeofimpactupontheenvironment. Thus,atoneextremetouristsmayhaveacomple
tedisregardfortheenvironment,placingthesatisfactionofpersonalneedsabovee
nvironmentalconcerns;attheotherextreme,theymayfeelastrongattachmenttoth
edestinationenvironmentandwillattempttointegratethemselvesintoit.
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Thissuggeststhattourists’experienceoftheenvironmentcanbeplacedupona
continuumofperception/behavior.

3.2Tourismand EnvironmentConflicts

Notonlyhavetheenvironmentalconsequencesoftourismdevelopment—
bothnegativeandpositive—
beenlongrecognizedanddiscussed,butalsotheyhavebeenvariouslyaddressedin
theliterature. Typically,however,environmentisimplicitlydefinedasthephysica
l,asopposedtosocial-culturalresourcebase.

Thefocusisprincipallyuponnegativeimpacts,ortheenvironmental
costsoftourismdevelopmentinthedestinationareaandtheanalysisisusuallystruc
turedaroundparticularimpacts,suchaspollutionorerosion
oraroundtheconstituentelementsofthenaturalenvironment—
land,water,air,flora,andfauna—aswell astheman-madeenvironment.

Whilesuchaperspectiveisbothlogicalandobjective,itdoeshaveanumberofweak
nesses. Inparticularitimpliesacausalrelationshipbetweencertainformsoftouris

mdevelopmentandtheirinevitableenvironmentalconsequences,andthat,import
antly,suchconsequencesareconsideredundesirableorbadandshouldthereforeb

eminimizedoravoided.

Inaddition,notonlydoesthetourismenvironmentpossesssocio-
cultural,political,andeconomicdimensionsinadditiontoitsphysicalelements,bu
talsotheanalysisoftourismimpactsshouldnotbedivorcedfromthesedimensions.
Also,whilethedevelopmentof
tourismundoubtedlyhasconsequencesfordestinationenvironments,
impactsmaybeexacerbatedorevencausednotbytourismortouristsbutbyotherec
onomicor humanactivity.
Finally,whileallsocieties,culturesandeconomicsaredynamic,theenvironmenta
Ivaluesembeddedin(sustainable)tourismplanningandpoliciesare,however,
static.

3.3Managingthe Tourism-EnvironmentRelationship

Itisnotpossiblewithinthecontextofthisunittoreviewfullytheenormousvarietyof
prevailingtourismenvironmentalmanagementstrategies,whetheratabroadpoli
cylevelorwithrespecttospecific
sitesandlocations.Nevertheless,thereexistthreeprincipalapproachestomanagi
ngtheenvironment fortourism.
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3.3.1ManagingPhysicalResources

Itisimportanttofindwaysandmannerofprotectingorconservingthephysicaltouri
smresourcebaseas follows:

LandDesignation: Themostcommonstrategyforprotectingareasofecological,

scientific,historical,scenicor,inthepresentcontext,tourism/recreationalimport

anceisdesignation,wherebyidentifiedareasaredesignatedaccordingtonecessar

ydegreesofprotection. Thebestknownformofdesignation,representing57%ofth
eworld’sprotected areas(Newsomeetal,2002;191),
isnationalparkstatus,whichseekstoprotectnationallyimportantareasofecologic
al,educationalandrecreationalpurposes.Oftenhoweverthelocalinterest(andind
eed,knowledgeandexperienceoflandmanagementissubordinatedtothenational
conservation/tourismdevelopmentinterestinmuchofthedevelopingworld,fore

xample,nationalparkdesignationhassignificantlydisadvantagedlocalcommuni
ties(MurphreeandHulme,1988).

SpatialPlanningStrategies: Avarietyofmethodsareemployedto
encouragetourismdevelopmentinsomeareaswhilerelievingpressureonsensitiv
eoralreadydegradedsites. Themostpopularoftheseiszoning,whichattemptstopr
escribevaryinglevelsofpublicuseandconservationindifferentpartsorzonesofal
argerareasuchasnationalpark. ltmayalsobeutilizedtoseparateincompatibletour
iIsmusesbothspatiallyandtemporally.

SiteManagementTechniques:Atthelocal,sitelevel,varioustechniquesareemp
loyedtoeitherprotectsensitiveareasortofacilitateregenerationorrestorationofda
magedsites.Suchtechniquesmayinclude, forexample,theappropriatelocationa
ndsigningofroadsandtrails,thecarefulpositioningofvisitorfacilitiesandtheenor
mousdiversityofmethodsemployed,from‘site-
hardening’measurestothetemporarydenialofaccess,toprotectorrestoreparticul
arresources,suchas coastal areas,mountaintrails andsoon.

3.3.2ManagingVisitors

Bydefinition,theimpactoftourismisdirectlyrelatedtothebehavioror
activitiesoftouriststhemselves.Moreover,differingattitudesandperceptionsto
wardsenvironmentonthepartoftouristsarelikelytobeinfluentialindeterminethe
degreeofimpactexperiencedbyanyonetourismdestination.ltisnotsurprising,th
erefore,thateffectivevisitormanagementiswidelyconsideredanintegralelemen
tofenvironmental management(Jim,1989).
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Thepurposeofvisitormanagementistomatchthenature,scale,timinganddistribu
tionoftourismactivitytotheenvironmentwithinwhichitoccurs-
thatis,toensurethatthecapacityoftheenvironmenttoabsorb
touristsisnotexceeded-
aswellasattemptingtoencourage“appropriate’behavioronthepartofindividualt
ourists.Inabroad
sense,callsfortouriststoadopt‘good’behaviourisaformofvisitormanagementbu
tthewiderangeofmorespecifictechniquesemployedtomanagevisitorbehaviorv
aryfromsoft,low-
regulatorymethodsdesignedtoinformoreducate,suchasinformationcentres,
interpretationandcodesofconduct(MasonandMowforth,1995),throughtohigh-
regulatorymethodsdesignedtolimitaccess.Inmany
instancessuchtechniquesaresuccessful;reducingthenumberofcarparkspacesha
s,forexamplebeenfoundtobeeffectivemeansoflimitingtouristsnumbersatpartic
ularnaturalareasites(Sharpley, 1996).However,visitormanagementmore
generallytends

tobereactive ‘solution’toaproblemratherthananelementofawider,proactiveenv
ironmentalmanagementprocess.

3.3.3SustainableTourismDevelopment

Thetwoapproachestomanagingthetourismenvironmentdescribedabovefocuss
pecificallyontwoseparateelementsofthetourism-
environmentrelationship,namely,thephysicalenvironmentandvisitor
behavior.Conversely,sustainabletourismdevelopmentattemptstoaddresscolle
ctivelytheneedsofalltheplayersinthetourismdestination-
thelocalcommunity,thephysicalenvironment,theculturalenvironment,thetouri
smindustryandtouriststhemselves-
inanapproachthatisintendedtoreducetensionsandfrictioncreatedbythecomple
xinteractionsbetweenthem.Inotherwords,sustainabletourismdevelopmentsee
kstooptimizethebenefitsoftourismtotourists(their
experiences),theindustry(profits)andlocalpeople(theirsocio-
economicdevelopment)whileminimizingtheimpactsoftourism
developmenton theenvironment.

4.0CONCLUSION

Inconclusion,thisunitsuggestedasystemsapproachthatnotonlyrecognizestheu
nigueanddynamiccharacteristicsofdestinationsbutalsoeffectivelyembracesloc
algovernancemayrepresentamoreappropriatemeansofmanagingthe
tourismthetourism environment.

5.0SUMMARY

Inthecourseofourstudyinthisunitwewereabletodiscussthefollowing;themeani
ngoftourismenvironment,themultidimensionalandvariablenatureofthetouris
menvironment,theneedfora
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destination-
specificfocusinenvironmentalmanagementpoliciesandfinallytourismandenvi
ronmentalconflicts.

6.0TUTOR-MARKED ASSIGNMENT

1.Whatdoyouunderstandbytourismenvironment?
2.Discusstheconflict betweentourismandtheenvironment?
3.Discussthefollowingconcepts:

a. Managingvisitorsintourismenvironment?Sust
b. ainabletourismdevelopment?
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1.0INTRODUCTION

Marketingasamanagementdisciplineoffersthetourismmanagerthatessentialou
tward focusandreceptivityto consumerneedsthatfacilitates
organizationalsuccessinthecompetitiveenvironmentofglobaltourismtoday.

Marketingistheprocessofplanningandexecutingtheconception,pricing,promot
ionanddistributionofideas,goodsand servicestocreate
exchangesthatsatisfyindividualandorganizationalobjectives
(AmericanMarketingAssociation).

Marketingisthemanagementprocessforidentifying,anticipatingandsatisfyingc
ustomerrequirementsprofitably.

Themarketingconceptholdsthatthekeytoachievingorganizationalgoalsthroug
hunderstandingandrespondingtoconsumersandmarketplaceconditions.Import
antlythesegoalsneednotbeprofit-
relatedand,thus,thepracticeofmarketingintourismhasspreadfromcommercialt
ourismindustrytosectorsandsubsectorsnottraditionallyassociatedwiththedisci
pline.Theseincludepublicsectormuseums,nationalparks,charitiesresponsiblef
orheritageconservation,andsoforth.Forsomeorganizations,thepracticeofmark
etingencompassesnomorethandifferingformsofcommunicationorpromotion.
Thishowever,istomisunderstandthescopeofdisciplineanditsstrategicdimensio
n.Indeed,marketingmaybebetterexplainedasawayofdoingbusiness,ratherthan
asa‘standalone’discipline.
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2.00BJECTIVES

Attheend ofthisunit,youshouldbeableto:

*explaintheprocessofmarketingin tourism
*understandmarketingplanintourism
*establishbrandingasafocusformarketingplan

3.0MAINCONTENT

3.1MarketingProcessinTourism

Themarketingprocessesanddecisionsvarytotheextentoftheirformality;amicro-
businessinruraltourism,forexample,hasverydifferentstructuresandstyleforma
nagingmarketingthanthemultinationaltouroperatingandaviationconglomerate
Amicro-
businessmayhavenowrittenmarketingplan(unlessaloanisneeded),whilethemu
Itinationalmayhavewrittenstrategicandcampaignsplansbybrand,productorkey
segment.However,theymaybeequallyforesighted(or not)intheir
strategicmarketingthinking. Andmarketingisinvariablyresults-driven.

Inpractice,successfulmarketersinonesub-
sectoroftourismcantransfertoothersub-
sectorwithease,theirvalueisrecognized.Chieflythiscomesdowntotheirabilityt
ohandlethepracticalimplicationsofcharacteristicsoftourismwithinmarketingd
ecision-

making. Thesecharacteristicsofperishability,variability,inseparabilityandinta
ngibilitywillbefamiliartothetourismstudent,buttheyareworthrepeatinghereast
heyaretherootcauseofmanyoftheareasofemphasisthatemergewhenmarketingi
sappliedto travelandtourism.Thecharacteristicsoftourisminclude:

Perishability-
theinabilitytostoretheproductforsaleatalaterdate.Eachproductexistsonlyatasin
glepointintime,sofailuretosellbythatpointintimeresultinlostrevenuetoo.Aplan
eleavingat09.05 withemptyseatsmeans
thattherevenuefrom20productswillneverberealized.

Variability—
tourismisaproduct,highinhumancontact.Eachexperienceelementreliesonhum
aninteractionbetweenuserandproviderstaff(andequipment/processes),sothate
achincidentisintrinsicallyunique.The
factthatmuchtourismmarketingeffortismadetoironoutperformancevariabilityt
hroughemployeetrainingandproceduresdoesnotannulthisessentialtendencyto
wardsvariability.
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Inseparability—
thefactthattheconsumerhastointeractwiththetourismproviderordestinationino
rdertoexperiencetheproductatall. Sometimescall‘simultaneousproductionand
consumption’;inotherwordsuntiltheconsumerusestheproduct,theproductdoes
n’tactuallyexist(merelythecapabilitytoproduceit).

Intangibility—thetourismproductcannotbeinspectedbythehuman
sensesatthepointofsale(althoughsurrogatesfortheproductcanbe,ofcourse.

Tothesefourcharacteristicsshouldbeaddedthecoststructureof
tourismbusinesses.Thisconsistsofhighfixedcostsandlowvariablecosts,relative
lyfixedsupplycapabilityintheshortterm,andcomplementarybetweenthediffere
nttourismelements.Moreover,nosingletourismorganizationexistsinisolation—
fromtheusers’perspective,thevacationexperience(ifwearereferringtoleisure
tourism)consistsofmeals,transport,accommodation,sight-
seeing,activities,and soon,allrolledintoone,seamlessexperience.

3.2ManagingStrategicTacticalTension

Practicalsuccessrevolvesaroundmanagingthestrategictacticaltension.Someti
meslabeledas‘demandcapacitymanagement’,skilfulmarketerintourismisendl
esslybalancingtheirtimeandresourcesbetweenshorttermdemandcapacityrequi
rementsandlong-
termbranddevelopmentandstrategicdirection.Muchofthetourismmarketerene
rgyfocusesonstimulatinglastminutesalestofillremainingcapacity;rememberth
eservicecharacteristicsofperishability,relativelyfixedcapacityandhighfixedco
sts.Thecombinationofperishability,fixedcapacityandhighfixedcostsservestob
eefupprofitsorplummetlossesinawaynotexperiencedbythemarketerofphysical
goods.Asaconsequence,tourismmarketersneedtopaycloseattentiontodemand
patterns.Forexample,thedevelopmentofyieldmanagementsystemsin
aviationisrootedintheanalysisofhistoricsalesdatathatallows predictions
tobemadeforagivenrouteandtiming,sothatoverbookingpercentagesandpriceal
terationscan
bemadeonacontinuousbasiswithadegreeofconfidenceunimaginableinpreviou
sdecade.Developmentininformationtechnologyhaveallowedcapacityforprod
uctiontobeinventoriedfordistributionandtrackingofsubsequentsales.ltis
thereforenosurprisethatmanysub-
sectorsintravelandtourismhaveinvestedheavilyininformationtechnology.

3.3MarketingProcessandPlanin Tourism

Themarketingprocesscanbeconsideredastheanalysis,planning,implementatio
nandcontrolofmarketing(Kotler,1991),whereasthe
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marketing—
planistheacceptedoutput,commonly(thoughnotexclusivelyinwrittenformat). T
hemarketingprocessisongoing,butthewrittenmarketingplanscoverdifferentti
mescalesdesignedtodovetailintooneanother. ThestrategicplanseesTable10.1cr
eatestheoverallgoalsanddirectionfortheseriesoftactical(oftenannual)plans.Inl
argetravelandtourismcompanies,marketingplansmaybewritten
forspecificbrands,keysegmentsorproducts,andsometacticalplans
maytaketheformofanintegratedcommunicationscampaignfocusingonashared
message:Spain’s‘everythingunderthesun’,orpassionoflifeorChampney’smind
,body,spirit(MiddletonwithClarke2001).

Table10.1:A comparisonofstrategicand annualplans

StrategicMarketing(3-5yearsTypical AnnualorTacticalMarketingPlan(1
| year) |
Situationanalysis:Macro SummaryofSituationanalysis
Micro SWOT
External
internal _
Forecast/Prognosis _ Targetsegments ,
KeyfactorforsuccessanddistinctivecompetenciesAnnualmarketing objectives
_ INSMARTformat
SWOTanalysis Product(Objectives)
Strategies
_ Tactics
Targetsegments Price(Objectives)
Includingprofile Strategies
_ Tactics
Positioningstatement Distribution(Objectives)
Includingpositioningmap Strategies
_ Tactics ,
Marketing objectives Communication(Objectives)
Strategies
_ Tactics A
Strategieswhichmaybe Monitoring,evaluationandcontrol
categorizedas Includingbudget
Product
Price
Distribution
Communication
Evaluationandcontrol
Includingbudget

AdaptedfromGodfreyandCIarke(2000)

7



HCM244 TOURISTSSITES:PRODUCTS AND OPERATIONSII

3.4Branding as Focus for MarketingEffort

Perhapsoneofthemostnoticeabledifferencesbetweenlargetravelandtourismorg
anizationsandmicroenterprises(orevendestinations)istheabilitytodevelopstro
ngbrands.Manyofthewishedforbrandsarelittlemorethanlogosandnames—
thereisscantawarenessamongpotential consumers
orotherstakeholdersinthemarketplace,andthelogoscarrynomeaningfulvaluesf
orconsumerstoidentifywith.Destinationsparticularlythoseatalocallevel,findit
particularlyhard,possiblyduetothelimitedresourcesandcontrolthoseresponsibl
ehaveforengineeringthedesiredimages.Readerscanbeprobablyrecalltheirown
examples.Somemaytakeaformof‘brandfranchising’(orusinga
name/symbolrecognizedinanotherproductcategorytoprovide
‘instant’awarenessandvaluefortheconsumer).Effortstobrandsustainabletouris
mschemesandecolabelshavemetwithlimitedsuccessandmuchconsumerconfus
ion(Synergy,2000).

Y etbrandingmayofferdistinctadvantagesfortravelandtourismin,forexampleco
unteringtheeffectsofintangibilityandvariabilityorfacilitatingprecisesegmentat
ionorbyprovidingafocalpointfortheintegrationofproducer effort.

Itisworthnothingthatsomeofthemostinterestingandsuccessfulbrandsintravela
ndtourismtodayareinfact,atypeofcorporate
branding,wherebythevaluesofthebrandarenotfixedtoagivenproductbuttransfe
rfreelyfromproductcategorytoproductcategory.
Thevirginbrandcarriesitsvaluestodifferentsectorswhereitfeelsit
canchallengeestablishedyetsleepycompetitors. Theeasygroup
followsasimilarapproach.Amongthenichebrands, itispossibletofindplentyofst
rongexamplesoflifestagebrands(orbrandsthataredesignedtoattractconsumersi
nagivenlife-
cyclestage,whichtheysubsequentlyoutgrowormoveonfrom);brandssuchasClu
b18-
30(forsingles),Saga(foroldervacationers),orSandals(gearedtocouples)speakt
o distinct andrecognizableconsumer life-cycle stages.

4.0CONCLUSION
Thisunitsetouttogiveaflavorofsomeofthechallengesfacedbymarketersintravel
andtourismtodayandlinksthesechallengesbacktotheunderlyingcharacteristics

oftheproducts. Thediscussiongivesthereaderandopportunitytofurtherdevelopa
ndexploresomeoftheideasheinghighlighted within genericmarketing.

78



HCM244 MODULE2

5.0SUMMARY

Thefollowingissueswerediscussedinthisunit:theprocessofmarketingintourism
,marketingplanintourism,managingstrategic
tacticaltension,andfinallybrandingas afocusformarketingplan.

6.0TUTOR-MARKED ASSIGNMENT

1.Discusshow tomanage strategictactical tensionintourism?
2.Compareandcontrastbetweenstrategicandannualmarketingplan?

7.0REFERENCES/FURTHER READINGS
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UNIT 1 MANAGINGFINANCEFORTOURISM

CONTENTS
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3.1.1LongTermlInvestmentDecision
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1.0INTRODUCTION

Theunitconsiderstheimportanceoffinancialmanagementforfirmsoperatinginth
etravelandtourismindustry. Thesubjectareaisverywideandthere isalimitto
theextenttowhichit canbeaddressed.
Theobjectivesofbusinessesareinitiallyconsideredbeforeinvestigatingtwoimpo
rtantfinancialmanagementissues.Thefirstoftheseconsidershowabusinessmay
determinewhichlong-termbusinessprojectsit

shouldinvestin. Thesestrategicinvestmentssignificantlyinfluenceallactivities
withinabusinessandwillthereforeimpactonotherbusinessdisciplines,suchasma
rketing,operationalmanagementandhumanresourcemanagement.Suchdecisio
nsalsoimpactonbusinessperformanceandarethereforeimportantforallbusiness
ownersandmanagers.

Asabasisforevaluationanalysis,theunitwillfocusontheidentifiedinvestmentsth
atwillenhancethewealthoftheowner(s)ofthebusiness.
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2.00BJECTIVES
Attheend ofthisunit,youshouldbeableto:

explaintheimportanceoffinancialmanagementforbusinessoperatinginthetrav
elandtourismindustry

*discusstheimportanceoflongtermcapitalinvestmentdecisions

*explaintheinformationrequirementsfordecision-makers
responsibleforassessingpotentialbusinessinvestmentopportunities

*appreciate theimplicationsofriskforlongterminvestmentinthetraveland
tourismindustry.

3.0MAINCONTENT
3.1FinancialManagement

Theaimofcommercialfirmis,essentiallytoraisemoneyandinvestit
inattractiveinvestmentopportunities. Thewealthofthebusinessownerscanbeen
hancedthroughraisingappropriatefinanceatlowcostandinvestingitinprojectsea
rninghighreturns.Consequently,theevaluationofinvestmentopportunities,inor
dertoascertainwhicharemostdesirable,andraisingofappropriatelongtermcapita
Itosupport

theseinvestmentsareveryimportant. Therefore,thefollowingconstitutesissuesr
elating tofinancialmanagement

3.1.1LongTermlnvestment Decision

Longterminvestmententailstheinitialcommitmentofacapitaloutlayinabusiness
projectintheexpectationthatresultingfuturebenefitswilljustifythisinvestment.
AsthefollowingextractfromAirtours(now
MyTravel)plc’sannualreportillustratesitisthereforeessentialthatabusinessiden
tifiesattractiveinvestmentopportunitiesinorderto prosper.

Airtourwillcontinuetoinvestinnewandexistingmarketstobuild
sustainablepassengervolumes. Thiswillsupportadditionalinvestmentinoperati
ngassetssuchasaircraft,cruiseships,hotelsandvacationownershipresortsprodu
cingincreasedandhigherqualityearnings(Crossland,1998).

Asthisstatementsuggests,theinvestmentcanbevarioustypesofactivityandoften
entailsverysums.Suchinvestmentdecisionscanhaveasignificantimpactontheac
tivitiesofthebusinessformanyyearsandcansignificantlyaffectsitsfutureperfor
mance.Theycanalsobedifficulttoreverseanditisthereforeimperativethatthecon
sequences
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ofthesedecisionsarefullycontemplatedbeforeapprovingtheinvestment.
3.1.2InvestmentAppraisalMethod

Anappraisalofapotentialinvestmentopportunitywillentailestimatingthelikelyi
mpactofthedecisiononthefutureperformanceofthebusiness. However,suchfore
castaredifficultintheascertain
environmentsinwhichtravelandtourismbusinessesoperateandconsequently,ab
usinessinvestmentprojectentailsadegreeofuncertaintyandrisk. Therefore,riski
saninevitableandindeed,
desirableconsequenceofbusinessactivity.fthoseinvestingmoneyinbusinessar
eunwillingtobearsuchrisks,theycouldinvesttheircapital
inlowriskinvestmentssuchasbankdepositsorgovernmentbonds.Byinvestingin
businessventures,theytakegreaterriskbutstandtoreapthehigherbenefits.

Inviewofthesignificanceoflong-
terminvestmentdecisions,itisimportantthatbusinessmanagersidentifytherange
ofpotentiallong-
terminvestmentopportunitiesavailabletothem.Subsequently,giventheriskand
potentialrewards, itisimperativethattheyfullyconsider
theimplicationsofeachalternativebeforecommittingwhatmaybea
substantialamountofcapital.

NetPresentValueisthemostpopuloustechniquesthatcanbeusedforinvestmenta
ppraisal.IftheNPVvalueispositive,thentheprojectisworthofinvesting. Acasest
udyisillustratedbelow:

Case3.1.2-Netpresentvalueininvestmentdecisions-hotelvending equipment.
Ahotelisconsideringinvesting$100,000invendingmachines. Ithasforecastthatt
hemachineswillhaveausefullifeofthreeyearsandthatincomefromtheequipmen
twillbe asfollows:

Year Income($)

120,000

140,000

150,000
Itisexpectedthatthecostoftheitemssoldwillaverage60%ofthesellingpriceandth
attheannualmaintenancecostfor

theequipmentwillbe$5,000. Thecostofcapitalforthehotelis10%perannum.

Solution: Determinationofexpectednetpresentvalue
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a b C d e f g h
Year [Initial Income  |Costof Mainte-  |netcash 10% NPV
invest- items nance flow DF (fxq)
ment Cx60% (b+c+d+e)
0 -100,000 -100,000 1.000 100,000
1 120,000 72,000 |-5,000 43,000 0.909 (39,087
2 140,000 84,000  |-5,000 51,000 0.826 42,126
3 150,000 90,000  |-5,000 55,000 0.751 41,305
Total 22,518
Decision:itisadvicetocommenceandinvestinhotelvending equipment

basedontheforegoingpositivevalue resulted fromtheabove analysis.

3.1.3RiskManagement

Amajorconcernarisingfromtheemploymentofinvestmentappraisal
techniquesistousetheimpactoftheinvestmentdecisiononthecashflows
ofthebusiness.
Assessingandmanagingriskisanareaofgrowingimportanceforbusinessesinvie
wofthefactthattheyoperateinever-
changingandincreasinglyuncertainenvironments.
Riskisparticularlyimportantissue forbusinesses
operatingintravelandtourismindustryduetotheuncertaintyarisingfromitshighd
egreeof sensitivitytolevels ofeconomicactivity.

4.0CONCLUSION

Inconclusion,wehavefoundthatfinancialmanagementintravelandtourismindu
stryisinevitableandneededtobedonewithalotofcarefulnessandconsciousnessto
wardproperinvestmentappraisal. Anexampleofdiscountedmethodofappraisaln
amednetpresentvalue
wereemployedandthisyieldedpositivevaluewhichindicatedthatinthecaseofthe
exampleillustrated,itworthofinvestinginthebusiness concerned.

5.0SUMMARY

Duringthecourseofthisdiscussionthefollowingwerediscussed:theimportanceo
ffinancialmanagementforbusinessoperatinginthetravelandtourismindustry,th
eimportanceoflongtermcapitalinvestmentdecision,theinformationrequiremen
tsfordecision-
makersresponsibleforassessingpotentialbusinessinvestmentopportunities,and
finallytheimplicationsofriskforlongterminvestmentinthetravelandtourismind
ustry.
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6.0TUTOR-MARKED ASSIGNMENT

1.Whatdoyouunderstandinvestmentappraisal?
2.ComputethevalueofNPVanddecidewhetheronecaninvestinthefollowingsce
nario:

Atouristcentreisconsideringinvesting$200,000inrecreationalmachines. Ithasf
orecastthatthemachineswillhaveausefullifeofthreeyearsandthatincomefromth
eequipment willbeasfollows:

Year Income($)

140,000
160,000
200,000

Itisexpectedthatthecostoftheitemssoldwillaverage60%ofthesellingpriceandth
attheannualmaintenancecostfor

theequipmentwillbe$10,000. Thecostofcapitalforthetouristcentreis10%
perannum.

7.0REFERENCES/FURTHER READINGS
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AirtoursPlc.
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1.0INTRODUCTION

Ethicsisbothafieldofphilosophicalenquiryandpartofourdailylives,partofthewa
ybusinessisdone.Ethicsreferstothecodebywhichhumanconductisguided;forex
ampleitisaboutthewaybusinessis
done,thewaywetreateachorderandthewaywetravel. Theethicsoftourismmanag
ementisthereforeconcernedwithwaysinwhichtourismismanaged.Thusisnotan
abstractphilosophicalissue.Rather,itisabouthowthebusinessofthetravelandtou
rismindustryisconducted. Thereisnooneprofessionalcodeofconductwhichcanb
eapplied to
theindustryasawhole.Noristhereeverlikelytobeoneinsuchaninternationalandc
ulturallydivereindustry. ThediversityoftheEarth’splacesandpeople(andtheiret
hics)istherawmaterialoftheindustryanditisthisverydiversitythatprecludesany
oneethicalcodefrompredominating.However,,differentsetsofguidelinesaimed
atdifferentpartsofthetourismindustrydoexist.

Clearly,thereisalegislativeframeworkwithinwhichbusinessisconducted. Atlea
stinprinciple,thoselegallyconstitutedsetofrules,enforceablebythestate,applyto
everyoneengagedintourism.Therelevantlegalcodesrangefromcompanytocons
umerlaw,throughmorespecificmeasuresliketheE UPackageTravelDirectivetot
heregulationsthatgoverntourisminnationalparks. Theethicalbasisoflegalandre
gulatorycodesisdebatedinthelegalandphilosophicalliteraturebutneednotconce
rnushere.Forthepurposeofthisunit,
compliancewiththelawandregulationsofnationalparks,placesofworship,hotel
s, touristscentresetc.willbeassumed.

Ethicalresponsesgenerallyderiveeitherfromaparticularvaluesetheldbyanindiv

idual,orgroup,orfromaresponsetoaparticularissue.Touroperatorslike  Tribes
TravelandDiscoverylnitiativeshave adopted clear
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commitmentstoconservationandbenefitinglocalcommunitiesinthedestination
sto which theyoperate(www.responsibletravel.com).

2.00BJECTIVES

Attheend ofthisunit,youshouldbeableto:

sunderstandvariousethicalissuesintourismmanagement
*identifyproblemofethicsimplementation
*knowconflictssurroundingethics
*indicateethicalandresponsiblebusiness.

3.0MAINCONTENT

3.1TheProblemofEthicsimplementation

Despitethefactthatmostpeoplewouldclaimtobeconcernedbyethicalissues,thes
eareseentoexistatanationaloreveninternationallevel,andsoitisnotalwaysaneas
ytasktopersuadeindividualstoacceptethicalresponsibility. Whilemuchworkhas
beendonetobringattentiontoethicsintourismmanagement,thishasprimarilybee
nbasedonthedevelopmentofcodesofconduct.Thisapproachclearlyreliesonthec
o-operationofindustryyetresearchhasshownthatthereisan
unwillingnessonthepartoftheindustrytocomplywithsuchcodes (Forsyth,1995).

Itcouldbearguedthatthereisaneedforaclearermanagementframeworkinrelatio
ntoethics.Atruemanagementapproachwouldbe
toencouragethedevelopmentofglobalstandardsandmovementbeyondvoluntar
ycodes.Althoughtherearestrongargumentsformoreethical
approachesinbusinessgenerally,andintourismbusinessesmorespecifically,am
ajorproblemistheproliferationofsmallscalebusinesseswithlowlevelsofprofit
andassociatedissues.

Whatabouttheethicalapproachitself?Thereiscurrentlyevidenceofabacklashag

ainstethicalapproaches. AuthorsuchasButcher(2003)arequestioningwhetheret
hicalconsiderationsareinfacttakingthefunoutoftourism.Howethicalisit,forexa
mpletorestrictthemovementsofatouristwhohaspaidahighpricefor,say,asafarii

nKenya.Thereareinevitablecoststotourismthatsurelyhavetobeexpected,andin
many casesaccepted,inexchangeforthetouristdollar.

3.2ConflictingSurroundingEthics

Debatesaboutethicaltourismassumecompliancewiththelegalandregulatoryfra
meworkandfocusinsteadonadditionalcodesand
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principlesofbehavior,generallyatindividual,companyortradeassociationlevels
tisimportanttorecognizethatdebatesaboutethicsareoftencomplexandthatthel
anguageusedinmoralandethicaldebatecanbeconfusing.Forexample,itisrelativ
elycommonforpeopletoaccuseothersofunethical-
practiceandthismaywellbebasedonanethicalprinciple.

Casestudy: Tourismconcernsand Myanmar

TourismconcernhasbeencampaigningagainsttraveltoMyanmar
(Burma)becauseofthepoliciesandpracticesoftheregimeinMyanmar. TourismC
oncernbelievesthattouroperatorsshouldnotprovideholidaystothecountryandth
eyhavecampaignedagainst LonelyPlanetforrefusingtowithdrawits guide to
Burma.

PatriciaBarnett,Directorof TourismConcern,arguesthat:whetherwelikeitornot
thereareoftenethicaldecisionstobemadewhenwethinkabouttraveling. Theyma
ynotbecomfortablebutbyturningablindeye
wecanenablehumanrightsabusestobeperpetuated.WhetherweintendtogotoBur
maornot,wecanallplayapartinsupportingthose
whocampaignforjusticeinthatcountry,byrejectingLonelyPlanet’spromotion
oftourism
toBurmathroughboycottingtheirbooks(TourismConcernPressRelease,June20
02).

LonelyPlanetisnotawareoftheethicalissues,arguingthatthequestionofwhetheri
nformedtourismhelpshinderstherestorationofdemocracyandhumanrightinMy
anmaristhesubjectofongoingdebatebothinandout ofthecountry.

Thisistheclashbetweentwodifferentethicsoftravel. TourismConcernsarguesth
atitisunethicaltopromotetourismtoarepressiveregime.LonelyPlanettakesthep
ositionthatitisatleastarguablethattravelto\Myanmarcancontributetotherestorat
ionofdemocracy.This
argumentneednotberesolvedhere;itispresentedpurelytoillustrateaclashbetwee
ntwodifferentethicalframeworks.

3.3EthicalandResponsibleBusiness

Theissuesaroundethicalandresponsiblebusinessarenotuniquetotourism.Ethic
alinvestmentisdefinedasaninvestmentphilosophythatcombinesethicalorenvir
onmentalgoalswithfinancialones(Sparkes,1995). Therangeofproductsnowsol
donFairtradetermsincludes

investment,foods,clothing, furniture,carpetandtoys
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4.0CONCLUSION

Inconclusion,wewereabletoidentifyvariousissuesintourismmanagementvisav
iswaysofconductingtourismbusiness.Legalframeworkofnational,stateandloca
Ipatternandwaysofdoingthingsmustbe identifiedandcompliedwith.

5.0SUMMARY
Inthecourseofthisdiscussionthefollowingwerediscussed:ethicalissuesintouris
mmanagement’problemofethicsimplementation,conflictssurroundingethics,a
ndfinallyethicalandresponsiblebusiness

6.0TUTOR-MARKED ASSIGNMENT

1.Discussethicsintourismmanagement?
2.Whataremajorproblemsofimplementingethicsintravelandtourismindustry?

7.0REFERENCES/FURTHER READINGS
Butcher,J.(2003).TheMoralizationofTourism.London:Routledge.
ForsythT.(1995).BusinessAttitudestoSustainableTourism:SelfRegulationinth

eUKOutgoingTourismindustry.JournalofSustainable Tourism3(4):210
-31.
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1.0INTRODUCTION

Everygovernmentmusthaveapolicyfortourismbothatnationalandlocallevel. T
oadoptalaissez-
fairephilosophyandstandonthesidelinesistocourtconfrontationbetweenhostsa
ndguestsleadingtopoorattitudes,badmannersandananti-
tourismlobby.Onlythemostdeterminedtouristswillvisitthoseplaceswherethey
areovertlymade
tofeelunwelcomeandwheretheyperceivedifficultieswithregardtotheirpersonal
safety(Wanhill,1987).

Nevertheless,thereisincreasingskepticismanduneasinessabouttheeffectivenes
sofgovernmentandtheintendedconsequencesandimpacts
ofmuchgovernmentpolicyincluding policyrelating
tourism.Governmentthereforeplaysacriticalroleintourismwhichcannotbeigno
red.Governmentprovidestheoverallregulatoryframeworkwithin
whichthetourismindustryoperatesaswellasdirectlyinterveninginmanyaspects
ofthetourismsystem.

Thisunitthereforeexaminestheroleofgovernmentintourismwithrespecttothedi

fferentfunctionsofthestateaswellasparticularmanagementissues,suchasco-
ordinationandthenatureofstateintervention.
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2.00BJECTIVES
Attheend ofthisunitstudentswill beableto:

appreciatethe roleofgovernmentin tourism

*identifylinkages betweendifferentlevelofstates

*understandthechangingdimensionsofcentralgovernmentinvolvementintouri
sm.

3.0MAINCONTENT
3.1TheRoleofGovernmentinTourism

Thestatecanbeconceptualizedasarelativelypermanentsetofpoliticalinstitution
soperating inrelationto civilsociety(Nordlinger,1981).

Therefore,theterm‘state’encompassesthewholeapparatuswherebya
governmentexercisesitspower.Itincludeselectedpoliticians,thevariousarms
ofthepublic sector, unelectedpublic/
civilservantsandtheplethoraofrules,regulations,laws,conventionsandpolicies
whichsurroundgovernmentandprivateaction. Themaininstitutionsofthestatein
clude:theelectedlegislatures,governmentdepartments, ministriesandauthoritie
s,thejudiciary,enforcementagencies,otherlevelofgovernment,governmentbus
inessenterpriseandcorporations,regulatoryauthorities,andarangeofpara-
stateorganizationssuchas labourorganizations (HallandJekins, 1995).

Thefunctionsofthestatewillaffecttourismtodifferentdegrees.However,theexte
nttowhichindividualfunctionsarerelatedto
particulartourismpoliciesdecisionsanddevelopmentswilldependonthespecific
objectivesofinstitutions,interestgroupsandsignificantindividualsrelativetothe
policyprocessaswellasthenatureofthespecificjurisdictionwithinwhichpolicyis
beingdeveloped(Hall,
1994).Thestatethereforeperformsmanyfunctionsasfollows:

ascoordinator,developerandproducer;
asplanner,protectorandupholder;
asregulator;
aspromoter,arbitratorand;distributorand
asorganizer.

Eachofthesefunctionshasaffectedvariousaspectoftourism,includingdevelopm
ent,marketing,policy,promotion,planningandregulation. Twoimportanttheme
sintourismresearchwhichimplicitlyaddresstheissueoftheregulatoryroleofthest
ateintourismarethoseoftheappropriateroleofpublicsectortourismagenciesandt
hesearchfor
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sustainabilityatdifferentpolicyandplanningscales(macro,mesoandmicro)(Hal
landJekins,1995).

3.1.1Coordination

Coordinationreferstoformalinstitutionalizedrelationshipsamong
existingnetworksoforganizations,interestsand/orindividuals.Because
ofthediffusenatureoftourismwithintheeconomyandwithin
thegovernmentsystem,co-
ordinationfortourismtendstooccurbothhorizontally,forexamplebetweendiffer
entgovernmentagencieswhich  mayhaveresponsibilitiesforvarioustourism-
relatedactivitiesatthesamelevelofgovernance(i.e.nationalparks,tourismpromo
tion,transport)andvertically,forexample,betweendifferentlevelsofgovernmen
t(local,regional) within anadministrativeand policy system.

Ofalltherolesofgovernment, probablythemostimportantisthatof

coordination. Thisisbecausethesuccessfulimplementationofalltheotherroleswi
Il,toalargeextent,bedependentontheabilityofgovernmenttoco-
ordinateandbalanceitsvariousrolesinthetourismdevelopmentprocess. Theneed
foracoordinatedtourismstrategyhasbecomeoneofthegreattruismsoftourismma
rketing,policyandplanning.

Coordinationusuallyreferstotheproblemsofrelatingunitsordecisionssothatthe
yfitinwithoneanother,arenotatcross-purposesandoperate
inwaysthatarereasonableconsistentandcoherent’(Span,1979).

Coordinationisapoliticalactivityanditisbecauseofthisthatco-
ordinationcanproveextremelydifficult,especiallywhen,asinthetourismindustr
y,therearealargenumberofpartiesinvolvedinthedecision-
makingprocess.AEdgellobserves, ‘thereisnootherindustryintheeconomythatis
linkedtosomanydiverseanddifferentkindsofproductsandservicesas
isthetourismindustry(Edgell, 1990).

3.1.2Planning

Planningistheprocessofpreparingasetofdecisionsforactioninthefuture,directe
datachievinggoalsbypreferablemeans.Publicplanningfortourismoccursinanu
mberofforms(e.g.development,infrastructure,land,andresourceuse,promotion
andmarketing),institutions(e.g.differentgovernmentorganizations)andscales(
e.g.national,regional,localandsectoral)(Hall,1994)
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3.1.3LegislationandRegulation

Governmenthasarangeoflegislativeandregulativepowerswhich
directlyandindirectlyimpingeontourism.ThesepowerswillrangefromActswhi
chmayspecificallymentiontourismactivitiessuchastheenablingactofanationalt
ourismorganization.Thelevelsandareaofgovernmentregulationoftourismtend
stobeamajorissueforthevariouscomponentsofthetourismindustry,particularly
asregulationmayimposecostsonindustryoronvisitorswhichindustryperceiveas
threateningtheirprofitabilityorviability.

3.1.4Stimulation

AccordingtoMillandMorrison(1985),governmentcanstimulatetourismdevelo
pmentin threeways:

*Financialincentivessuchaslowinterestloansordepreciationallowanceontouris
minfrastructure,suchasaccommodation,attractions,ortourismtransport

*Throughsponsoringpublicresearchontourism.InthecaseofAustraliaforexamp
le,thefederalgovernmentestablishedanonstatutoryintergovernmentala
gency,theBureauofTourismResearch(BTR),inlate1987(Hall 1998).

* Marketingandpromotion,generallyaimedatgeneratingtourismdemand,althou
ghitcanalsotaketheformofinvestmentintourismattractionsandfacilities
.However,suchisthesizeoftherolethatgovernmentplaysinpromotiontha
titisusuallyrecognizedasaseparatefunction.

3.1.5GovernmentasPubliclnterestProtector

Althoughnotnecessarilytourism-
specific,governmenthasaroletoprotectthewiderpublicinterestratherthantomee
tingtheneedsofnarrowsectoralinterests,suchasthatofspecificindustrysuchasto
urism.Muchpublicplanninghastraditionallybeenundertakenin
ordertobalancecompetinginterests.Indeed,thedefenseoflocalandminorityinter
ests,suchasspecificethnic,culturalorreligiousgroups,
hastraditionallyoccupiedmuch

governmentactivity. Thereforetourismpolicyneedstobeconsideredasbeingpote
ntiallysubsumedbeneathabroaderrangeofgovernmenteconomic,socialwelfare
,andenvironmentalpoliciesinordertomeetthewidernationalpublic interest.
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3.2TheChangingDimensionsofCentralGovernmentinvolvementi
nTourism

Theactionsofgovernmentwithrespecttotourismareforgedandshapedwithinaco
mplexarrangementofpoliticalandpublicinstitutions,andwithvaryinginfluencef
rominterestsintheprivatesector
(HallandJenkins,1998).However,thenationstateshould
notbeseenasaunitarystructure,particularlygiventheimportanceofregionalandl
ocalgovernmentintourismdevelopmentandpromotion.Thesourcesofpowerint
ourismpolicy,planningandpromotionaffectthelocation,structureandbehaviour
ofpublicagenciesresponsiblefortourismpolicyformulationandimplementation
.Thediversity,complexityandchangingnatureofthetouristindustry,andchangin
gideasabouttheappropriateroleofthestateintourism,resultinongoing shifts
intourismpolicyandadministrationatalllevelofgovernment.

4.0CONCLUSION

Theroleofgovernmentintourismthereforecoversavarietyofareas. Thisunithasp
rovidedanoverviewofthesewhilealsoconsideringchangingdimensionsofcentra
Igovernmentinvolvementin tourism.

5.0SUMMARY

Thisunitfocusedontherolegovernmentintourismasfollows:
coordinator,developerandproducer;asplanner,protectorandupholder;asregula
tor;aspromoter,arbitratorand;distributorandfinallyasanorganizer. Also,theunit
emphasizedonthechangingdimensionsofCentral Government
InvolvementinTourism

6.0TUTOR-MARKED ASSIGNMENT

1.Discussvariousroles ofgovernmentintourismmanagement?
2.Whyiscoordinationsuchakeyissuewithrespecttothemanagementoftourism?
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1.0INTRODUCTION

Informationandcommunicationstechnologies(ICTs)providea
powerfultoolthatcanbringgreatadvantagesinpromotingandstrengtheningtheto
urismindustry’sstrategyandoperations(Buhalis,

1998,2002).Several ICTapplicationsfacilitatethemanagementandmarketingof
tourismorganizations. Thesesystemsusedatabasesaswellassoftwareforinvento
rycontrolandforstrategicandtacticaladministration. Theinternetgivesorganizat
ionsawindowtotheworldandallowsthemtodemonstratetheircompetencieswide
ly.Increasingly, Intranetsandextranetsprovideuser-
friendlyaccesstoemployeesoforganization,aswellastheirauthorizedpartners,s
othatstaffcanusecompanydatainordertoperformtheirtasks.Knowledgemanage
mentsystemsenableorganizationtocollectinformationabouttheirfunctions
andtobuildknowledgeonapproachestoresolvingproblemsandotheremergingis
sues.

Theuseofl CTsinthetourismindustryisthereforedrivenbythedevelopmentofbot
hthesizeandcomplexityoftourismdemand.Everytouristisdifferent,carryingaun
iqueblendofexperiences,motivationsand
desires.Touristsfromthemajorgeneratingregionoftheworldhavebecomefreque
nttravelers,arelinguisticallyandtechnologicallyskilled, and
canfunctioninmulticulturalanddemandingenvironmentsoverseas. Therapidgro
wthofboththevolumeandqualityrequirementsof
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contemporarytravelersrequirespowerfull CTsfortheadministrationoftheexpan
dingtraffic.

2.00BJECTIVES
Attheend ofthisunit,youshouldbeableto:

*recognizehow! CTsupportbusinessfunctions

*identifytheimpactsoflCTsonthemarketing mix

*recognizetheapplicationoflCTstoairlines,thehospitalityindustry,touroperato
rs,travelagenciesanddestination.

3.0MAINCONTENT

3.1E-TourismandtheTourismIndustry-Strategicand
TacticalFunction

Thetourismindustryhastraditionallybeenusingl CTsinanumberofkeystrategica
ndoperationalfunctionsassummarizedintable10.1however,itisincreasinglyrec
ognizedthattheuseofl CTsintourismispervasive,asinformationiscriticalforboth
day-to-
dayoperationsandthestrategicmanagementoftourismorganizationsICTstheref
oresupportallbusinessfunctionandarecriticalfor operatingtheindustry
asawhole.

Table10:KeyTourismStrategicandOperationalFunctionsEmpowered
bylICTs

KeyStrategicFunctions [KeyOperational Functions _
Enhanceorganizationalefficiencyandeffectilnformationdistributionandreservati
veness ~lonprocess

Improvequalityofservice Internationaltourism

managementandmarketing

Undertakestrategicresearchfornewmarketé FaciIitationanddeliveryoftourismpr'
andproducts ~joducts

Followupcompetition Productionanddeliveryof
tourismproducts

Penetrateexistingandnewmarketsandexpah Organization,managementandcontf

dmarketshare ~ploftourism enterprises
Diversifytonewproductsandservicesornew [Frontoffice:reservations,check-
markets ~in,billingcommunicating ‘
Formulatenewcombinationsoftouristprodu [Backoffice:accounting,payroll,proc
cts urement,

fadministration
Differentiateandpersonalize ~ |Customerentertainmentand
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productsandaddvalueatallstages _ service
ReducecostandachievecostcompetitiveadvantalCommunicatewithconsumers
gebycreating andpartners

valueformoney _ A
Achievetimecompetitiveadvantage Reacttoexpectedeventsandadoptflexibilit
bymaximizingefficiencyforconsumersandcreatyandreflective

ingvaluefortime procedures
Re-engineerbusinessprocessesand Dynamicyieldmanagement
rationalizeoperations _ adjustpriceandcapacity _
Constantlyreinventnewinnovative Monitorperformanceandbuild
businesspractices _ infeedbackmechanisms
Outperformcompetitioninthelong

run

Developpartnershipsandexplore

virtualcorporation

3.2E-TourismImpacts ontheMarketingMix

ICTshavegraduallypropelledtheredesignofthemarketingmixoftourismenterpr
isesbyprovidingnewtools.ICTsprovideuniqueopportunitiesforinnovativeorga
nizationstoredesigntourismproductstoaddressindividualneedsandtosatisfyco
nsumerwant.Organizations
cannotonlyhavebetterunderstandingoftheirconsumerbyminingtheirdatawareh
ouses,buttheycanalsopilotnewproductseffectivelybyusingdifferentcommunic
ationstrategies.|CTshavealsobecomepartof
thecoreproduct,especiallyforbusinesstravelerswhonowexpectcertainfacilities
tobeavailableduringtheirtrip.

TheinternetandtheWorldWideWebinparticular,haverevolutionalizedtheprom
otionandcommunicationfunctionsoftourism. Theyempowerpersonalmarketin
gcampaignandonetoonemarketing.Insteadofaddressingbroadaudiencesthrou
ghmassmedia,suchastelevisionandradio,tourismorganizationsaredevelopingp
ersonalrelationshipswiththeircustomers,soastounderstandtheirneedsandmake
surethattheyaddressthemthroughpersonalcommunications. Thenewmethodso
fferamuchmorecosteffectiveapproach,whileat
thesametimetheycanimprovecustomersatisfactionbyofferingtaylor-
madepackagesofsuitableproducts.Inaddition,theplacedistributionfunctionsha
vechangeddramaticallyasICTshavere-
engineeredtheentirechannelofdistribution.
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3.3E-Airline

AirlineshavebeeninvestingheavilyonlCTssincetheearlystagesoftheirdevelop
ment. Theyrealizedtheneedforefficient,quick,inexpensiveandaccuratehandlin
goftheirinventoryandcommunicationwithtravelagenciesandotherdistributors.

Globaldistributionsystem(GDSs)emergedinthemid-1980s,offering
awiderangeoftourismproductsandprovidingthebackbone
mechanismforcommunicationbetweenprincipalsandtravelagencies.
ThedevelopmentofComputerizedReservationSystem(CRSs)toGDSswiththei
ntegrationofcomprehensivetourismservices,provideda
rangeofvaluesaddedservices.GDSseffectivelybecamesupermarkets,offeringi
nformationandreservationcapabilitiesfortheentirerangeoftravelproducts,inclu
dingaccommodation,carrentals,andschedulesfornonairtransportationetc.GDS
sareattheheartofscheduledairlineoperationalandstrategicagendasastheycontro
landdistributethefastmajorityoftheairlineseats.

Ontheoperationalside,ICTsarecriticalformanagingtheinventoryofcarriersbeca
usetheyassistintheirreservationsmanagementandticketing.Increasinglye-
Ticketinginstigatespaperlesstransactions,whileofferingsignificantsavings.Ta
cticalpricing,yieldmanagementandspecialoffersandpromotionsareallfacilitate
dbyconstantlyassessingdemandandsupplyandbytakingbothproactiveandreact
ive measures. Thereareseveraloperationalmanagementrequirements
includingcheck-inprocedures,allocationofseats,generatinganumber
ofreportandorder,suchasflightpathswhetherforecast,loadandbalancecalculati
ons,manifestsforairport,in-flightcateringordersandcrewrotas.

3.4E-Hospitality

Thelodgingindustryisthemostunderautomatedsegmentoftheinternationaltrav
elindustry.PropertyManagementSystems(PMSs)
wereintroducedtofacilitatethefrontoffice,sales,planningandoperationfunction
.Thiswasachievedbyadministeringadatabasewithallreservations,rates,occupa
ncyandcancellations,thusmanagingthehotelinventory.Mostreservationsarestil
IrooteddirectlytohotelpropertiesorthroughcentralReservationoffices(CRO),of
tenbysubsidizedtollfreetelephones,whilethepercentagesofbookingsemergingf
romGDSs andtheinternetisstillfairlylimited.

ICThavepenetratedhospitalitymanagementatafastpace,integratingthehotelop

eration,reshapingthemarketingfunction,improvingtotalefficiency,providingt
oolsformarketingresearch,andpartnership
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building,andenhancingcustomerservice,whilealsoprovidingstrategic
opportunities.Inaddition,consumersincreasinglyexpectl CTfacilitiesintheirro
oms;internetaccessviathetelevisionsetanddataportshasbecomestandard
forhigherhotelcategories.

3.5E-TourOperators

Touroperatorsneedconstantlytointeractwithalltheirpartners,
includingaccommodationandtransportationprincipals,travelagenciesandcons
umers.Co-
ordinatingthemovementoflargenumbersoftravelers,ofteninmanydifferentcou
ntriesandcontinentssimultaneously,representsamajoroperationalmanagement
challengeandlCTsarecriticalfortheiroperations.ICTsarealsocritical forthedistr
ibutionoftouroperators’packages.

3.6E-TravelAgencies

ICTprovidesawiderangeoftoolsfortravelagencies,byprovidingthemechanismf
orinformationexchangeandtourismproductsdistribution.ICTshaveenabledage
nciestobuildcomplicatedtravelitinerariesinminutes,whiletheyprovideuptodat
eschedules,pricesandavailable
data.TheproliferationofCRSsandGDSsalsoprovidesaneffective
reservationmechanismwhichsupportstravelagenciesingetting
information,makingreservationsandissuingtraveldocumentfortheentirerange
oftourismproductsefficientlyandatafractionofthetimerequirediftheseprocesse
swerecompletedmanually. Travelagencies

thereforeusel CTstoaccesstourismsuppliers’databases,toverifyavailabilityand
ratesandtoconfirmreservations(Sheldon1997).

3.7E-Destination

Inseveralcases, DestinationManagementSystems(DMSs)havebeenusedtointe
gratetheentiretourismsupplyatthedestination. Theircontributiontostrategicma
nagementandmarketingisdemonstratedbytheirabilitytointegrateallshareholde
rsatdestinationsandtoreacha

globalmarketatafairlyaffordablecost. DMSshavegraduallyemerged
foralldestinationsaroundtheworld,offeringonlineinformationandinsomecases
facilitatingreservations.Increasingly,DestinationMarketingOrganizationspro
videinnovativeinformationthatallowspeopletoplantheiritinerariesanddevelop
theirindividualizedpackagesonlineorpurchasecommercialpackages
fromtouroperators.
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4.0CONCLUSION

ICTsempowertourismmarketingandmanagementastheyprovidecosteffectivet
oolsfororganizationsanddestinationtotargetappropriatemarketsegmentsandde
velopstrategictools. Theyalsosupporttheinteractionbetweentourismenterprise
sandconsumersandasaresulttheyre-
engineertheentireprocessofdeveloping,managing,marketingtourismproducts
anddestinations.

5.0SUMMARY

Inthecourseofourdiscussioninthisunit,wefocusonthefollowing:howICTsuppo
rtbusinessfunctions,theimpactsoflCTsonthemarketingmix,theapplicationofl
CTstoairlines,thehospitalityindustry,touroperators,travelagenciesanddestinat
ions.

6.0TUTOR-MARKED ASSIGNMENT

1.Explainwhytechnologies revolutionizethetourismindustry?

2.Whatise-
tourismandwhatarethecriticalimplicationsforthetourismorganization?

3.ExplainICTsarecriticalfortheoperationalmanagementofeachtourismsector?
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BuhalisD.(2000).InformationTechnologyinTourism:TheStateOfTheArt. Touri
smRecreationResearch.25(1):41-58.

Sheldon,P.(1997).InformationTechnologiesforTourism.Wallingford:CABIP
ublishing.
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1.0INTRODUCTION

Internationaltourismhas,overthelasthalfcentury,emergedasoneoftheworld’sla
rgestandfastest-growingeconomicsectors.Consequently,
ithasalsobecomeoneofthemostwidelyadopteddevelopment
strategiesatthenationalandregionallevelsrepresentinganeffective
andformanycountries,theonlyrealisticmeansofachievingsocialandeconomicd
evelopment. Atthesametime,howeveritwouldappearto
thecasualobserverthattourism—
andtouristshasbecomeincreasinglysubjectedtoriskscrisisanddisasterthatthreat
enthetourismindustryitselfanditscontributiontodestinationdevelopment.Indee
doverthelastdecade,internationaltourismhassufferedavarietyofenvironmental
,politicalandeconomicdisasters. Thathavenotonlyhadasignificantimpactontou
rismbothnationallyandglobally,butwhichalsohaveoccurredwithapparentlyeve
rincreasingfrequency.Forexamplethelaterhalfof1990switnessaspateofterroris
mrelated
incidents,suchastheLuxormassacrein1997andin199theabductionandsubseque
ntmurderoftouristsintheYemenandthemurderof  BritishandAmericantourists
inUganda,whilein1997,SoutheastAsianexperiencedadownturnasresultofthere
gionaleconomiccrisisandtheenvironmentalpollutionfromforestfiresinindones
ia(Henderson,2002).Morerecentlytheeventof9/11inNewY ork,thenightclubbo
mbinginBaliinOctober2002andtheoutbreakofSevere AcuteRespiratorySyndr
ome(SARS).

Anumberofpoints,howevermustimmediatelybemade.Firstithaslongbeenreco
gnizedthattourismishighlysusceptibleandresponsivetoexternalforcesorshock
s,aswellasactualorperceiveddestinationalfactorsorbarrierssuchasinferiorhealt
handsanitaryconditions,poorfood, overcrowdingorpersonalrisks to tourists.
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Secondly,itmustalsoberecognizedthatindividualorganizationsor
particularsectorsofthetravelandtourismindustryalsosufferfromdisastersandcri
seswhichrequireimmediateandappropriatemanagementresponses.

Thirdlymostdisastersandcriseswithininternationaltourismhaverelativelyshort
termeconomicimpactswhichalsotendtobelocallyor
regionallydefined.Finally,itisevidentthatnotonlyarecrisesanddisastersintouris
mfrequentandnumerous,butalsotheyareinfinitelyvariablein
nature,intensity,duration,impactandrecoverytime.

2.00BJECTIVES

Attheend ofthisunit,youshouldbeableto:

*understandthe relationshipbetween
disaster,crisesandtourismeappreciatethediversityofforcesandinfluencesthatle
adtocrises
intourism
*explorethepotentialfordevelopingeffectivecrisismanagementplansin
tourism.

3.0MAINCONTENT

3.1FromDisasterandCrisis toTourisminCrisis

Asignificantattentionhasbeenpaidtoseveralexternalforcesaffecting
internationaltourism,amongwhich arethefollowing:

*Politicalfactors.Manystudiesfocusupontheeffectsofpoliticalinstabilityortur
moilatthedestination,suchascoupd’etat,althoughtheactivitiesofparticu
larregimesmayalsodirectlyorindirectlyimpact upontouristflows.

*Terrorism. Thisrepresentsasignificantbarriertotouristflows.
Generally,destinationwhereterroristsactivityisongoinghaveovertime,e
xperiencedanoverallreductioninarrivals.

*Personalsafety.Avariety
offactors,actualorperceivedmayleadtouriststofearfortheirpersonalsafe
tyandhence,discourageinternationaltravel. Ofthesethemostcommondet
errentsare arguably,healthconcernsandtherisk ofcrime.

*Economicfactors.Ithasheenrecognizedthattouristsflowsarehighlypriceelasti
c,thatis,tourismisverysusceptibletochanges
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intherelativecostofholidaysandtravel,particularlywheresubstitutedesti
nationexist.

*Environmentaldisaster.Someoftheenvironmentalimpactmaybeexpectedandi
nevitable,suchashurricanesintheCaribbean andplansusuallyexists
toreducethe riskstotouristsandtobuild
swiftlytourismfacilitiesandinfrastructure.Othernaturaldisaster
includeflooding,earthquake,hurricaneorvolcanoeruptionsmaybelesspr
edictableorunexpectedyetneverthelessthereremaintheneedtoprotectto
uristsandregeneratethetourismsector

3.2WhatisaTourismCrisis?

Giventheenormousdiversityorpotentiallycatastrophiceventsorforcesthatmayi
mpactontourism,thequestionisthen;whatactuallyconstituteatourism crisis?

Faulkner(2001),usefullydistinguishesbetweendisastersandcrises,he
arguedthatforanorganization,acrisismaybedefinedasaneventoroccurrencethat
insomewayattributabletotheorganizationitself,that
isacrisisisinternallyinducedorselfinflicted,oftenasaresultofpoormanagementp
racticesorstructuresorafailuretoadapttochange.
Implicitly,crisiscancouldbeavoidedorpartiallymanaged.Conversely,disasters
areexternal,oftencatastrophic,eventsthatareunpredictable,unexpectedandrelat
ivelyuncontrollable.

Atourismcrisisisthereforeasituationwhichcanthreatennormaloperationsandco
nductoftourismrelatedbusinesses;damageatouristsdestination’soverallreputat
ionforsafety,attractivenessandcomfortbynegativelyaffectingvisitors’percepti
onsofthatdestinationandinturncauseadowntownin
thelocaltravelandtourismeconomy.

Framework forTourismCrisisManagement

Thepurposeofthismanagementframeworkistoaddressbothimmediateandfutur
echallengesintourismindustry.Inparticular,andinrecognitionoftouriststypicalr
esponsetocrisissituations,theemphasisofbothimmediateandlongtermplanning
shouldbeonencouragingtourists,throughappropriatemeans,tovisitthedestinati
on-—
alackofconfidenceonthepartoftouristsandtarnishedimagecanthreatentourisms
ustainabilitywhichinturncanjeopardizethearea’slongtermeconomicactivity(S
onmezetal1999).

103



HCM244

TOURISTS SITES:PRODUCTSANDOPERATIONS I

Principlesof TourismManagement

* Coordination: Thetourismindustryorproductionsystemcomprisesarrayofpu

blicandprivatesectororganizationsbothatthedestinationandintourist-
generatingcountries. Therefore,a co-
ordinatedapproachwhichembraces,forexample,localbusinesses,overse
astouroperators,theappropriatenational
tourismorganizationandevengovernmentagencies(e.g.thosewhichpro
videtraveladvisoriesintourismgeneratingcountries)isanevidentnecessi
ty.Linkswithotherorganizationssuchaslocalemergencyservices,should
alsobeestablished. This,inturnimpliesthatanappropriatecrisismanagem
entteamwithidentifiedrolesandactivities isestablished.

*Collaboration: Allorganizationsinvolvedindisasterorcrisismanagementsho

uldbepreparedtocollaborate. Competitionorrivalriesbetweendifferenta
genciesmayappearduringtimesofcrisisandtherefore,anycrisismanage
mentstrategyshould attempttoeliminateanysuchconflict.

*Communication: Themanagementofcrisissituationsisfrequentlyhinderedby

lackofcommunication,whilecrisesmaybeexacerbatedbyeitheralackofi
nformationorincorrect
information.Thus,ongoingcommunicationbetweenallpartiesisessentia
Ibothduringthedevelopmentofacrisismanagementstrategyandduringan
ycrisis.Itisnotsurprising,therefore,thatmostmanagementstrategiescallf
ortheestablishmentofacommunicationcentre.

*Commitment: AsFauklersargues,allpartiesinvolvedinthedevelopmentofacri
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Tablel5.1:ATourismCrisisManagementFramework

'Phase

Requirerhents

Pre-
event(Planning)

Developmentofacrisismanagementplan(tobereviewedregularly?)
Establishcrisismanagementteam/teamleader
Setupcommunicationchannelswith
appropriateagencies,organizationsldentification/anticipationofpotential
crises

Production/distributionofcrisis

managementguidebook

Crisis MobiIizep'rotection/evacuationplans(e.g.
whenhurricaneis forecast)
Issuewarningstotourists/tourcompaniesetc.notto
traveltothedestinationActivatecrisismanagementteam

Emergency Establishacommunication centre

Activaterescue/evacuationprocedures
Provideemergencyaccommodation/food
etc.
Ensurepositionofhealth/medicalservices

Containment

Damageaudit/initialrepair

Communicationstrategy:
Accurate/authoritative/regularpress

statements

Objectiveanalysisofsituation

Transparency/fulldisclosure

Emphasispositivepoints

Backgroundinformation:crisisina national/regionalcontext
Liaisewithembassiesetc.toensureappropriatetraveladvisories.

Post-
event(recovery)

Investmentinnewfacilities/infrastructure
whererelevant
Rebuildimageofandconfidenceindestination:
Appropriatemarketingstrategy

Investmentin targetedpromotion
Mediainformationtostresssafetyofdestination

Source:Adaptedfrom Faul kner(2001)
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4.0CONCLUSION

Theframeworkproposedhereisnotnecessarilyappropriatetoallcrisis
situationsintourism,eachcrisissituationisuniqueanddifficulttoresolvewithsim
pleformulas.However,animportantstepinmanagingcrisisintourismisaccepting
theinevitabilityofcrisesand,hence,thenecessitytoplanforplan. Thiswillrequirei
ncreasinglevelsofco-
ordinationamongpublicandprivatesectortourismorganizations,governments,s
ecurityagencies,emergencyservicesandthemediabut,asbothtourismandtheinci
denceofdisastersandcrisescontinueto  increase,sowilltheneedfor effective
crisismanagement.

5.0SUMMARY

Inthecourseofthisdiscussionwewereabletofocusonthefollowing
areas:therelationshipbetweendisaster,crisesandtourism;thediversityofforcesa
ndinfluencesthatleadtocrisesintourism;andthepotential
fordevelopingeffectivecrisismanagementplans intourism

6.0TUTOR-MARKED ASSIGNMENT

1.Towhatextentdoyouagreewith thestatementthatatourismisa
destinationimagecrisis?
2.Whatdoyouunderstandbytourismcrisis?

3.Asatouristcentremanager,howwillmanagetourismcrisis?7.0REFER
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