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I ntroduction

The tourism industry is often cited as an attracagent of development
or redevelopment, generating employment and foregchange in a
destination. However, the degree to which tourisas the potential to
contribute to the broader socio-economic develogméra destination
is, to a large extent, conditional on the naturérenment that exists in
the destination and the management decision takghebindustry and
local government. External linkages beyond the idason, such as
globalization, also affect potential development the same time,
tourism development itself can bring change, comiple uncertainty
and conflict, creating opportunities and problemsdnalysts, planners,
managers, decision makers, and members of the cp(blitchell,
1997).As Mitchell (1997) suggests, the challengdoigecognize the
importance of these forces and to function in tipee@sence, as well as
knowing how to manage them so that the become dgerpositive
change.

What You Will Learn in the Course
During this course, you will be learning about:

Managing Tourism for Development
Tour Operations Management
Managing Tourism distribution
Managing Tourism Businesses

strategy for tourism management

managing urban tourism

managing the countryside for tourism: a governgespective
tourism and the environment

marketing management for tourism

managing finance for tourism

ethics in tourism management

the role of government in the management of tourism
information and communications technologies forrign

0. the management of crisis in international tourism

PBOONOORAWNE

Course Aims

This course aims at:

o Knowing how to manage tourism for development
o Understanding tour operations management
o Teaching students on how to manage tourism business
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Examine strategy for tourism management

Managing urban tourism

Managing the countryside for tourism: a governgreespective
Understand tourism and the environment

Knowing marketing management for tourism

Managing finance for tourism

Examine ethics in tourism management

The role of government in the management of tourism
Information and communications technologies forriti

The management of crisis in international tourism

When all the above aims are considered, we canubamthat the major
aim of the course is to expose you to various nogtand techniques of
managing tourism operations.

Working through this Course

For you to complete this course successfully, yeur@quired to read
the study units, reference books, and other ressuhat are related to
the unit. Each unit of the course contains Tutorkdd Assignment.

The Tutor Marked Assignment (TMA) is to be done iethately and
submitted to your tutorial lecturer/course facttafor assessment.

The medium to be used and the time to submit theATMII be
specified to you later. This course is a 2-crediirse. As such you are
expected to spend a minimum of two hours every wataklying the
course. You are expected to complete the entiresecoutline within a
period of 18-25 weeks.

Study Units
In this course, we have discussed the topic ofcthese content titled

Tourist Sites: products and operations under diffetopics. Based on
this, the following units have been designed fer¢burse.

Module 1

Unit 1 Managing Tourism for Development

Unit 2 Tour Operations Management

Unit 3 Managing Tourism Distribution

Unit 4 Managing Tourism Businesses

Unit 5 Site and Visitor Management at the Natéttactions
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Module 2

Unit 1 Strategy for Tourism Management

Unit 2 Managing Urban Tourism

Unit 3 Managing the Countryside for Tourism: A @ovance
Perspective

Unit 4 Tourism and the Environment

Unit 5 Marketing Management for Tourism

Module 3

Unit 1 Managing Finance for Tourism

Unit 2 Ethics in Tourism Management

Unit 3 The Role of Government in the Managemeniairism

Unit 4 Information and Communications Technolodias
Tourism

Unit 5 The Management of Crisis in Internationalifism

These units must be treated sequentially; as &dbyink exists in the
arrangement. Every previous unit lays a foundatmwrsubsequent ones.
A maximum period of one week is required for evenit.

Text Books and References

As was earlier mentioned, materials relevant todberse include not
only the ones below but also others that you cgrytaur hand on. But
for now, the following references are recommended.

Bateson, J.E.G. and Hoffman, D.K. (199G@Ylanaging Services
Marketing: Texts and Readings (4" edition). Harcourt Brace:
Forth Worth, TX.

Baum, T. (1993).Human Resource Issues in International Tourism.
Oxford: Butterworth Heinemann.

Becherel, L. and Cooper, C. (2002). The Impact lob&lization on HR
Management in the Tourism Sectoifourism Recreation
Research, 27(1): 3-16.

Buhalis, D. and Laws, E. (2001)ourism Distribution Channels:
Practices, Issues and Transformations. London: Continuum.

Pender, L.J. (2001)Travel Trade and Transport: An Introduction.
London: Continuum.
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Schwella, E. (2000). Globalisation and Human Resmuanagement:
Context, Challenges and Chandeministratio Publica, 10(2).
88-105.

Sharpley, R. and Telfer, D.J. (eds) (200Rurism and Development:
Concepts and Issues. Clevdon: Channel View Publications.

Swarbrook, J. (1999ustainable Tourism Management. Wallingford:
CABI Publishing.

Course Evaluation

As stated before every unit of this course hassaigament attached to
it. You are required to keep an assignment fileteAvery unit the

assignment should be done. At the end of the cpthreeevaluation shall
be as follows:

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

Out of all the assignment you will do, each onellsha marked and
converted to 3%. At the end of the best 10 shalsélected so as to
make up to 30%. The examination at the end of tlese shall cover all
aspect of the course.

Presentation Schedule

Specific dates for particular activities, such alsrsission of assignment,
tutorial schedules and examination dates shall @genavailable to you
on a later date. This will enable you plan youndtoes in the same line.
The method of submitting your assignment and recgiother course
materials shall be agreed upon on a later date.sYiould endeavour not
to be falling behind the schedule whenever it \&gi

Summary

By the time you exhaust this course, you will fihdiseful to manage
the operations of any tourist site.
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MODULE 1

Unit 1 Managing Tourism for Development

Unit 2 Tour Operations Management

Unit 3 Managing Tourism Distribution

Unit 4 Managing Tourism Businesses

Unit 5 Site and Visitor Management at the Natétfactions

UNIT 1 MANAGING TOURISM FOR DEVELOPMENT
CONTENTS

1.0 Introduction
2.0  Objectives
3.0 Main Content
3.1  The Nature of Tourism in Development
3.2 Nature of Destination
3.2.1 Case Studie€ésino Niagara)
3.3 Government Regulatory Framework for Developmen
Optimization
3.4 Industry Management Decisions for Development
Optimization
4.0 Conclusion
5.0 Summary
6.0 Tutor-Marked Assignment
7.0 References/Further Readings

1.0 INTRODUCTION

The tourism industry is often cited as an attracagent of development
or redevelopment, generating employment and foregechange in a
destination. However, the degree to which tourisas the potential to
contribute to the broader socio-economic develogméra destination
IS, to a large extent, conditional on the naturai®nment that exists in
the destination and the management decision takghebindustry and
local government. External linkages beyond the idasbn, such as
globalization, also affect potential development the same time,
tourism development itself can bring change, compie uncertainty
and conflict, creating opportunities and problemsdnalysts, planners,
managers, decision makers, and members of the cp(blitchell,
1997).As Mitchell (1997) suggests, the challengdoigecognize the
importance of these forces and to function in tipegsence, as well as
knowing how to manage them so that the become doperpositive
change.
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The study will explore management approaches tomom tourism
development potential.

2.0 OBJECTIVES

At the end of this unit, you should be able to:

o appreciate the changing nature of developmentanctntext of
tourism
o understand the role of the destination environmgaternment

regulatory frameworks and industry management decTisn
optimizing development in a destination

o appreciate the competing ideologies and forces @k vin a
tourism destination.

3.0 MAIN CONTENT

3.1  The Nature of Tourism in Development

If tourism is to contribute to optimal developmémta destination, it is
necessary to understand the nature of developmenivhat role, if any,
tourism can play in promoting development. Develepmis a highly
contested notion which has changed in scope ower (Telfer, 2002a).
Initial definitions of development centered only economic growth, a
concept easily identified with tourism developmelmdeed, those in
favour of using tourism as an agent of developnoéiein note increases
in employment or foreign exchange. Much more diftichowever is to
link tourism to the expanded notions of developmasitthe term has
come to include human betterment and the expansiorchoice,
incorporating social , moral ethical and environtaérconsideration
(Ingham, 1993).A further indication of the incraapi complexity
surrounding the term is Sen’s (1999) call for expiag freedoms for
development in terms of economic opportunities,itital freedoms,
Social facilities, Transparency guarantees andeptve security. The
guestion is, then, how can tourism contribute &séhexpanded notions
of development?

Importantly, not only has the definition of devehognt changed, but
how it is measured has also changed (Hashimoto2)2@@ashimoto
(2002) argues that many indices for measuring dgveént are,
however, based on western concepts and are ngtculiral-bias free.
In an attempt to summarize the debate, Basu (2804gests that the
development debate appears to be coasting toward®naensus.
Developing nations must not focus their energieshengrowth rates of
their GDP, NNP or GNP, but should instead focusaceving ‘human
development’ or ‘comprehensive development’.
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One perspective attempting to incorporate manyhefliroader notions
of development is ‘sustainable development’, oftiefined as meeting
the needs of the present generation without comiginghthe needs of
future generations (WCED, 1987). Development objedtsustainable
development include the improvement of quality dke Ifor all;
education, life expectancy, opportunity to fulplbtential; satisfaction of
basic needs; self reliance, political freedoms landl decision-making;
and endogenous development.

In examining tourism planning, Burns (1999) develbp continuum
from ‘Tourism first to ‘Development first. The durism first’
perspective, which is the dominant model for aisisied planning at
national level for non industrialized countriesshzeen developing the
industry as the focus of planning .It is arguedt ttlas supply-led
approach to tourism development is epitomized leyWhorld Bank and
its executing agents ( consultant planners).

The ‘Development first’ approach, which, followitige three categories
of development(Destination Environment, Governmarigulatory
Framework, and Tourism management Decisions) thamasds
consideration when exploring the extent to whicé thurism industry
can contribute to the broader socio-economic deveént of
destination areas now addresses the question: lomwn@nagement
decisions be made to increase the possibility tivattourism industry
will contribute positively to the overall developnieof the destination?
Many of the management recommendations will linkthe broad
concepts of sustainable tourism development althougjven the
difficulties present in measuring sustainabilitgpecially with some of
more complicated indicators, it may be more prudenassess if a
destination appears to be sustainable or unsubtain@eaver and
Opperman, 2002 ). Thus if there is an attempt ¢émtifly, measure and
monitor indicators and to take remedial actionetessary, then there
will be an increased likelihood that a destinationll be more
sustainable. In other words, the likelihood of andustry such as
tourism, contributing to all of the areas of deyet®nt is remote.
However, tourism developed under the guide linesustainability may
be able to meet some of the new broader notionewélopment so that
the destination will also benefit.

3.2 Nature of Destination

The nature of destination environment will influertbe extent to which
tourism can be managed effectively to promote dgraent. Scale is an
important consideration as the term ‘destinati@’applied at a wide
variety of scales from an entire country to an vidiial attraction

(Davidson and Maitland, 1997).Scale is also reldtethe size of the
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area which ideally is supposed to benefit from iBuar Whether the
destination is rural, urban, mountain, coastafnd| or wilderness, and
where it is located along a continuum from a dewetbregion/ country
to developing region/ country, also presents ceffé potentials to
contribute to the overall development of the dedion. Are adequate
supplies and human resources available in thearda they have to be
imported?

The decision made by the local community, goverrtnaem industry
have a long wan to determine the development ptbceke the
destination and who has the ultimate control.

3.2.1 Case StudieJasino Niagara)

After a period of decline, Niagara Falls, Onta@anada is currently in
an economic revitalization phase and the hearhefexpansion lies in
the $800 million Niagara Falls Casino/Gateway Ribjéfter setting up

a temporary casino, construction is now underwayaopermanent
multimillion dollar casino complex. The sign in foof the complex

reads ‘Bringing jobs and Tourism to Niagara’. Thewvncasino complex
will have 3,000 slot machines and 150 table garmae®:8-room Hyatt

hotel, extensive meeting and exhibition space,lrspace, restaurants
and entertainment venues. It is estimated thattaeston of the casino
will generate $100-125 million in construction cauts for mechanical,
electrical and concrete work resulting in an imragégliripple effect on

the Niagara region. There will be 6,000 constructjobs, and the

permanent casino complex will create 800-1,000 johvg and employ

approximately 5,000 people.

The casino is part of the Gateway project, whiatlude several off-site
attractions such as River Country (theme park), B00d0-seat
amphitheatre and a people mover system (expandiotineo transit
system) (city of Niagara Falls, 2001). The cityNihgara Falls is also
set to benefit directly from hosting the new casiho an agreement
signed with the province of Ontario, the city witceive a revenue
stream of $2.6 million annually for ten years, $3llion for the
following ten years, and payments of $3 million (CRljusted) in
perpetuity after that. The provincial governmesbahcludes a financial
contribution towards off-site infrastructure ance tipurchase of the
CN/CP rall line, which runs through the Tourist €EofThe agreement
will also bring financial benefits through buildingermit fees,
development charges, infrastructure contributiond annual property
taxes estimated at over $10 million. The provinse &enefits through
the income it receives from the Ontario Lottery &waming Corporation
(City of Niagara Falls, 2000).
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3.3 Government Regulatory Framework for Development
Optimization

Government involvement is evident. Hall (1994) ma$ seven roles of
government in tourism: co-ordination, planning, isgfion and
regulation, entrepreneurship, providing stimulatisacial tourism, and
interest protection. Government can operate t@dcttspecific tourist
attractions or hotels or they can enter competitmhost a large-scale
international event such as the Olympics. Managénasrd policy
decisions taken by different levels of governmeititinfluence the type
of tourism developed in a destination. The CanadiBourism
Commission provides funds to small and medium Bimenesses to help
establish Product Clubs and the European Unionigesvstructural
Funds which helps generate regional developmerdugir tourism
(Telfer, 2002b). Policy can be as broad as a naticwurism
development plan or it can be as specific as angobly-law, either
permitting or prohibiting tourism development.

Government can influence development through fiscal investment
policies, including investment in general and teoriand tourism-
specific infrastructure, investment incentives amtlencing exchange
rates (Elliot, 1997; Opperman and chon, 1997).rBE95) also points
out a number of government subsidies, offered tma@t businesses,
including tax abatement, infrastructure and sit@sé@nce, low interest
loans, labour force training, regulatory relief,leslase back and
technical assistance. In addition to providing #libs, a government
can take a position of requiring that local prodube used in the
industry (import substitution) or require the intiysto hire locals. For
example, the five star hotel Aquila Prambanan éndity of Yogyakarty,
Indonesia, was required to hire 22% of their stabim the area of
Sleman immediately surrounding the hotel (Telf&9@). In examining
multinational tourism companies, Witt Brooke andcBley (1992) note
that the most important influence will be the goweent of the home
(or parent) country. The objective of the companlylve constrained by
the necessity to conform to laws, directives, stayu requirements,
exhortation ands and ad hoc mechanisms of the igou@omplicity in
matters of taxation, anti-trust (anti-monopoly aartel) legislation,
accounting practices, trade regulations, prodadtility and the myriad
of other public policies of government is a crucéément of careful
strategy formulation. (Witt et al., 1992: 182).

Referring back to the case study of Niagara, a igwaent may take the
advantage of external linkages to other level ofegoment (regional,
state/provincial, national or international) and tte industry to co-
operate in developing marketing and developmentategres.
Governments also have the ability to facilitatestdn development.
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Porter defines cluster as ‘geographic concentratimininterconnected
companies, specialized suppliers, service provjdémis in related

industries, and associated institutions (for exa&anpuniversities,
standard agencies and trade associations) in plartidields that

compete but also co-operate’ (Porter, 1998: 19[list€rs are becoming
increasingly important as regions and governmergsbacoming more
competitive in the tourism market and this incregscompetition is
most easily identifiable in the competition of hngtspecial events. As
noted by Telfer (2002b), the Niagara Economic anduriBm

Development Corporation (NECTOR) in the NiagaraiBegf Ontario,

Canada, is attempting to attract investors to tiagéfa region.

In establishing a regulatory framework that is barbund sustainability,
Williams and Shaw (1998b) argue that a holisticrapph is needed in
which the actions and interests of all major stak#drs are combined
and which also include appropriate levels of thatest The Finnish
government funded a programme though the FinnishiSim Board for
co-audits that focused on tourism operations. Assalt of this process,
the ten companies involved reduced their dispospiaducts, produce
less waste and decrease consumption of raw mateneter and
electricity (Parviainen et al., 1995; also citedHolden, 2000), while the
state can take on a variety of roles in attemptingchieve sustainable
tourism development that are, however, constraifiss Williams and
Shaw (1998b: 58) point out, ‘while the state magiéate goals and can
invest in public transport and other means to itatd particular tourism
programmes, ultimately the implementation of susthility
programmes depends on private capital, which mae lthverse and
conflicting goals’.

3.4 Industry Management Decisions for Development
Optimization

It has been noted that there are competitions mvithe tourism industry
and decision taken by one firm may be at odds aitjovernment’s
overall development scheme.

In examining management decisions taken in tourism,necessary to
place the discussion within the political econonfytlee tourism. As
highlighted in the case study above, there arermaitdinkages which
cross state boundaries, especially in the case aoftinational
corporations. Bianchi (2002) argues that there bhasn increasing
dominance of transnational tourism corporations goaving structural
power of market force at a global and regional lleecision may be
taken for profit maximization of the entire glob@mpany rather than
for the benefit of the local destination.
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In keeping with the team of sustainability, Wigh®98) has argued that
responsible environmental practices have recentlgvent to the

forefront of many industry agendas, embracing @mitental, social

and economic values. Swarbroke (1999) also indicHtat there has
been increased public and political pressure fonganies to behave
more ethical in relation to a rang of issues inrcigdenvironmental

impacts, relations with local communities, investingolicies and

relations with suppliers and marketing interme@syi promotion

techniques, such as honest advertising, pricingips| product safety
and human resources, such as equal opportunitepayn Swarbrook
(1999) argues that many of these elements are gdagustainable

Tourism. Similarly, Pride et al.(1999) indicate tthain many

organizations, business people has taken stepsidoueage socially
responsible and ethical decisions and actions; fiexyehey point out

that some have non, viewing this business practiassa poor

investment.

Weaver and Opperman (2000) proposed a potentiabfskoth social

and cultural sustainability indicators which inctuthe adoption of local
architectural styles, the extent of cultural commation, resident
reactions to tourism, in-migration associated withurism, local

patronage of tourist attractions and facilitiesyuriem related crime,
distribution of job by wage level and equity, andcial carrying

capacity. While they point out that firms may avaibre complex
iIssues, such as social equity, in their sustaiitglprogrammes, there
may be a number of management decisions that caakba to reduce
negative impacts and promote overall development.

4.0 CONCLUSION

This unit has explored how the destination, induatrd government can
all have an impact on the extent to which tourisranpotes broader
socio-economic goals of the destination. It is Wodstating that no one
industry, such as tourism, can or should have #spansibility for

overall development and that it can only play alkmaole in a larger

development scheme. Tourism is also an industryiviaied by profit

and, frequently, it may make more business sensakactions which
may help the industry but which do not contributecinto the overall

development of the destination. The tourism indusg one often

control beyond the boarders of the destination & 2002) and,

hence, management decisions made abroad may restsagity coincide

with destination development objectives. As Mit¢{@P97) indicates,

individuals are connected willingly to a larger lgdd system that has
implications for their lifestyles and livelihoodh& tourism industry may
not be able to contribute much to overall destoratdevelopment
beyond the economics of the industry.
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5.0 SUMMARY

In the course of this study we were able to disthesnature of tourism
in development, nature of destination, governmegtilatory framework
for development optimization, and finally, industrnanagement
decisions for development optimization.

6.0 TUTOR-MARKED ASSIGNMENT

1. Discuss the nature of tourism in development?
2. What do you understand by destination in toaimsanagement?

7.0 REFERENCES/FURTHER READINGS

Sharpley, R. and Telfer, D.J. (eds) (200Ryurism and Development:
Concepts and IssueGlevdon: Channel View Publications.

Swarbrook, J. (1999 Sustainable Tourism ManagemeMtallingford:
CABI Publishing.
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UNIT 2 TOUR OPERATIONS MANAGEMENT

CONTENTS

1.0 Introduction
2.0  Objectives
3.0 Main Content
3.1 The UK Tour Operating Industry
3.2  Tour Operating Value Chain
3.3  Tour Operators’ Strategies
3.3.1 Industry-Specific Concerns Affecting Strateg
Decisions
3.3.2 Expansion Strategy
3.3.3 Diversification Strategy
4.0 Conclusion
5.0 Summary
6.0 Tutor-Marked Assignment
7.0 References/Further Readings

1.0 INTRODUCTION

The tour operating sector of the travel and tourisiustry is an

important but frequently overlooked influence onnpassues relating to
tourism studies. Marketing, tourism planning andedepment, financial

management and consumer behaviour are among treseta feel such
influence. Tour operations form a dynamic charamter by expansion,
intense competition, merger and acquisition, allwdfich have been
pivotal to industry development and product offgarover the past 20
years. There have been several mergers and takelos®veen industry
sector tour operators in UK, Germany, Scandinand @lse where in
Europe, which have brought both advantages anddwhsdéages for
many industry players.

Many issues emerge when one starts to unravelnithesiry structure

and consider its ramifications, and it is impossital cover all of them in

depth here. The scope of this lecture will focustloa current situation
in this dynamic industry, analyze strategic apphegcand question the
industry’s interaction with, and impact on, its samers. The

operational methods and considerations vary fromoiy this area,

most specifically the UK, will be the focus for dission.
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2.0 OBJECTIVES

At the end of this unit, you should be able to:

o recognize current issues in the dynamic tour dgersindustry

o identify strategic approaches adopted by the sector

o appreciate the sector’s interaction with and impact its
consumers

3.0 MAIN CONTENT

3.1 The UK Tour Operating Industry

For several years, the UK travel industry has belearacterized by
intense competition which has resulted in many mergand

acquisitions. However, the ‘real’ balance of powes changed very
little in the past ten years. In spite of more tH&90 operators being
registered with the Civil Aviation Authority’s Aiffravel Organizer's
License (ATOL), the top ten companies hold arourtdo6of total

capacity with 53% held by the top four: Air toursaVel Group (My

Travel Group plc), Thompson Group (TUI UK), Thom@sok Group

(JMC Holidays Ltd) and First Choice Holidays Grodhe sector can
therefore be seen to be highly polarized and tmeinlance of the largest
four groups has long been the cause of generakcorior the future of
the industry and consumers’ interests. The disonssias focused
mainly on the difficulties that small, independampanies face for
survival, healthy competition, directional sellinthrough vertical

integration and concern for the ‘sustainable’ afail” development of

destination.

Table 1: Passengers Authorized by Largest Licenses December
2001 Passengers Licensed

Licensed Holder Dec.2001 Dec.2000 % Change
1. Thomson Holiday Ltd 4,050,000 3,907,245 4
2. Air Tours Plc 4,019,853 3,591,050 12
3. JMC Holidays Ltd 2,850,055 2,836,191 1
4. First Choice Holiday 2,098,790 1,888,008 11
Flight Ltd
5. Unijet Travel Ltd 1,092,712 1,000,435 9

The table above illustrates the size of these mpkayers in the UK tour
operating sector, showing the number of passermdisrized by the

10
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largest ATOL licenses at December 2002. The peagenthange to
these figures from December 2001 is also given.

Although the Civil Aviation Authority (CAA) giveshie figure in this
format, it should be noted that Unijet Travel L&l part of the First
Choice Group. Therefore, the First Choice Grougkednas the third
largest operator in the UK.

Table 2: Passengers carried under all ATOLs

Year to September Passengers  (million) Change over
(million) Last Period
(%)
1999 26.3 1.7 7.0
2000 27.5 1.2 4.7
2001 29.2 1.7 6.3

Source: CAA ATOL

Table 3: Revenue Earned Under all ATOLs

Year to September Revenue (Ebn)) Change over
(Ebn) Last Period
(%)
1999 11.0 0.8 8.2
2000 12.1 1.0 9.3
2001 13.1 1.0 8.2

Source: CAA ATOL

Table 2 shows the size of the total passenger rmagteied under all
ATOL licenses for the years 1999-2001.

While passenger numbers carried is highly importartbur operators,
another important measure in the industry is thfatewenue earned.
Table 3 shows the total revenue earned under abl&sTover the same
period as covered by table 2 (1999-2001).

Although there has been a general increase in &a@idold, there has
been variation in the rate of growth over recerdrye‘The volume of
holidays sold in summer 2001 was 5% higher thapr@vious summer
and it represented a fifth successive summer aimelincrease’(CAA
ATOL Businessttp://www.caa.co.uk). The overall increase to
September 2001 was 6.3%, which was mostly due better winter

11
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season than the previous year. Even so, the irerieasummer 2001
represented a smaller percentage on growth thaheirprevious year.
There was also a reduction in yield with the averggice increase
below the rate of inflation.

3.2 Tour Operating Value Chain

A useful method of analyzing the process of vatweation in an
industry is Porter’s (1980) value chain. As pregigunentioned, the top
four operators have dominated the industry, witmesahanges in the
volume, for several years. This has caused con@rd public

discussion among smaller independent operatorsy mamwhom are
member of the Association of Independent Tour Qpesa(AlTO).

Noel Josphides of Sunvil Holidays, former chairmain AITO and

current deputy chairman, is widely known as champiof the

independent operators, quality products, and corsuahoice and
destination sustainability. He acknowledges that niarket today has
changed due to a large portion of the UK tour djpesanow being
German-owned.

In response to a possible merger between Air tands First Choice at
the end of 2002, Josphides said: ‘If we are goingave a powerful UK
player (in the global market), then provided itkeaafter our interests
we would find it difficult to object. It makes lig difference if there are
three major players in the market or four’. He dhiat AITO would be
looking for assurances that availability of thirddy flying would be
maintained from Gatwick airport and that there lddee no exclusively
deals between the new larger operator and hotélsevél
Weeklyhttp://www.travelweekly.co.uk,14 December 2001).Cthis
basis, AITO was prepared to drop its objectionh&omerger.

3.3 Tour Operators’ Strategies

3.3.1 Industry-Specific Concerns Affecting Strateig Decisions

The Federation of Tour Operators (FTO) draws atiantto the
underlying complexities of the industry that affettategy development.
‘Planning, negotiating, contracting, marketing ansliccessfully
administering a package holiday is a complex mamage task and
takes place over a long period of time’ (FTO,htgpn/w.fto.co.uk). The
FTO’s fact file refers to price setting and broahprinting taking place
over a year in advance. These two days, this iseadrat of an
understatement, with planning taking place up to ywars in advance.
The FTO says: ‘we can think of no other consumdustry or service
which has to fix prices so far ahead’ (ibid.). Thractice implies a great
deal of risk. Consider the issues beyond the cbofrthe operator that
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may affect their business: competition, mergers a@ugjuisitions,

political changes, war, terrorism, economic reaessi outbreak of
disease to site but some of the disasters thataffagt even the best-
laid plans. The September 11, 2001 terrorist attackmerica, and the
ensuing loss of passenger bookings and staff reshanels, is a good
example of this, albeit an extreme one. As, atithe of the disaster, the
summer season had only a few weeks left to runfulhempact was not

immediately apparent. However, tour operators nedpd by

maintaining increased fluidity in their plannedfute capacity.

3.3.2 Expansion Strategy
There are three main expansion strategies:

Market penetration: This involves an increased estodrexisting market
through tactics such as advertising, TV programpansorship, cutting
costs and prices, and other promotions. Many ddettage very familiar
to tour operators’ consumers.

Product development: This is normally concernedhwileveloping

product-line extension or new products. A tour aep@r may decide to
offer all-inclusive holidays’ cruises, etc, in atloin to the usual hotel
packages. Another development which is increasingbynmon is

offering financial services to facilitate paymenot holidays or sales of
items such as beach bags and towels.

Market development: This focuses on the developroémew markets
for existing products and often involves the expamsinto global
markets. This method is becoming easier with fradet agreements and
easy electronic communication through the internet.

A combination of product and market developmentséen through

horizontal integration where a company seeks toease its product
portfolio through merging with or acquiring anotleampany. The large
tour operators have all used this approach to aseréheir appeal to a
broader range of consumer.

3.3.3 Diversification Strategy

There are four main diversification strategies:

Vertical integration: forward integration. This @®ne primarily in two
ways. First, brochure ranking space in retail dudedominated by the
associated tour operators’ brochures. Clients uslially examine an

average of between five and fifteen brochures wilitbe pivotal in
their decision-making process (Carey and Gount&99)1Secondly,

13
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with around 1,000 tour operators in UK, the averagmt is likely to be
aware of the majority of companies and the prdifien of choice is
extremely confusing. Therefore, trust is often pthén the advice of
relatives and friends, and sometimes in the adwiCdravel agents
themselves. Although there seems to be a suspafidour operators
associated agents, the retail outlets are usedpasnt of convenience
(Carey and Gountas,1999). In fact, the distributtbain is set up in a
way that leaves the summer with little choice loutise an intermediary
for booking, thus ensuring some control over thermation and advice
that are readily available to clients.

Backward integration: This means that a businesgesap in the chain
to acquire a supplier. This gives organization exaaccess to resources
and tighter control on the availability of theseaerces to competition.

Related diversification: This is where a companyguii@s or creates
another business that does not have products @uoweTrs in common
with its current business but that might contribtgeinternal synergy
through the sharing of facilities, brand names, etc

4.0 CONCLUSION

In conclusion, various strategies of tour operai@uch as industry
specific concerns affecting strategic decisiongpa@sion strategy, and
diversification strategy. Therefore applicationtloé foregoing strategies
in tourism industry will enhance performance of pit@yers.

5.0 SUMMARY

In the course of our discussion in this chapterdiseussed UK tour
operating industry, tour operating chain and fialbur operating
strategies

6.0 TUTOR-MARKED ASSIGNMENT

Explain the following strategies?

(a.) Expansion Strategy and (b) Diversificatiora&igy
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1.0 INTRODUCTION

Distribution has become far more important in teraismanagerial
decision-making in recent years. This has, in pasulted from the
influence that this area of marketing can have afitpbility and
competitiveness. Indeed, for many tourism busirgsgistribution has
become a critical aspect of strategic managemastrilution is also a
vital link in the tourism system itself. The diswition function delivers
both messages and services to the tourism markethas way links
tourism supply and demand.
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The reasons for the importance of successful toudsstribution are as
follow:

Narrow profit margins: Many tourism businesses makdy small
profits yet distribution costs can be high.

Highly competitive sectors: Several sectors of tin@ism industry are
highly competitive and distribution has become emaf competitive
advantage for some companies.

Intermediary power: Intermediaries can have a pbwanfluence over
consumers and their decision-making, so where mrddh are used,
careful management of this aspect of the marketingis important.

The global market place: The challenges posed bygthbal market
place offer further incentives to manage distribitappropriately. With
new and often desperate markets now availableistaunarketers need
to consider effective way of reaching them.

Perishability of the product: A more traditionalasen for the
importance of successful management of the digtobdunction relates
to the perishability of the tourism product and tlassociated
requirement to remove an excess ‘stock’ at thentaistite.

Information intensity: Tourism is highly dependeoh information
provision to aid the decision-making process fa& ¢bonsumers and this
partly helps to overcome difficulties stemming froine intangibility of
the product.

2.0 OBJECTIVES
Having completed this unit, you should be able to:
o identify the particular problems in relation to tHestribution of

tourism products and the major issues confrontingrism
managers in relation to distribution

o recognise hoe change within the tourism industry ats
environment has impacted upon tourism distribution
o appreciate ways in which appropriate distributibarmnels can be

selected and managed more effectively.
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3.0 MAIN CONTENT

3.1 Problems in Relation to the Distribution of Touism
Services

Intangible product: When a tourism product is pasgd, the consumer
does not receive a tangible product. Rather, at service that is offered
for consumption. It is impossible to see, feel asté tourism products
prior to the purchase. As a result, tourism markesee often portrayed
as being challenged with selling ‘dreams’. Whilésthpplies to some
tourism products more than others, it leads taaliffies as it is merely
information about tourism services that can berithisted in advance of
participation in the service delivery.

Expensive and high-risk product: For many consumdslidays

represent a costly purchase with financial riskadted to their
consumption. There is also inherent risk in purtigaa product that is
not possible to see in advance, let alone try Dt is clearly linked to
the intangibility factor described above.

No stock holding/display by middlemen: Travel ager#nd other
middlemen do not purchase stock. Only informat®rmriovided at the
point of purchase. The risk remains with the praduather than the
distributor. The only display that is possiblehattof brochures or other
information relating to the product.

There are therefore strong arguments for the canedimagement of the
tourism distribution function. This challenge haeb greatly aided in
recent years by the development of electronic itigive techniques,
which have enhanced opportunities to reach botharehold markets in
new ways.

3.2 The Role of Information in Tourism Distribution

Recent changes in the society have, according ©oror (2001),

highlighted the importance of getting appropriat&oimation to

consumers as they search for detailed informatioran attempt to
minimize the gap between their expectations andexuent experience.
Indeed, O’Connor goes as far as to claim that tisogppliers who best
satisfy consumers’ information needs are those niigsly to be

selected and subsequently booked. However, he slates that
information alone is not enough and that a bookimeghanism is also
required.

Paradoxically, information not only aids the salattprocess but can
also compound the difficulty choice. It does, hoesmv provide
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reassurance against the risk inherent in some stourpurchases.
Management of the information flow is thus a cruespect of tourism
distribution.

3.3 Intermediaries in Tourism

The tourism industry has traditionally been charared by its use of
intermediaries. Travel agents have long been tleadly face of travel

distribution. Despite the dominance in the pasttravel agents as
middlemen to tourism business, other type of intsliary have also
come to be associated with the industry, for exanitel marketing

and booking schemes, travel clubs, incentive trarghnizations and
sales representatives. More recent developmentsihaluded the ICTs
such as the internet, computerized reservationtersgs (CRS) and
global distribution systems (GDS).Taken togethéese represent a
greatly increased choice of distributive methodsntivas available in
the not so distance past.

Arguments both for and against the use of interargzB have been
postulated in the literature. Chritopher (1992), éxample, discusses
this in general terms while Pender (1999) examitmsism with
reference to the use of travel agents as middleieere are, however,
problems associated with the use of middlemen. ©Gbing
distribution, for example, has been a major issuepfincipals in the
tourism industry. The more an organization usesrméediaries and the
more distance these are from the organizationptbee difficult it can
be to control them. Cost issues have also emergesbime principals
within the tourism industry have adopted a low-&isttegy and shown
a preference for direct sales (any sale made withba use of
intermediary service can be said to be a direef sal

3.4 Distribution Channels

Tourism distribution channels link the differentntoination of travel
organizations involved in moving tourism producteni producer to
consumer. Clearly, the number and types of didibbuchannel used
differ between organizations and by country. Chamwices in the
tourism industry are influenced by factors suchtles nature of the
tourism products to be distributed and the level poblic sector
involvement in tourism distribution. National Tosiri Organization
(NTOs), for example, will have their distributiohaices influenced by
government structures.

Relevant comparisons have been made between touwlisimbution

channel and those in the manufacturing industries €xample
Renshaw, 1997). There has, however, been littlaildetnsideration of
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the application of the theory of channel managementtourism
businesses. The tourism literature is now addrgghis gap.

While distribution is relatively simple for small@éourism businesses
such as those offering a single service, eithezctly or through one
type of intermediary to one type of consumer, nobghe larger tourism
organizations use a variety of distribution methodypically, these
reflect the different market segments that the mimgdion aims to
attract.

Much has been written about dependencies betweenditierent

members of distribution channels in general ansl literature is no less
relevant in relation to tourism distribution chalmd-or example, many
destinations and tour operators depend upon stafiwledge and
enthusiasm, and the selling skill of travel agemikjle travel agents
themselves depend on tour operators for advertisatgff training,

brochures and computerized reservations systems.

Table 3 Estimated share of the UK tourism marketoanted for by
travel agents by value (1997)

Travel Agents (%)
Domestic Tourism 11
Outbound Tourism 38
Total 49

Source: Key Note Market Review (1998)
3.5 Channel Management Issues

Rosenbloom (1987) adopt the term ‘channel managerdescribe

anyone involved in making distribution channel dems, regardless of
his/her job title. This is a useful approach, esgcwhen considering
the smaller organizations where formal roles mayldss clear cut.
Bateson (1991) is among those who have moved thateleegarding
channel management into the service arena. Heides¢he broadening
of distribution channel to include more than theygpbal distribution

characteristics that dominated the field in the.pBise general literature
highlights other channel management issues, inofudhannel design
strategies, member selection (i.e., the choice Imddn), the

management of conflict, and the evaluation of manyerformance,
power and the management of multiple channels.
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3.5.1 Channel Design

Channel design can cover a variety of variableghti(in Bateson,
1991) suggests the following:

The number of intermediaries;

The type of intermediaries;

The allocation of value adding functions amongdhannel participants;
The kinds of material and technological support tha participants use;
and

The service itself —its elements and the dimensidnisose elements.

3.5.2 Member Selection

A number of factors influence the choice of middé&mincluding the

company marketing/distribution strategy, the constario be targeted,
the products themselves, cost and market charsitsri The latter

might include the type and size of market, therigtion of consumers,
customer purchasing power and patterns, etc. Badlk forces can help
companies such as airlines and shipping compamesriew channel

members.

3.5.3 The Management of Conflict

Conflict between different organizations within tdestribution chain
can occur. Indeed, a degree of conflict is almosvitable where
intermediaries are used, and it is necessary toagwrthis in an
appropriate manner. The interdependence of chanesibers, who can
have incompatible aims can influence levels of esapon and so result
in channel conflict. It is important to acknowledged identify the
causes of conflict, which can operate at differevels. It is also
important to recognize that not all such conflieishnegative effect.
Therefore, acceptable levels of conflict shouldée

3.5.4 Evaluating Member Performance

The evaluation of channel member performance isreasingly
important for cash constrained organizations withiee tourism
industry, including those organizations that haad their public sector
resource allocations reduced. The investigation p&Erformance
measurements by some tour operators, for examgs, Ibd to a
withdrawal of certain companies’ brochures from tigatar travel
agents’ shelves. Organizations must ensure thaevh&iation criteria
they select (e.g., selling skills and attitude) suige to the organization’s
needs.
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3.5.5 Power in Distribution Channels

The major tour operators display a large degreeooitrol over sales
outlets and other distribution channels in the Ulkey even have a
dominant position when it comes to price bargaimiidp resort hotelier
and this, in turn, can influence customer choice itadeads to

standardization in order to keep price down.

Managing multiple channels

O’Connor (2000), writing about distribution in ratan to hotels points
to the difficulty of managing multiple channels. Hkescribed the
important of consistency of offerings across ch#ras customers
increasingly visit multiple sites and undertake pamson shopping.
Price differences or other inconsistencies of affgracross different
distribution channels without good reason can alietthe customer.

3.6 Industry Restructuring and its Effect on the
Management of Distribution

A great deal of change has been occurring in thesim distribution
environment and reasons for this include:

Increased levels of integration leading to constiah in the industry
and different ownership profiles (i.e., acquisispmetworks, mergers,
consortia);

Exponential growth in the use of electronic mediad

The fact that tourism organizations are becomingenmaternational.
These factors all point to a restructuring withe tourism industry in
recent years. This section continues with a briehsa@eration of
management implications of such changes.

3.6.1 Integration and Consolidation

A major change factor experience within the indudtas been the
consolidation of travel agencies into larger grooponsortia. Take-
overs, mergers and acquisitions have all contribtdehis process. This
has arguably been one of the strongest factonsflicence the shape of
the industry, in particular affecting domestic netrkhares and helping
to forge international expansion. An objective eftical integration has
long been to control distribution.

3.6.2 The Growth of Electronic Media

The tourism industry has been affected more by rim&tion and
communication technology (ICT). Indeed, a major e&spin the
restructuring of the industry has been the newrteldyy-based entrants
into the travel distribution business.
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Increased competition is paradoxically accompaigdnore evidence
of cooperation between tourism organizations. Téis part driven by

the requirement to offer a range of products thhoelgctronic means of
distribution. Virtual alliances are therefore beifigrmed to meet

consumer demand for complete product offeringsnenliOnce again
this points to a restructuring stemming from ttegmented nature of the
industry.

3.6.3 Internationalization

In the past decade, there has been a significafit telwards cross-
boarder operations in the travel distribution irtdys Mergers and
acquisitions have been greatly responsible foiirtternationalization of
the industry. Dominant international groups havthexi emerged or
consolidated their positions within Europe whereteilinational
expansion of the major tour operators has beent.geahe UK, for
example, Thompson Travel Group, which has long meemin player
in the industry, is now under German ownership.sTé¢hange in the
industry has in part been fuelled by the largeaaizations outgrowing
their domestic markets.

3.6.4 Management Implications

Poon (2001) is among those authors to suggesthiagiges in the sector
are forcing a number of travel agents to re-evaltiair traditional role.
Providing customers with added value and fee-basmgtices have
become relevant issues. Some of the implicationsthef changed
distribution environment are challenges common tb tgpes of
organization, while others are specific to the imuarorganization.

Management challenges for the traditional middlemeavel agents,
include the development of new skills, investmanteichnology and the
creation of sustainable competitive advantage. diragents represent a
key influence in the tourism marketing system amsnsrketers need to
develop an understanding of factors that can infieetravel agent
recommendation (Hudson et al., 2001). Despite gusprisingly little
research has been conducted on this intermediaryhén tourism
industry. This is despite the fact that the disttidn of inclusive tours
has come under close government scrutiny, withctioeal sellig being
a concern of the monopolies and Merger CommisditMC), now the
Competition Commission. Even the outcomes of thiatsty have been
debated by some (Pender, 2001).
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3.6.5 Value Chain Approaches

The value chain is an analytical tool, describedPbyter (1987), which
traces the process of value creation in an induktough understanding
the role of each player in the industry. Poon (398plied this theory to
the tourism industry, describing six primary adtes and five support
services which all create value. The stemtravehtsgelearly add value
through his or her role in customer services, idiclg information
processing, counseling travelers and preparingerdines. Tour
operators similarly control a number of activitedeng the value change
and where vertically integrated this can include distribution function.
Davidson (2001:81), discussing business travelresges the view that
‘rapidly, the agent’'s contribution to the value th#&s becoming less
about sharing commission and issuing ticket andenadrout providing
strategic advice about supplier selection and magéagavel policies for
clients’.

Relationships with intermediaries in tourism havemged greatly in
recent years, particularly as airlines and othéncgrals have forged
ahead with cost-cutting programmes. This is likidycontinue in the
short term, at least as organizations become melects/e in the
management of their distribution.

3.6.6 Outsourcing distribution in the Airline Industry

Airline such as British Airways have opted to owtsx® core systems,
including inventory, in-house reservations and depa control

systems. These systems were previously viewed §s akeas of

differentiation for the organization. A downturn lousiness, however,
has prompted airlines to turn fixed informationhealogy (IT) cost to

variable costs by handing control of these systengdobal distribution

systems (GDS). Airlines are not alone in pursuimg strategy. Banks
have also favoured outsourcing certain aspecthaf business. Other
examples can be observed in the hotel industry.o®©r (2001)

described the outsourcing of hotel companies’ eénteservations
functions, which require a transaction fee to biel peer call answered
and processed. This option can therefore becomensie as the
volume of bookings through this channel increases.

Keen to avoid disintermediation, Amadeus, Eurogaigest GDS, is
attempting to reposition itself as a ‘technologysibess partner’ for
airlines. It provides:

A fast track to internet sales channels;

The capacity to handle multiple sales channels;
Seamless sharing to alliance partners; and
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Economics of scale that individual airlines wouidiggle to achieve.
Already airlines including British Airways and Quas have handed
over significant amounts of their commercial systémbe run by
Amadeus (O'Toole,2002).

3.6.7 Managing Hotel Reservations Systems

Marketing and booking systems also known as ‘lgginessentially aim
to take reservation on behalf of member properti@hile hotels in

some such schemes have been through a rigorowsi@elprocess and
meet exacting standards, others offer far lessabiei measures for
customers. Like many other distribution mechanistimsse options can
be expensive, with annual fees plus commissioraio (sometimes per
booking received). They can also be restrictivenédmbership prevents
hotel from using other schemes. Other mechanisras rdquire less
commitment are the many directories and guidesatetvailable. This
area of distribution may become subject to morelegmpn in the future.

3.6.8 Managing the Costs of Distribution

Distribution costs in the tourism industry are haid so reducing these
has necessarily become a key management concegreffHttiveness of
GDS at reaching the travel agent market, for exantps to be measure
against its high capital and transaction costs.dditor (2001) describes
the transaction cost of electronic distributionpagentially problematic
due to the number of intermediaries. A central megens system
(CRS), a switch company and travel agent may fatdlia booking and
so wish to be compensated. EasyJet is one of $aidnaes to manage
distribution costs effectively.

3.6.9 Commission Capping

Commission capping is one means by which savingghéncost of
distribution are being made. Poon (2001) discusisededuced level of
commission being experienced by travel agents,rmeteto IATA’S

estimation that selling cost has become the biggesitfor international
airlines with distribution accounting for 23% of eth members’
operating costs, including 11% for commission arfd for CRS

charges. IATA also believes that Europe will folltne US example of
commission capping, which has been estimated tosdeng their
airlines US$1 million a day. Poon (2001) stated #wven US carriers
have joined forces to cap travel agency commisatdb0 for domestic
round tip tickets costing over $500 and $25 forsthoosting over $250.
This would prevent commission on high-priced tiskstibsidizing the
high volume, low commission business of low-costnpetitors and is
estimated to save the seven carriers a considerableunt in
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commission payments. Many of the largest busineaglt agents have
been quick to restructure their remuneration frooommission basis to
management fee-based payment in response to coimmisapping.
This is a development that seems likely to continue

4.0 CONCLUSION

A number of issues can be identified in the ses/itarketing literature
that are relevant to the management of tourisnriigion yet are

outside the scope of a chapter of this length. @heasclude

empowerment, customer orientations and serviceitguapproaches.
Harrington and power (2001) discuss these in soataldproviding an

illustration of the application to tourism of theelvknown Servqual

model which helps companies to anticipate and nreasustomer

expectations. This reflects the development ofisourdistribution as a
management area. The literature is now encompasshese

developments and becoming more specialists, whilde same time
offering broader perspectives on tourism distrimutiBuhalis and Laws
(2001), for example, consider distribution chanaealysis for leisure
and business travel, and highlight questions ottetand sustainability
in relation to distribution theory reflects the ieased importance of this
area of the tourism marketing mix.

Managers at all levels in the tourism industry chée recognize the
expanding choice of distribution routes now avdéaand hoe best to
manage them. A network of mutual dependencies easelen to link
tourism distribution channel members. Technologiadl/ances have
undoubtedly helped to increase the popularity dtriiution as an
aspect of tourism marketing. The application ofvees marketing
theory to the tourism distribution area has aldpdteto move this field
forward both as a practical area of business manage and as an
academic subject. Further research examining theagenent of the
distribution function in tourism is now likely angould complement
these two developments.

5.0 SUMMARY

In the course of this study we were able to disatssous problems
related to tourism distribution, channel of dismtibns, role of

intermediaries in distribution, value chain distttion and managing the
cost of distribution.
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6.0 TUTOR-MARKED ASSIGNMENT

1. Discuss the channel of distribution in Tourisrmagement?
2. What are the problems associated with distobun Tourisms?
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1.0 INTRODUCTION

The human resource dimension is one of the mosbritapt elements of
any industry sector, none more so than the sersasor such as
tourism, which is characterized by high level ofrtan involvement in
the development and delivery of services or vaoatexperiences.
Whatever means are employed to deliver tourismicEsvto the
customer; the role of human intervention (as irdlreils and groups) is
almost universal. In this context, the managemdneroployees is a
critical function and one that, ultimately, detenes whether a tourism
organization is competitively successful or not.gily successful
tourism organizations, particularly in the luxurgdeof market place,
invariably placed considerable emphasis on the gagmgant, education
and empowerment of their employees at all levelielover services that
define or differentiate the organization from othar the field. At the
same time, parts of the tourism sector, alongsitheroparts in the
economy, are making increasing use of technologpgtgution and the
creation of an e-service environment, within whithman mediation in
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the service process is reduced or eliminated. Elect ticketing and
check in with airlines and hotels are exampleshaf process at work.
However, effective organizations do use technol@gypstitution in
selected areas of their service delivery systemerder to focus the
quality human touch in the areas, where it is, geshmore important.

In an era of increasing emphasis on quality, thively of service
quality in tourism, and the human support suchisersdemands, can be
looked upon as a competitive opportunity and sfgiatessue. The role of
human resources and its efficient management iatiage quality has
been widely recognized as one of the most impor&atents in
improving an organization’s competitiveness. At th@me time, the
tourism industry worldwide is characterized by agulous attitudes to
investment in human capital, inflexible employmepractices and
unsustainable approach to human resources devetbpfdkhendran
and Baum, 2000). Often perceived as operationaiderations (Baum,
1993), the management of human resources in touw#snbe described
as an example oadhocism.It is also an area of activity that has
repercussions far beyond the operational domaiarganizations and
clearly impacts on the marketing and financial effeeness of tourism
organizations.

This unit will address a number of keys themes he strategic
management of human resources in tourism. We \itdéingt to give
students a flavour for the strategic issues anadems which underpin
each area, while at the same time recognizing ¢hah of the issues
identified merits fuller consideration. The studewill have the
opportunity to delve deeper into each topic, as@mmate.

Themes are:

The characteristics of tourism as a sector andr timepact on the
management of human resources;

Tourism’s image as an employer;

Skills shortages in tourism;

Education and training in tourism;

Flexibility and innovation in the management of lamresources;
Recruitment, retention and turn over;

Rewards, benefit and compensation;

Managing quality through human resources;

The impact of globalization;

Cultural contexts;

The emergence of aesthetic labour; and

The impact of information and communications tedbg@s (ICT).
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2.0 OBJECTIVES

After completing this unit, you should be able to:

° identify characteristics of tourism as they impash the
management of human resources

o appreciate the impacts of globalization and develaqt of ICTs
on human resource management (HRM) in tourism

o recognize the importance of quality, cultural cabtand the
emergence of aesthetic labour in the managemerttuafan
resources

3.0 MAIN CONTENT

The characteristics of tourism as a sector andr timepact on the
management of human resources.

In many respects, our consideration of this reddyivwide agenda
relating to human resources in tourism is predicgedn the first theme,
that of the impact that tourism’s characteristis@aaector have upon the
management of human resources. It can be arguedithally all the
challenges faced by the sector are a consequenttee adtructure and
operating features of tourism. Therefore, we wdhcentrate on this
aspect in order to set the scene for others.

The big challenge in tourism is that it is difficwb define the typical
travel, tourism and hospitality organization. Thes in part, because
tourism is an amalgam of sub sectors such as wangccommodation,
attractions, services and tourism facilitation,reat which consists of a
number of different groups. For example, the transsub-sector
includes organizations that operate airlines, raysy ferries and cruise
ships, bus and coach companies, car hire and tagiswell as

organizations that provide infrastructure for theseairports, bus
terminals, ports. It also covers private transpyrtcar, bicycle and on
foot. In addition to this diversity within each sabctor, tourism
organizations vary according to size (from majorltmationals to

micro, one person business), ownership (publio/ape) and location
(local, national, international).

Tourism organizations also vary greatly acrossonali boundaries.
There are some emerging global or multinational games in tourism,
and the sector is affected by trends towards gizdgadn in business, for
example, the major airline alliances such as Stad &®neworld.
However, the vast majority of operators are greatfluenced by the
political, economic, socio-cultural and technol@jiccontext within
which they are located, generally at national araldevel. They are
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subject to variation as a result of differing pold conditions, varying
company and consumer laws and the influence of uallt
considerations, for example, attitudes to alcohdsiamic countries.

Tourism organization also operate within a highlglatile demand
environment, primarily exhibited through seasdgal{Baum and
Lundtorp,2001) but also through demand fluctuatrathin the week
(business hotels and airlines at weekends facejar dawnturn) and
within any working day. This characteristic demacurve imposes
significant constraints on the management of humesources within
tourism and underpins many of the issues facedimwttie themes that
we address later in this unit.

Tourism organizations belong within the servicet@eof the economy.
They are, therefore, very different in the way tloggrate and how they
are organized from organizations which focus on phecessing and
production of manufactured goods. There are paaticteatures of

service organizations, and the services that theyige for their

customers, which differentiate them from the maaoufang sector.

These features establish the parameters withinhvpeople work and
are managed in tourism. The characteristics of idour service

operations include the following features.

Most tourism services include a significant intdadgicomponent
Tourism services cannot be inventoried

Tourism services are time dependent

Tourism services are place dependent

Consumers are always involved in the productiortgse
Tourism services cannot be quality controlled atfdctory gate

A different concept of marketing is required foutism services as a
total organizational function (relationship markei.

There is human role in tourism service deliverynoediation which
creates a degree of uncertainty and unpredictabilit

These characteristics of services in general apptiin the tourism
sector in particular and contribute to the manmerwhich tourism
organizations are structured and operate. Theyeantie the operational
culture of organizations and also how they markeirtservices, how
their finances are structured and, in particulae management of
people within organizations.

3.2 Tourism’s Image as an Employer
Tourism employment is varied and includes many dypé work,

ranging from the routine (gardening, cleaning, estdil) through to the
technological (aircraft and theme park ride maiateae) and senior
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managerial (corporate executives in multinationajaaizations). It is
therefore difficult to generalize about the secdamage as an employer.
There is a tendency and danger to assume thahdge is determined
by lowest common denominator so that tourism il with the
image of routine, hospitality work in hotels andterants. However,
tourism does have its glamour end in terms of waitk airlines, in tour
guiding and in the heritage sector. Tourism woeqeyally, does suffer
from lack of mystique brought about by the easaaakess to the tourism
production environment. Unlike factories, we carrkvimto and witness
tourism operations in action on daily basis anddbeainty undermine
the sector’s image. This is compounded by the flaat tourism, for
some of the structural reasons, is seen in someties as a sector of
low pay and transitory work (Wood, 1997). In sonfuwres, tourism is
seen as a frivolous activity which does not meetriais career
consideration and this undermine its attempts ¢ourequality entrants

3.3 Skills Shortages in Tourism

Baum (2002) has explored skills in tourism and btated that the
nature and relative level of skills in the secta andermined by social,
economic, political and technological context witkhich they operate.
To talk of tourism as a low —skills sector has sowvadidity in the
developed world, but is meaningless in many dewetpountries.
Likewise to talk about absolute skills shortagesourism is something
which has relevance in the developed world. In mdesteloping
countries, there is know shortage of labour butstils base that exists
in economy may not be turned to effective tourisorky In developed
countries, skills shortages exist as a result @fiitimge problems that the
sector has, demand factors such as seasonalityclazges in the
technical focus of education and training prograsmvihin the college
system.

3.4 Education and Training in Tourism

Education and training for tourism has developasdtohcally, over a
period in excess of 100 years, with the burdenngéstment, in most
countries, shared between the public sector (sshoacblleges,
universities, and training boards) and private gumiges. The traditional
focus was on the development of technical skill€ane tourism areas
and this remains the rationale and priority of pamgmes in many
countries. Recognition of the need to complemaestirteeal with generic
skills has emerged over the past two decades awndligepresented in
subject benchmarks for the sector in the UK (QAB0®. Investment in
skills development in tourism is frequently jusdi on the basis of the
small business structure of the industry and itsoggaphical
fragmentation. Yet the nature of investment hasilseeh that the prime
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beneficiaries of public education in tourism andirting through the
training boards in the UK up to the early 1980sena&nd continue to be
the major companies, organizations which, arguaddwy, cater for their
own skills requirements. However, the case coninieebe made for
investment in skills development for tourism. Themand Long (2001)
note what they see as a critical role for suppostallis development in
areas of economic regeneration if the benefit ofew ntourism
employment are to assist the local community’s eyplent needs.

3.5 Flexibility and Innovation in the Management ofHuman
Resources

The management of human resources in tourism ierpimthed by
traditions of authority and directive leadershipwéver, recognition of
the importance of what Bateson and Hoffman (1998l ‘boundary-
spanning roles’ in tourism has led to a re-evatumbf the roles and
responsibilities of frontline staff in many toums organizations.
Innovation in the management of people has accordeshter
responsibility and authority to all staff on theslsathat they play an
important part in relationship marketing. This &nrenforced by their
key role in ensuring customer’s satisfaction andamse that such
responsibility is critical if they are to do thgabs in a manner that is
responsive to customer needs and solves custonudrieprs in a
spontaneous and timely manner. Innovative respossesnanagement
relinquish many of the overt vestiges of authotityough processes of
empowerment (Baum, 1995) whereby boundary-sparstaf§are given
the role and authority to handle customer-relat@ilpms as they arise
and as they see it fit. Boundary-spanning, whiclolves employees’
undertaken totally different functional roles, fexample, operational
versus relationship marketing, is now becomingaasmgly common in
the service sector.

Such innovation in the management of human ressureguire

considerable investment in the recruitment of appate staff and their
training in both hard competencies (the abilitydliver the product
component) and in soft competencies, such as judgneemplaints
handling and problem solving. Such skills demandsay mbe

incompatible with the realities of a seasonal ®mribusiness facing
high labour turn over and offering little in the ywaf competitive

remuneration.

3.6 Recruitment, Retention and Turnover
The mobility of staff within tourism is a direct d@r of the wider

environmental, structural and sectoral operatingratteristics that we
have addressed above. Sectors of tourism in somdrees (particularly
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developed ones) face ongoing challenges to reaptropriate staff,
skilled and unskilled, to key positions in the istly. They also face
challenges with respect to retaining these stafieahey are recruited,
and reducing what can be very high rates of labhaunover. The impact
of variable demand (seasonality), issues of renaiiogr, unsociable
working condition and generally negative perceioh the sector for
employment contribute to problems faced in thisardg Tourism is also
an industry that is seen to be highly reactive horsterm local and
international events in terms of its willingnessrétrench staff in order
to meet short-term financial requirements. The ichpan travel and
transport sectors in the immediate aftermath ohts/en September 11,
2001 is a major case in point. Potential employaayg not wish to risk
their long-term security in an employment environtniat is perceived
to be unstable.

At the same time, the small business environmetttinviourism means
that the recruitment process may not always bewted in such a way
as to ensure the selection of the best and mdsiéeiemployees for the
job. Limited credence is given to the outcomesaoimal education and
training while opportunities for workplace develogmh are limited. As
a consequence, the recruitment technique of int@neanotion is not as
widely used in tourism as it could be.

3.7 Rewards, Benefits and Compensation

The popular perception of the tourism industry imny developed
countries is that of relatively poor pay (Baum, 39%oo0d, 1997). This
is a reflection of a number of factors:

Perceptions of tourism work as synonymous with ldnge but not
necessarily typical hotel and catering sub-sector;

The low skills environment of many jobs within tem;

Limited work place organizations in some tourisnsihasses, although
this is not true of , for example, the traditioaaline sector;

Seasonal and part-time work;

The grey or ‘tipping’ economy within many tourismperations,
undermining core remuneration;

Trends to de-skill work in tourism through techrgtasubstitution;
Accessible employment to the majority of the popata through
seasonal and other temporary work.

At the same time, tourism can offer highly remutestaand high status
employment within, for example, airlines. In thevdm®ping world,
tourism employment may be highly prized, and itsnueeration,
relative to local conditions, is competitive witther opportunities in the
economy. The experience of newly industrializedtestasuch as
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Malaysia, Singapore, and Taiwan, however, is thattree economy
develops, the attractiveness and competitivenessemiuneration in
tourism declines, presenting a real challenge éostittor in meeting its
employment needs.

3.8 Managing Quality through Human Resources

The importance of quality in the tourism industgshalready been well
established (Mahesh, 1993; Baum, 1997). The teuwéttoday are
guality conscious, and the trend towards authexxjeriences suggests
that the provision of quality products and servicegssential for the
tourism industry to survive in an increasingly catifve international
market. As a service industry , quality in touridepends upon a range
of human skills during the service encounter, redo@n of which has
resulted in the adoption of concepts such as magagnoments of
truth’ (Carlzon, 1987) and developing a ‘spirit cfervice’ (Albrecht,
1992). Carlzon describes ‘moment of truth’ as thenip of contact
between the customer and employee of the comparty,aegues that
these are the critical occasions which determinecustomer’s
satisfaction in a service encounter. As

Berry (1995: 89) observes, ‘customers may not gx&a credit to
business for doing what they are suppose to ddwerathey attach
higher value to those that surprise with unusuahgacommitment, and
resourcefulness during the service encounter. Humasource
management obviously plays a crucial role in develp quality
service. The criteria of good, perceived qualityvee identified by
Gronroo (1998) further underlines the importantesolof human
resources in delivering service quality. These eoat are
professionalism and skill; attitudes and behaviagcess and flexibility;
reliability and trustworthiness; recovery; and riggion and credibility.
Most of these elements belong strictly to the humesource domain,
but they are also relevant to the service quadity key determinant of
competitive success in the travel and tourism itrgughe key to quality
in the travel and tourism industry is its humanotese’. With the
increasing emphasis on quality, service indussiesh as tourism need
to consider service quality as a competitive oppoty and a strategic
issue (Gamble and Jones, 1991; Rapert and Wre).198e efficient
management of human resources has been widelymeeogas one of
the most important methods of improving quality (riey, 1996: 70),
and competitiveness.
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3.9 The Impact of Globalization

There are three kinds of globalization: technolaljigolitical and

economic globalization. Globalization makes diseana relative

insignificant factor in that it establishes longtdince economic,
commercial, political and socio-cultural relatioftsis more than simply
a way of doing business or running financial maskeit is an ongoing
process. Modern communication systems make theepsoeasier. For
example, the British and American service sectaes iacreasingly
dealing with their customers through call centrebdia. Another major
manifestation of globalization is the increasingvpo of global business
corporations which follow a strategy of global emxpi@n.

Globalization has definite influences on human uese management.
The changing labour markets reduced the numbeowfplid jobs for
the poorly educated while simultaneously increasimgnumber of low-
paid jobs for the better educated (Lubbers, 199Bgse trends create a
mismatch between available labour and labour foiciwra demand
exists. Job seekers with a lack of vocational ingirare more frequently
excluded from job opportunities. At the same timeecause of
globalization, the supply of labour from less deweld countries affects
the global labour market and especially those whoehrelatively
limited skills to offer, as they are likely to bearginalized by more
gualified and cheaper migrant job seekers. Thisllt®sn a situation
where only the most competitive can retain thesifpon in the labour
marketplace.

The globalization of business firms has a numbemudlications for

human resource management (Schwella, 2000). Kngeland skilled

workers will become increasingly mobile so thatrugment will be

from a global pool rather than a national or lgoabl. Employers who
are unable to provide competitive packages wilcbefronted with an
increasing shortage of these types of worker, oeoto recruit new
employees from a global pool. Employers who areblehn@& provide

competitive packages will be confronted with anréasing shortage of
these types of worker.

The major factor driving globalization of the taam industry are the
liberalization of air transport, the liberalizatian trade in services,
economic integration, and the emerging power obrmftion and
communications technologies (ILO, 2001a). Besidesreiasing the
power of the multinational tourism businesses, berthg a potential
threat to indigenous, small and medium-sized tourisusinesses,
globalization tends to generate further homogeiumatof tourism
products. Globalization has also created ‘highls#il tourists
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(Richards, 1995), who are better informed, moreeerpced and
guality-conscious.

A major consequence of globalization in tourism tie issue of
matching employee skills with challenging industeguirements. The
traditional practice of employees learning a majooif skills on the job
and gradually progressing to senior positions isatened by the rapid
technological changes and the need to respondetahthnging service
requirements. Employees at the operational and gesizh levels are
now required to be more flexible. According to Bexdi and Cooper
(2002), globalization has major implications for nimn resource
management in tourism. These include:

The need for different skills and competencies st Employees are
able to deal with the wide spread use of technglagppecially the
internet;

Dealing with employment related consequences ofjersrand strategic
alliances;

Issues of the relocation of employees, and undeistg the social and
cultural sensitivities of those working away fromnhe;

New forms of tourism, utilizing natural and cultuemvironments, that
creates a demand for indigenous employees who e#imed high-
guality and original products and services;

Meeting the needs of highly skilled tourists whe anore experienced
and demand higher-quality products and service.

3.10 Cultural Contexts

Cultural, national and ethical diversity is increggy becoming a major
feature of the workforce in the global tourism istty (Baum, 1995).

Labour mobility within the regional associationgisuas the European
Union has major implications on the tourism indysgiobalization and

the increased integration of global economy tenchawe a positive
effect on labour mobility. Demographic changeseesly the increase
in the average citizens and the low population ginon the developed
world, make the movement of labour from developoogintries to the

developed ones inevitable. In the next few decadesr demographic
changes are likely to be a major issue in mainmginsustainable
productivity levels in developed countries. In orde maintain the

present standard of living and therefore the cursere of workforce,

they will need an annual inflow of millions of magt workers.

A major challenge resulting from these changebkeasneed to manage a
culturally heterogeneous workforce. Human resouncanagers in
tourism industry have to deal with multiculturalisemd multi-ethnicity
in the workplace. They need to be sympathetic twl sensitive of,
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individuals’ or groups’ origins and background. Aoding to Baun
(1995: 176), issues include:

Where a business in the tourism industry receivesig from countries,
cultures and ethnic backgrounds that are diffefemin that of the
dominant culture in which the business is located.( Japanese visitors
staying in a paris hotel);

Where guests are from a different culture, nationar ethnic origin
from that of the workforce (e.g., in a Chinese aastnt staffed by
immigrant Chinese workers and catering for locamded in, say,
Baucharest, Oslo or Rome);

Where a varying proportion of the workforce in asimess or
department are of different cultural, national twméc origins from that
of the dominant local culture;

Where the management of the tourism/hospitalityinass is from a
different culture or ethnic background from thattbé majority of the
workforce;

Where the corporate culture of tourism businesrifsigntly different
from that normally prevailing in the country or comnity in which it is
based, which would mean that although there ik litr no distance
between the management and operational staff msteif their original
culture, corporate norms create new divides whialstrbe addressed.

These situations are likely to create misunderstgndconflict and
discriminatory behaviour in the relationships bedtwemanagers, staff
and indeed, guests. Multicultural management, whish about
anticipating potential problems in the interrelagsbips of different
customer and employee groups, and instituting pesitneasures to
avoid their occurrence (Baum,1995), is an esseskdl that human
resources managers in the tourism industry reduies era of ‘cultural
globalization’.

3.11 The Emergence of ‘Aesthetic Labour’

Warhurst et al. (2001), in their pioneering reskarn the service sector
labour trends in Glaslow, identified a relativelgder-appreciated and
unexplored form of labour, namely ‘aesthetic laboiihis has been
defined as ‘a supply of embodied capacities antbates possessed by
workers at the point of entry into employment’ (\Warst et al., 2001).
‘Looking good’ or ‘sounding right' is described ake obvious
manifestations of aesthetic labour, which can benggor variable in
ensuring service quality in the tourism industry.
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The emergence of aesthetic labour means that huesanrce managers
have to develop these skills and attributes throtigh processes of
recruitment, selection and training, transformingm into competencies
and skills which are aesthetically geared to produ@ higher-quality
service encounter in which style is a major componecruitment and
selection is the obvious starting point in incogiorg aesthetic labour
into the human resource management of the tourisotos
Organizations now have to look for the ‘right’ soit appearance and
disposition.

3.12 The Impact of information and Communications
Technologies

Information and communications technologies (IChaye changed the
ways in which the tourism industry is organized andnaged. The
tourism industry is confronted with changes in itstribution,

marketing and working systems. Buhalis (1998) asgtmat the ICT-
based interaction between customers and serviceiders reduced
transaction costs, creating a process of disinteiattien. Internet-based
intermediaries facilitate direct interaction betweeourists, tourist
destination managers and service providers.

Specific human resource management issues resuftiog the
application of ICTs include developing the skilisdaefficiency of the
workforce, increasing expenses on training and Ildeweent and
increasing the quality of, and participation imjmning systems.

The spread of ICTs in the tourism industry andljikdisappearance of
many service providers have major ramifications fioman resource
management in the form of handling potentially é&esgale
redundancies. While it represents a major losoofgarative advantage
in developing countries, downsizing workforces tesanew functional
challenges for human resource management. The gea®lwelfare
functions of organizations are likely to regain onjance when they are
faced with retrenchment of employees. The developroéinnovative
severance packages and counseling services alg tilkassume more
importance as a human resource management pra€tice.will also
have an impact on tourism’'s image as an employeakimg it
increasingly difficult to attract quality employees

4.0 CONCLUSION
In this unit, we have attempted to touch upon saithe key human
resources issues that impact upon tourism opegatba strategic level.

Inevitably, in so doing, we have had to make judgim@bout the issues
that are addressed and, therefore, have omittedisant areas.
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Human resource concerns in international tourismaia among the
most intractable for managers in the sector. Wihieefocus of concern
varies considerably from sector to sector and wiififierent cultural

contexts, the substance of these concerns showgziramsimilarities

throughout the world. There are no simple answersnany of the

challenges that we have outlined here. Howevas, @ssential that any
discussion of tourism management issues considese trelating to the
management of people.

5.0 SUMMARY

In the course of this study, we were able to dis¢he characteristics of
tourism as a sector and their impact on the manageraf human

resources, Tourism’s image as an employer, Skikkstages in tourism,
Education and training in tourism, Flexibility andnovation in the

management of human resources, Recruitment, reteatid turnover,

Rewards, benefits and compensation, Managing gualibugh human

resources, The impact of globalization, Culturalnteats, The

emergence of ‘aesthetic labour’, and finally, thmpact of information

and Communications Technologies.

6.0 TUTOR-MARKED ASSIGNMENT

1. Discuss the characteristics of tourism as seatd their impact
on human resources management?
2. What is the impact and training in tourism ngeraent?

7.0 REFERENCES/FURTHER READINGS

Bateson, J.E.G. and Hoffman, D.K. (1996Ylanaging Services
Marketing: Texts and Reading@™ edition). Forth Worth, TX:
Harcourt Brace.

Baum, T. (1993).Human Resource Issues in International Tourism.
Oxford: Butterworth Heinemann.

Becherel, L. and Cooper, C. (200Zhe Impact of Globalization on Hr
Management in the Tourism Sectofourism Recreation
Research27(1): 3-16.

Schwella, E. (2000)Globalisation and Human Resource Management:
Context, Challenges and Chang&dministratio Publica,10(2):
88-105.

40



TSM 244 MODULE 1

UNIT 5 SITE AND VISITOR MANAGEMENT AT THE
NATURAL ATTRACTIONS

CONTENTS

1.0 Introduction

2.0  Objectives

3.0 Main Content
3.1 The Management Task
3.2 Operational Techniques

4.0 Conclusion

5.0 Summary

6.0 Tutor-Marked Assignment

7.0 References/Further Readings

1.0 INTRODUCTION

The unit describes the operational site managemihin natural areas
by concentrating on visitor flow controls. It commees with a general
description of issues before proceeding to a meteaileéd consideration
of the role brochure, visitor information centresl dootpath.

2.0 OBJECTIVES

The purpose of this unit is to describe operatiaisiderations that
face site managers when seeking to both protecralaénvironments
and create satisfactory visitor experiences. Atehd of this unit you
should be able to:

) consider the context within which operational sitanagement is
located

o describe different technigues that managers can use

) stress the importance of proper care in the impteaton of

these policies.
3.0 MAIN CONTENT
3.1 The Management Task

Visitors to natural attractions may be motivated doyy number of
reasons, reasons which determine different modebebfviour: For
example, some visitors may simply wish to relaxhwitfamily groups,

and thus meander, watch children play and not secés walk great
distances. Other people may be motivated by spewiShes to observe
particular fauna and flora (i.e. small animals grldnts), while yet
others use the natural setting as simply a backevibipin which to
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undertake some sporting or adventure pursuit. Wiatemotive might
dominate, the visitor will general seek satisfattids a result, site and
attraction management poses many problems due footiential for any
one area to be effectively a multiple product. Aoge site might
therefore be viewed as a collection of physidaibutes of terrain,
scenery and topography, complete with man-madetsassach as
heritage accommodation and visitor centres. Sudhs sare also
repositories of psychological benefits and applsisa the part of those
people who visit and use a site. Therefore in &idito the operational
management tasks of developing and maintaining ralaand built
fabric, site managers must also consider issuet fsychological
crowding, the nature of the visitor experience &hd sources of
satisfaction associated with different needs arbieurs. For example
some visitors will seek a sense of isolation andtemnal identification
with natural places, and will not appreciate théeesrof adventure
seekers, or the chatter of family groups. Indeadt ptudies have shown
that it takes very small numbers of visitors tordet from the enjoyment
of other types of visitor. One issue in for sitemr@agement is to ensure
that users with conflicting needs are kept sepastar as is possible.

To these concerns can be added those of wantisgstain the quality
of the natural, social and historical environmefite managers,
especially those in park regimes, are often chaitfe the primary care
of not only existing fauna and flora, but also @gr$, the removal of
exotics and pests. For example, in Australia, Canbiéw Zealand and
the USA, park authorities are often engaged in rifietroduction of

native species that have become extinct in a giggion, the removal of
introduced species not originally native to theaar@nd the restoration
of original natural environments as far as is gassi

It can be seen from the foregoing discussion tiiat management of
natural places involves at least three consideratio

The natural of the terrain and maintenance of maysnfrastructure, the
needs of visitors, and the needs for environmeotaservation and
restoration.

From a tourism marketing perspective, the pladhesproduct, in so far
as a place is a collection of physical assetsstary-telling is about the
involvement of emotions. For those visitors to ganho wish to engage
with the place, the provision of such services Ings the cognitive as
well as the emotional — these visitors are inforamagatherers and this
act of information gathering emerges a processvafuation that often

engages an emotive response. Consequently, sitagaarent involves
a reiterative process between the attributes ofptaee, the different
potentialities. It possesses for effectiveness adl vas cognitive
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experiences, and the way that the place is presémtie public and the
stories told in the marketing literature. If th&sao congruence between
these dimensions, possible outcomes can includgppénted visitors,
diminishing revenue, and threatened landscapes$arniicdige sites due to
reduced expenditure on conservation and a subsede&srioration of
the place, experience and organisation.

3.2 Operational Techniques
a. Marketing Materials

Marketing materials in terms of brochures, mapsl baoklets are in

shaping visitor expectations. Information can bespnted in a ‘dry’

manner, dominated by a text written in the thirdspa and primarily

concerned with presentation of ‘facts’ about thetdry and culture

associated with a place. Or the same informationbEapresented in a
glossy brochure with photographic and pictorialustrations and

interpretations of data in terms of visitors’ expace. The tone, text and
presentation of promotional material is not neutoalt is vital in either

attracting or inhibiting visitors.

Promotional materials are therefore important imdging messages to
the notice of the public: they are not simply anatising medium, but

are part of the product design itself. By createxpectation about
experience, in an industry whose main product [geggnce of place

and subsequent evaluations of that experience, qgifonal materials

becomes a tool that site managers can use to peothose messages
that they feel are pertinent to the objectivesheirtsites plans.

b. Information and Visitors Centres

Information centres have an important role to play a number of
reasons. First, they are sources of informationutlaoplace and the
natural and cultural environment of that place.

Secondly, they are places of visitation in theirnoight and through
careful design and investment can become proxiesttie place,
detaining visitors for significant periods of time.

Thirdly, they may be sites of revenue generation.

Fourthly, they are places of refreshment and coewee through the
provision of restaurants, cafés, toilets and cakipg.

Finally, information centres fulfill the role of tgkeeper to the attributes
of a place.
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Site managers are continuously engaged in actsleft®n, identifying
those aspects of the place they want to bring écattention of visitors,
and interpreting those places for visitors. Oftafoimation centres
engage in visual presentation, again involving maatg of selection —
which places to photograph, the angles from whibley are
photographed, the seasons represented, the seagi@fdiems etc. and
the very act of selection bestows a legitimacy draws shown, and an
implied diminution of importance about that whishnot shown. From a
conservation perspective, the directing of theteisi attention, and the
potential visitor behaviour that may result, is ywémportant. It may
make visitors aware of the specific importance efte, but can redirect
their travel patterns away from locations of greatéagility and
vulnerability to human disturbance. The very actlefaining a visitor at
a centre may lessen the possible impacts of langeers of visitors at a
specific site. Given that many visits to Nationarks are day trips, the
combination of a well-established information centrith trails that are
easily accessed from the car park, plus cateridgaitet facilities at the
centre, may well mean that a high proportion ofters may acquire
high level of satisfaction but with little intrusioupon the very nature
that attracted them in the first place.

A number of different techniques exist to detaisiters. One of more
successful is that of audio-visual presentatiors. éxample, in 2002,
Mount Zion National Park in the United States of éna established
the Human History Museum in the park’s former \asiCentre. Part of
the story-telling includes a 22-minute audio visyaésentation that
commences every half hour. For the day-trippeheopgark, parking the
car, visiting the museum, seeing the audio-visuatgntation, looking
at the other exhibits, visiting the shop and buynefyeshments can
easily take up about two hours of the total timens@t the park. Given
that the parks attracts over 2 million visitors ear this ability to
concentrate visitors into an area that is capalflesustaining high
numbers is important.

Additionally, the park has specifically built traithat emanate from the
visitor centres that are not only accessible tesehim wheelchairs, but
also to the less energetic. These are supplemdntednger guided
tours both during the day and at night. The pago ahakes available
shuttle bus tours and provides a range of walks)yntd which are of
less than two hours duration. These techniquesotdirtg visitors at
sites, conducting visitors, providing ease of asdescertain locations
and providing maps for defined walks are copied roginy park
authorities around the world. The advantages df sesbemes include:
Creating accessibility to natural areas for thes lesobile (whether
through physical handicaps or advancing age);
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Providing information to enable people to betterdenstand the
locations;

Creating safe environments where people are lggssexo risk;
Creating high levels of satisfaction by allowingopke to engage with
the site through presentations by, and contact, wethgers and by not

exposing them to conditions with which they cancuagte;

Generating revenue through sales of food stuffayesairs, tours and
perhaps franchised operations;

Preventing people from wandering into areas whiereatened species
might be at risk; and

Concentrating people into areas that can be epatiplled by rangers,
thereby helping to ensure visitor safety.

C. Footpath
Associated with visitor centres are footpaths awmdst These, too are

important parts in the mix of operational flows wefsitors and
enhancement of visitors satisfaction.

4.0 CONCLUSION

In conclusion, site management involves a reiteeafirocess between
the attributes of the place, the different potdiies. It possesses for
effective as well as cognitive experiences, andvihg that the place is
presented to the public and the stories told imtheketing literature.

5.0 SUMMARY
In the course of this study we were able to distissnanagement task
and site operations techniques in terms marketinfprmation and

visitors centre.

6.0 TUTOR-MARKED ASSIGNMENT

1. Discuss site management in tourism?
2. State and discuss operating techniques inrgtegement?
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UNIT 1 STRATEGY FOR TOURISM MANAGEMENT
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1.0 INTRODUCTION

The unit provides an overview of tourism corporateategy. Without
strategy, organizations are susceptible to stratggft — a consequence
of failure to monitor and respond to changing exaérenvironment.
Organizations which do not use strategic plannergltto make ad hoc
decisions and be reactive rather proactive to svdriie absence of an
effective strategy can result in corporate failukecording to Johnson
and Scholes (2001), “strategy is the direction asuwbpe of an
organization over the long term: which achievesaatlvge for the
organization through the configuration of resouresthin a changing
environment, to meet the needs of markets and lfd stakeholder
expectations”. Strategies are formulated to achigeals at a more
general level, for instance sustainable tourism.
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2.0 OBJECTIVES

At the end of this unit you should be able to:

o appreciate the importance of both mission and btkers in
tourism management

o identify the techniques of strategic analysis amoice

o enumerate the process of strategic implementation.

3.0 MAIN CONTENT
3.1 Mission and Stakeholders

It is difficult for an organization to formulaterategy without a clear
idea of its overall aim. The mission of an orgati@acan be thought of
as what the organization is trying to achieve; wtsapurpose or aim is
and where it is trying to head in the medium tayléerm (David, 1989).
A mission statement should be succinct, achievald&nary statement
and looks to the future and describes the mainaditne organization.

Tourisms have missions that encompass differeng:aim

‘tourism Concern campaigns for tourism industryt ika
Just yielding benefits that are fairly distributed;

Participatory: involving local people in its devptoent and
management; and

Sustainable : putting long-term environmental aociad benefit short-
term gain

In this case it is ethical considerations rathemtlprofit which guide
Tourism concern.

An organization’s mission is often accompanied lsg@es of objectives
that spell out the goals that needs to achievee#dize its mission.
Objectives may be written in a closed or open fo@iwsed objectives
describe quantifiable targets and should conforrBMART principles

and thus be:

Specific;

Measurable;

Agreed with those who must attain them;
Realistic; and

Time-constrained.
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On the other hand, open objectives are written anenof a qualitative
style.

The mission question (what does the organizatiost der?) cannot
readily be answered without consideration of stalagr question (who
does an organization exist for?). The term ‘stalddto refers to a
person or group of people who have an intereshéendperation of a
particular organization and ‘stakeholder analys{#itroff 1983;
Freeman, 1984) is a useful way of analyzing theoitgmce of different
stakeholders to an organization. Stakeholder aisalgtarts with a
mapping of a range of stakeholders who are ofterdell into those
who are external and those who are internationant@rganization. A
stakeholder map for British Airways would include:

Shareholders (may be divided into large and small);
Directors;

Workers;

Customers;

Bankers;

Key suppliers

Airlines in one world Alliance;

Local communities; and

Environmental groups.

But it is stakeholder power which will determineetimfluence that

different groups have in an organization’s missidine power of

internal stakeholders is influenced by factors sashposition in the
organization, control over resources, power of@age, charisma and
specialist knowledge. External stakeholders cahdwiewer because of
control of resources (particularly finance), theanstitutional role (e.g.
shareholders voting rights) and legal agreemegt b&ank).

3.2 Strategic Analysis

The next stage in the formulation of tourism cogter strategy is
strategic analysis. This involves consideratiortre major influences
affecting the organization’s ability to fulfill itgnission in terms of
resources and environment. Strategic analysis teporthe current and
future strengths and weaknesses and opportunitigéshmeats (SWOT)
facing the organization.

Opportunities and threats summarize the externar@ammental factors
that a tourism organization faces. The key elemeftshe external
environment may be summarized as C-PEST factorshareffers to the
Competitive;

Political;
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Economic;
Socio-cultural; and
Technological environments.

Strength and weaknesses analysis summarizes tieeastéhe internal
resources of an organization.

Opportunities, threats and the external environment

The competitive environment of the tourism industigscribes the
extent of influence of tourism organizations or toegion upon one
another, and that of suppliers and buyers. The etitye environment
may be analyzed in two ways. First, structural ysial examines the
whole industry in which a tourism organization aies for competitive
pressures. Profit-maximizing tourism organizatioil seek a position
within an industry where competitive threats can rbmimized and

competitive opportunities exploited. Porter's (1p8tre forces’ model

can be used to analyze the competitive environmBme. five forces
proposed by porter are:

The threat of new entrants;

The power of buyers;

The power of suppliers;

The threats of substitutes; and

The degree of rivalry between competitors.

Secondly, competitor analysis involves a more tkxtdook at a tourism

organization’s existing and potential competitors. enables an

organization to formulate a strategy in the lightao assessment of its
key rivals. Porter (1980), sets out a frameworkdompetitors analysis
by deploying a response profile of competitive oigations. The

profile is divided into two sections. The first #ea asks questions
about the motives of competitors and second sec&ks questions
about the competitors’ current and future actigitiecThe detailed

guestions that need to be addressed within th@nsspprofile include:

Product lines;

Prices;

Quality;

differentiation
advertising;

market segment;
marketing practices; and
growth and prospects.
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Buhalis (2001) provides a strategic analysis of ¢cbenpetitiveness of
tourism in Greece, identifying its unique naturelfure and heritage as
strengths and the lack of differentiation of thertem product as well as
competitive disadvantages in marketing and planaggeaknesses.

The political environment is important to tourismganizations since it
is here that changes in laws, regulations and pamcurs (Hall and
Jenkins, 1995). It is therefore important to essdblthe location of
political power, how political power may changetire future and the
likely effects of this on policy. Analysis of govenent, opposition and
election cycle yields information on the politiceahvironment, and
government plans and party manifesto are also itapbrsource of
information. In addition, pressure group activitgncbe important in
influencing policy in democracies, and the actestiof such group as
Greenpeace and Tourism concern attempt to affecrgment policy as
it relates to tourism.

The economic environment affects tourism destimstio and

organizations both in terms of demand factors ape@ally in the case
of organizations, in terms of supply and costs ab (¥ribe, 1999). The
main economic variables to be analyzed include:

Consumers’ Expenditure. This is the amount of money consumer s
actually spend. It is mainly determined by incoreeel, but is affected
by savings, taxation and government benefit paysjaansumer credit
and expectations about the future. There is atdpesitive relationship
between growth in consumers’ expenditure and grodemand for
tourism.

Exchange RatesThis is the value of a country’s currency in terafis
other currencies. A high exchange rate for the dosterling means a
lower cost for tour operators buying services irefgn currency. It is
also encourages UK outbound tourists but discogradmund tourists.

Interest Rates. This affects the cost of borrowing. High interestes
increase the costs of tourism organizations and pdamtourists’
demand.

Taxation. This includes taxes on income, spending and grdficrease
in the former can reduce tourism demand.

Inflation . This is the change in the general level of priaad it can
result in destinations becoming less competitive.

Strength, weaknesses and an organization’s resource
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Analysis of its resources and products or servigeables a tourism
organization to assess its strategic capability koav well it is equipped
to pursue its strategy. Resources are typicallgsdi@d under four
headings.

Physical resources, including buildings, fixturesl dittings, machinery
and transport fleets.

Human resources, consisting mainly skills.

Financial resources, demonstrated by an organrZatlmuidity and its
overall debt or credit situation.

Intangibles including acquired knowledge and skilfgatents and
recipes, good will brands and corporate image.

Performance monitoring analyses the way in whicoueces are being
utilized and can include the following:

Analysis of efficiency;
Financial analysis;
Appraisal; and
Comparative analysis.

Efficiency measures the ratio of inputs to outp@iader measures of
financial evaluation include share prices, earnipgsshare, and return
on capital employed (ROCE). Appraisal is used fug evaluation of
human resources and is a process where employestsnitie their line
managers to set targets for the future and reviesfopnance against
previous targets. Comparative analysis can be rbgdeference to an
organization’s historical record, to other orgatimas in an industry
(best practiceO or to benchmark.

3.3 Strategic Choice

Strategic choice is concerned with the generati®gtrategic options, an
evaluation of strategic option and the selectiorstwétegy. In simple
terms an organization seeks to gain advantageitsveompetitors either
by selling a cheaper product than the competitorsa better product
than the competitor, or cheaper and better prodiluiése are the key
strategic options available. During any phase otsgic review a
number of strategic options will be generated frstmategic analysis.
The preferred option will pass the tests of suligbifeasibility and
acceptability.
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A price based strategy seeks competitive advanbggeffering the
lowest prices in the industry. A key way to achidies is to reduce
costs by offering a basic, standardized, mass-gextino frills products
with inessential aspects stripped out of the valo@in. On the other
hand, a differentiation strategy offers product lfquaand unigueness.
This is achieved through design, innovation, aitento quality and
advertising.

Some organizations seek to provide high-qualitydpots at low prices
— a hybrid strategy. This is difficult to achievedause adding extra
consumer value adds to costs and forces up prites. generally

feasible if an organization can achieve economiesaale so that
average costs fall in line with a growth in outpiach of these positions
offers a strategy for gaining competitive advantage

3.4 Strategic Implementation

The agreed organizational strategy will genera#lysiet out in a formal
document and effort then needs to be directed aategfic

implementation. This is concerned with the puttingp practice of an
organization’s strategy. Initial consideration maged to be given to
logistic and operations. Complex strategies wiledhea project plan
which takes logistics into account and provide®gidal sequence of
what has to be done before each stage of the plarbe realized. It
therefore takes account of time scales and therdependency of
different elements of a strategy and allows aaaitpath to be mapped.

4.0 CONCLUSION

In conclusion, the general strategic method ouilnidis unit represents
a standard cycle of strategic planning and a dabksapproach to
strategy. However, it should be noted that the esgwf a strategy
depends on the accuracy of much of the analysisarmd in the plan.
Much of the analysis involves forecasting and timeire is notoriously
unpredictable.

5.0 SUMMARY
In the course of this study we were able to dischssimportance of
both mission and stakeholders in tourism managerttetechniques of

strategic analysis and choice and finally, the esscof strategic
implementation.
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6.0 TUTOR-MARKED ASSIGNMENT

1. What do you understand by Mission and stakednslth Tourism
management?

2. Compare and contrast between strategic anafysis strategic
choice?
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1.0 INTRODUCTION

Town and cities have, throughout history, been augoof tourist
activity, providing accommodation, entertainmend ather facilities for
visitors. For example, the early development of gparism in the
sixteenth century and the emergence of resort-bssaside tourism in
the eighteenth century were both related to urlomations while the
structure of the Grand Tour was determined to atgextent by the
culturally significant cities of Europe Towner, B)9 However, it is
only more recently that the importance of urbarritsn has come to be
realized. Not only has tourism become a significamhponent of the
economy of most large cities but also it is now elydperceived as an
effective vehicle of urban development and regedimra Since
Baltimore famously revitalized its inner-harbourearin the 1970s
through the development of business and leisuriities innumerable
other towns and cities have also adopted tourisueldpment as an
integral element of their socio-economic developmgolicies
(Swarbrooke, 2000). Urban tourism is a varied, dem@and dynamic
phenomenon that perhaps defies specific definiod analysis, hence
the preference of some, such as Law (2002), to neéee specifically to
‘city tourism’. Nevertheless there is no doubt thidobally, tourism has
become increasingly prevalent, albeit in a varietyform or guises
(such as heritage tourism, cultural tourism or gesvent tourism), in
urban spaces.
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2.0 OBJECTIVES

At the end of this unit, you should be able to:

o identify key issues in the management of urbanisaur

o appreciate the need for a systematic and holistiméwork for
managing tourism in urban spaces

o recognize and consider the challenges of promotimgan

tourism in an increasingly homogenous place market.
3.0 MAIN CONTENT

3.1 Urban Tourism: Key themes and issues

Typically, the academic study of urban tourism escks a number of
core themes. These include:

The demand for urban tourism- identifying the ‘urbaourist’;
motivational factors; measuring demand; trendsgpast in demand;
tourist-consumer behavior; modeling/forecasting ded etc.

The supply of urban tourism — primary elements]uding ‘activity’
and ‘leisure’ settings; secondary elements, sucacasmmodation and
restaurants; and additional elements includingriédion services, car
parking and so on.

Marketing urban tourism — selling the city; re-latang and re-imaging
the city.

Policy, planning and management issues — touristh regeneration;
organizational structures and relationships, neikgjorcollaboration);
tourism policies (attractions, events, regionali)c etc.

The impacts of urban tourism — economic benefits;osocio-cultural
development; sustainable generation, etc.

At a basic level urban tourism is a complex or eebaotic concept
because of the diversity of contexts in which itws. As Shaw and
William (2002), suggest, urban areas are heteragemédistinguished
as they are by size, location function and age’ andesult an attempt
have been made to categorise urban tourism destisatJudd and
Fainstein (1999), for example refer to resort si{leuilt with tourism as
the primary function), the tourist-historic city lj@re historic cores have
become the object of tourist consumption) and cdedecities (where a
change of function has occurred).
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A principal purpose of developing urban tourismdandeed, all other
forms of tourism) is socio-economic developmenthaf destination. In
the urban context, this is frequently referred t® m@@generation,
reflecting the more recent focus upon the use ofigmm as means of
restructuring inner city or docklands areas in oteencourage wider
inward investment, to stimulate economic growthutmlerpin physical
redevelopment and to contribute to more generalephaarketing and
re-imaging. A variety of strategies are typicalljnmoyed, usually in
combination as shown in figure 7.1 below:

Figure 7.1 Tourism strategies for urban regenamatio

Events-led strategies: one off events &
festivals to attract tourists

Attraction-led strategies: the
development of a critical mass of core
visitor attractions

Urban regeneration

Business-led strategies: the development
of conferences, meetings and exhibitions

Cultural strategies: promoting the
popular, contemporary culture of |a
destination.

Leisure-based strategies: shopping,
sports cinema, etc. as the attraction to
tourists.

Adapted from Swarbrooke (2000)

However, all urban tourism development focuses upersocio-cultural
and economic well-being and development of locammanities.

Whether the promotion of a city’'s historical attians, the

redevelopment of a waterfront, or staging of a megent such as the
Olympic Games, the overall purpose is to provideome and

employment opportunities, to provide facilitiesdaservices for local
people and to underpin the improvement of the gaygnvironment.

Therefore, within this universal objective, a numbs sub-issues
become pertinent:
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Urban Tourism and Social Exclusion: New tourism-related
development in town and cities are frequently dbciexclusive and
bring least benefit to those who need it most. Bbuareas become
gentrified, providing a ‘fantasy cities’ for thosdno can afford it.

Contestation Space:Related to the point above and more generally,
there is often a diversity of views over how urbgpace should be
developed and used, particularly between those wish to institute
change, such as developers and politicians, arsetiviio seek to limit
change (often local communities).

Resource Allocation: It is sometimes argued that the resources
allocated to tourist development, particularly tpeblic funding of
flagship attractions designed to act as a catédysturther investment
and development.

Community Involvement: Most often community were not involve in
some of development of tourist centre and this w#yoff people that
such developments were designed to help.

Political Environment: The broader political environment, manifested
in, for example the establishment of regional otiomal agencies
committed to implementing national development @plor schemes,
such as the European Capital of Culture, may duvean tourism
development towards externally imposed, rather tloaally decided
objectives

3.2 A Framework for Managing Urban Tourism

From the above discussion, two points are evidénst, urban tourism
is a complex concept, manifest in practice in aoreus diversity of
development perspectives, city attractions, tousethavior and so on
secondly, irrespective of this diversity, a numberssues, in particular
with respect to effective and appropriate tourisevedopment, and
common to most, if not all, urban tourism contexteerefore, there is
need for a framework which is not only able to destmte the
multitude of factors, influences and processes Wwhitay affect the
development of urban tourism in different contextsit which also
provides a logical and systematic process to bevieldd in managing
urban tourism development. One such framework apg@sed in figure
7.2 as follows.

In this model, the starting point is not tourismf khe broader dynamic
urban context to which tourism development mayepbally, make a
contribution (one implication being that, as a tesaf this initial

process, tourism may not in fact be selected asappropriate
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development strategy under certain circumstandésje, the political
environment which include both local and natiomralernment structure
and prevailing policies as well as the economic aodio-cultural
environment must be taken into account in ordeidemtify not only
appropriate  management structures and roles in lajeag urban
tourism, but also the multitude of political economand social forces
that represent either opportunities or barriersisTlthe need for viewing
tourism not in isolation but as a part of holistigproach to economic

and social policy-making.

Figure 7.2: A framework for managing urban tourism

Political Environment
Local governance
National govt.

Economic
environment

Traditional Economic | needs

Socio-cultural env.
Local community

Urban development New desired Equity welfare issues
Partnership economic base Social development
Employment needs
/investment issues Cultural strength
Resource Availability
Community Resource allocation Space contestatior
participation
Tourism
development
strategy
Marketing the Product Infrastructural Visitor
city development development management
Urban
Tourism
experience

[forms

Change in function

Monitoring of
tourists’/residents, view

Source: Adapted from Tyle, (2000) and Page and Ha(R003)
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3.3 Marketing Urban Tourism

If tourism development has a role to play in urbamaissance and such
a contribution is to be optimized, then a key eletie any development
strategy must be marketing. Place promotion is reowvell-known
feature of contemporary urban life and of city neditkg campaign. Page
and Hall (2003) define it as the process of idgintg a place as a ‘place
product’ and developing and promoting it to meetieeds of identified
users. Paris is thus known for its reputation @&srttmantic capital of
Europe. As a result of marketing processes, piaeges have becoming
closely associated with each city in the creatibrp@rceptual global
place maps. But the placement of cities within glamaps is neither a
new nor a fixed phenomenon. In 1900, the world'sagrcities were
almost all in Europe and North America. Since thewever, growth of
cities such as London, Paris and New York has li@eoutstripped by
hose in Asia, for example, which have growth mbwanta hundred fold
in the last century (Spearritt, 2002) Tokyo, Seantl Bejing, among
others are all now important world cities competiagglobal industry,
business, residents — tourists. Fortunes changeeves. That which
attracts capital 9different kinds) alters over tifk®r some industries,
skilled and experienced (cheap) labour draws thena tplace. For
others, environmental resources provide raw masetfat decide the
attractiveness of a location. Too little is undeost of the complex
motivations of tourists to be able to summarizeeatidation’s appeal
similarly, but it generally accepted that a cityisage and the resulting
perceptions of it influence visitor preferencesitqt.aw, 2002).

Areas of cities often disused and in decay arestommed into places
with few distinguishing features, and geographyaivhere rather than
a sense of somewhere emerge. The characterless ¢bagers,

homogenous walkways, themed shopping malls and rgine
monotonous urban landscapes of the internationsinpmdern city are
surely the antithesis of distinctiveness marketing.

4.0 CONCLUSION
Tourism development is a means to an end rather dhaend in itself
and, as a result tourism development is also atiguesf integration,

requiring and embedding within wider social anditmal agendas as
well as economic policy of a particular country.

5.0 SUMMARY

In the course of this discussion in this unit weavable to explain the
concept of urban tourism with focus on the follogrirdefinition of
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urban tourism; framework of managing urban tourismd finally
marketing urban tourism.

6.0 TUTOR-MARKED ASSIGNMENT

1. Discuss urban tourism as a specific sectorurism?
2. With the aid annotated diagram discuss the dwaonk of
managing urban tourism?
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TOURISM: A GOVERNANCE PERSPECTIVE

CONTENTS

1.0 Introduction
2.0  Objectives
3.0 Main Content
3.1 Challenges in Rural Tourism
3.2 Tourism in the Rural Areas/Countryside
4.0 Conclusion
50 Summary
6.0 Tutor-Marked Assignment
7.0 References/Further Readings

1.0 INTRODUCTION

The countryside has long been tourism destinaioom the late 1700s,
tourists who had traditionally visited the cultucaintres of Europe were
influenced by a belief in the restorative effectshappily constituted
scenes and an increasingly romantic orientatioaesthetic sightseeing
(Adler, 1989) to visit rural areas. As a resulte tbountryside and
mountains throughout Europe became the object ®ftdhrist ‘gaze’
(Urry, 1990) with Switzerland, in particular, becogy a popular
destination. Similarly the English Lake districtyered by the poets and
artists of the Romantic Movement, attracted indrepsnumbers of
visitors from the start of the nineteenth centuamy, did the Scottish
Highlands (Butler, 1985). Indeed, rapid technolayi@dvances in
transport, the emergence of a fledgling tourismusgidy and desire to
escape the burgeoning urban centres collectivedileftl the growth in
rural tourism throughout the nineteenth centuryds also in the same
nineteenth that attempts were first made to matlageountryside for
tourism.

2.0 OBJECTIVES

At the end of this unit, you should be able to:

o appreciate the challenges inherent in the manageoferural
tourism

o apply the concept of governance to the managememural
tourism

) consider the relative importance of local contrad anational

policy in optimizing rural tourism’s contributionot rural
development.
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3.0 MAIN CONTENT

3.1 Challenges in Rural Tourism

Despite its virtual ubiquity in industrialized cdues, rural tourism
remains variously defined and takes a multitudediéferent forms in
different countries and regions. This is due, imt,pt the lack of a
universally accepted definition of ‘rural’ — condégpof ‘rural’ rurality
and, hence, the characteristics of rural tourisrdifferent countries are
culturally, economically, politically and geograpalily determined. In
Germany for example rural tourism is primarily asated with farm
tourism (Opperman, 1996), while in Australia isimonymous, perhaps
with the adventurous ‘Outback experience (Sofield &etz, 1997). At
the same time, the importance of rural tourism as@al activity, as an
element of overall tourism activity and as a depglental/ regeneration
vehicle varies enormously from one country to aenthas do
consequential policies for rural tourism (Page &atiz, 1997). In short,
there is no single ‘rural tourism, while differesdguntryside destinations
face different management problems and issues.

Nevertheless, according to Robert and Hall (20CG)nhumber of
challenges common to all rural/countryside destmst may be
identified as follows:

Rurality. Rural tourism is, typically, underpinnbg ‘rurality’. Tourists
seek rural (non urban, traditional, natural) exgrece, the countryside,
however, defined, representing a touristic ‘refugem modernity’
(short, 1991). Rural tourism development and mamag¢ should
therefore seek to maintain and enhance the experigirurality

Regeneration/development: Tourism must be planmednaanaged to
meet the ultimate objective of revitalized the doyside through
employment and income generation, attracting imaest, service
provision, realizing linkage opportunities in thecél economy and so
on. Thus, tourism must be developed accordingdal lsocio-economic
development needs and opportunities.

Integration: Rural tourism should be integrated hwiiroader rural
development strategies at both the local and naltioirism policies.

Balance: There is requirement to balance tourism with otthemands
on the rural resource base, while the potentiadigfieccting needs of
local communities, landowners, visitors and theioral interest’” must
be optimized.
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Environmental Sustainability: The countryside is both finite and
fragile. The centrality of the environment (physiead cultural) to the

rural tourism experience demands appropriate mingp protection

and conservation, and tourism development policies necessary to
maintain the integrity and attraction of the rugal/ironment.

Realism: Different forms of tourism (e.g. inland resortsaynbe more
developmentally appropriate to local or regionakeds than other
‘traditional types of tourism. Equally, ‘new’ ruradurism activities must
also be catered for. Therefore, rural tourism poheust embrace the
notion of a dynamic countryside responding to widecio-cultural

change rather than be constrained by a conservatountryside

aesthetic (Harrison, 1991).

Business Development:Rural tourism businesses themselves face
variety of challenges, including poor returns owestment, insufficient
skills or resources for marketing, lack of trainiagd the inability to
adapt to a service culture, seasonality and a t¢datollaboration with
other small tourism businesses in the locality (@&em 1994).

3.2 Tourism in the Rural Areas/Countryside

The management of the countryside should be guibgd the

sustainability ‘imperative’; that is, rural tourisshould be developed
and managed in such a way that it contributes ® ltmger term,
sustainable development of the destination areagion.

In the context of managing the countryside, there three broad
perspectives on how this sustainability imperatigeor should be
manifested in practice: (1.) managing the ruratisya environment (2.)
managing the tourism business, and (3) tourisrmasdeament of overall
rural development.

3.2.1 Managing the Rural Tourism Environment

Given the difficulties inherent in the practicalpdipation of sustainable
rural tourism development, the principal focus &ng and policies for
managing the countryside as resource for touriss) hat surprisingly
been upon the relationship between tourism andpthesical/ social
environment upon which it depends. Stated more Igintpe primary
objective of many sustainable rural policies hasnb&® minimize the
negative consequences of tourism development atiditacthrough

appropriate resource planning and management hart, ssustainable
tourism is equated with sustainable resource use.
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3.2.2 Managing the Tourism Business

The challenges facing tourism businesses in rusdsahave long been
recognized (Wilson et al, 2001). For some yearsape/public sector

partnerships were a favoured method of supportimd) managing the
development of local tourism businesses and addgeske problems

faced by small, new businesses in a highly competitnarket. More

recently, however, attention has been increasirfglyused on the
contribution of clusters/ networks as a means afegating regional

competiveness and positive economies for ruraligoubusinesses a
cluster is simply a collection of businesses orustdes within a

particular region that are interconnected by tpeaducts, their markets
and other businesses or organizations, such afiengpwvith which they

interact (Porter, 1998). The benefits of clustemslude increased
competitiveness, economies of scale and a focusoeoperation and
innovation. Such clusters/networks can thereforé&kema significant

contribution to the management of the tourism bessnn rural areas.

3.2.3 Tourism as an Element of Overall Rural Devepment
Policy

Tourism is widely considered an effective panacemany of the socio-
economic problems facing peripheral rural areagréfore, policies for
the support of rural tourism development are evidétoth the national
and regional level.

3.3 The Governance of the Countryside

Reflecting the fragmentation of socio-economic uites within the
countryside and increasingly diverse array of detsanincluding
tourism, placed on the rural resource base, thenaram which the
countryside is governed has undergone a significzamsformation in
recent years. In particular, a pre-occupation vaigfnicultural interests
and concerns at both the local and national leaslbdeen superseded by
a more diverse, multidimensional approach to theegung of rural
areas.

4.0 CONCLUSION

Rural tourism is but one element of an integratet®rdependent set of
socio-economic structures within the contemporaoyntryside. Its
success depends upon the health and attractidre afountryside, while
it supports a diverse array of commercial interegtsreover, in many
rural areas, tourism has become the dominant, thowdten
unrecognized, economic sector. Therefore, not @tlguld tourism
policy be synonymous with rural policy at the natiblevel, but also the
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effective management of the countryside for tournismiependent on the
marriage, through a governance process, of broada (tourism)

policy with site or destination-level business amdvironmental

management.

5.0 SUMMARY

In the course of this study we were able to discines following:

challenges inherent in the management of ruraligoyrthe concept of
governance to the management of rural tourismrelstive importance
of local control and national policy in optimizingural tourism’s

contribution to rural development.

6.0 TUTOR-MARKED ASSIGNMENT

1. Discuss various challenges facing rural tou?ism
2. What do you understand by governance of cositkeytourism?
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1.0 INTRODUCTION

This unit explores the tourism-environment relasioip, focusing in
particular on a systems approach to environmengalagement which
permits more appropriate, destination specific qgyedi for managing
tourism environmental impacts. Of all the politicatonomic and social
evolutions of the last century, none has so fundaaatly changed
human values and behavior as the environmentalugwo.

2.0 OBJECTIVES

Having completed this unit, you should be able to:

o explain the meaning of tourism environment

° understand the multidimensional and variable natofethe
tourism environment

o appreciate the need for a destination-specific gocun
environmental management policies

° know tourism and environmental conflicts.

3.0 MAIN CONTENT

3.1 Whatis the Tourism Environment?
Tourism is an environmentally dependent activityhafl is the

environment is a fundamental element of the tougsoduct — tourists
seek out attractive, different or distinctive eowiments which may
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support specific touristic activities and thus, thmintenance of a
healthy, attractive environment is essential toltimger-term success of
tourism.

Frequently, the environment is thought of simply terms of the
physical attributes of the destination. Indeed maaxts refer to
physical/environmental impacts of tourism as ddtifrom social and
cultural consequences. However, the attractionngf @destination may
reside in factors beyond its physical (natural ailtp attributes, with
tourists seeking opportunities to learn about greglence new societies
or cultures. Thus, the tourism environment can ibeved as possessing
social cultural, economic, and political dimensiohssides a physical
Holden (2000). In this sense tourism environmeny bwedefined as:

That vast of factors which represent external (disgconomies of a
tourism resort natural anthropological, economiocia, cultural,
historical, architectural and infrastructural fastowhich represent a
habitat onto which tourism activities are graftew avhich is thereby
exploited and changed by the exercise of tourissinass (EC, 1993).

However, while this definition embraces the pararedf the tourism
environment, from a management point of view ialiso important to
consider the varying perceptions of it. In otherria®, although the
factors included in the above definition are dggoré and tangible, the
ways in which they are perceived or valued by d&fe groups may
vary significantly. In particular, there is likelyo be a distinction
between the ways in which local communities andistal perceive or
value the destination environment; while touristaynvalue highly a
pristine or underdeveloped environment, local maypl/ view it as a
legitimate resource for exploitation. In Cyprus &tample most of the
coast has been developed or earmarked for devefdpomethe island
(Sharpley, 2001a).

However, there not only exists a distinction betwkxals’ and tourists’
perceptions of environment. As Holden (2000) sunmear tourists do
not represent an homogenous group consumers; theyikely to
perceive and interact with destinations environmané multitude of
different ways, depending upon their attitudes, iwadions, and
expectations. In other words the attitudes of tloarist to the
environment will be reflected in their behavior, il in turn will
determine the degree of impact upon the environm€&hts, at one
extreme tourists may have a complete disregardhferenvironment,
placing the satisfaction of personal needs aboveir@mental
concerns; at the other extreme, they may feelagtattachment to the
destination environment and will attempt to integrdnemselves into it.
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This suggests that tourists’ experience of therenwent can be placed
upon a continuum of perception/behavior.

3.2 Tourism and Environment Conflicts

Not only have the environmental consequenceswfdsim development
— both negative and positive — been long recognareti discussed, but
also they have been variously addressed in theatitee. Typically,
however, environment is implicitly defined as theysical, as opposed
to social-cultural resource base.

The focus is principally upon negative impacts,tlog environmental

costs of tourism development in the destinatiora amed the analysis is
usually structured around particular impacts, sagpollution or erosion
or around the constituent elements of the natumsirenment — land,

water, air, flora, and fauna — as well as the malerenvironment.

While such a perspective is both logical and objectit does have a
number of weaknesses. In particular it implies ase relationship
between certain forms of tourism development angir tinevitable
environmental consequences, and that, importastigh consequences
are considered undesirable or bad and should treree minimized or
avoided.

In addition, not only does the tourism environme@uissess socio-
cultural, political, and economic dimensions in i@idd to its physical
elements, but also the analysis of tourism impastisuld not be
divorced from these dimensions. Also, while the edlegment of
tourism undoubtedly has consequences for destmaiovironments,
impacts may be exacerbated or even caused notupigro or tourists
but by other economic or human activity.

Finally, while all societies, cultures and econnare dynamic, the
environmental values embedded in (sustainable)stauplanning and
policies are, however, static.

3.3 Managing the Tourism-Environment Relationship

It is not possible within the context of this umd review fully the
enormous variety of prevailing tourism environméntaanagement
strategies, whether at a broad policy level or wahkpect to specific
sites and locations. Nevertheless, there exisetprancipal approaches
to managing the environment for tourism.
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3.3.1 Managing Physical Resources

It is important to find ways and manner of protegtor conserving the
physical tourism resource base as follows:

Land Designation: The most common strategy for protecting areas of
ecological, scientific, historical, scenic or, ihmet present context,
tourism/ recreational importance is designationesgby identified areas
are designated according to necessary degreesot#cpon. The best
known form of designation, representing 57% of wwld’s protected
areas (Newsome et al, 2002; 191), is national paatkis, which seeks to
protect nationally important areas of ecologicaju@tional and
recreational purposes. Often however the localreste(and indeed,
knowledge and experience of land management isrduladed to the
national conservation/tourism development interestmuch of the
developing world, for example, national park deaigyn has
significantly disadvantaged local communities (Muge and Hulme,
1988).

Spatial Planning Strategies:A variety of methods are employed to
encourage tourism development in some areas wélileving pressure
on sensitive or already degraded sites. The mogtlap of these is
zoning, which attempts to prescribe varying levalispublic use and
conservation in different parts or zones of a laayea such as national
park. It may also be utilized to separate inconig@tiourism uses both
spatially and temporally.

Site  Management Techniques: At the local, site level, various
techniques are employed to either protect sensitieas or to facilitate
regeneration or restoration of damaged sites. Sachniques may
include, for example, the appropriate location amgphing of roads and
trails, the careful positioning of visitor faciks and the enormous
diversity of methods employed, from ‘site-hardeninggasures to the
temporary denial of access, to protect or rest@eiqular resources,
such as coastal areas, mountain trails and so on.

3.3.2 Managing Visitors

By definition, the impact of tourism is directlylaged to the behavior or
activities of tourists themselves. Moreover, diffigr attitudes and
perceptions towards environment on the part ofistaiare likely to be
influential in determine the degree of impact eigrered by any one
tourism destination. It is not surprising, therefothat effective visitor
management is widely considered an integral elermephvironmental
management (Jim, 1989).
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The purpose of visitor management is to match #tare, scale, timing
and distribution of tourism activity to the enviraent within which it

occurs- that is, to ensure that the capacity ofetidronment to absorb
tourists is not exceeded- as well as attempting etccourage
“appropriate’ behavior on the part of individualutsts. In a broad
sense, calls for tourists to adopt ‘good’ behavisua form of visitor

management but the wide range of more specificnigoles employed
to manage visitor behavior vary from soft, low-rkgary methods
designed to inform or educate, such as informaticentres,

interpretation and codes of conduct (Mason and Mawf 1995),

through to high-regulatory methods designed totlagicess. In many
instances such techniques are successful; reddleengnumber of car
park spaces has, for example been found to beteBemeans of
limiting tourists numbers at particular natural arsites (Sharpley,
1996). However, visitor management more generaligs to be reactive
‘solution’ to a problem rather than an element ofviger, proactive

environmental management process.

3.3.3 Sustainable Tourism Development

The two approaches to managing the tourism enviemtndescribed
above focus specifically on two separate elemeiitshe tourism-

environment relationship, namely, the physical esvinent and visitor
behavior. Conversely, sustainable tourism developnettempts to
address collectively the needs of all the playearsthe tourism
destination- the local community, the physical emwvinent, the cultural
environment, the tourism industry and tourists thelwes- in an
approach that is intended to reduce tensions aciibfr created by the
complex interactions between them. In other wosdstainable tourism
development seeks to optimize the benefits of sourio tourists (their
experiences), the industry (profits) and local peoftheir socio-
economic development) while minimizing the impaaf tourism

development on the environment.

4.0 CONCLUSION

In conclusion, this unit suggested a systems apprdhat not only
recognizes the unique and dynamic characteristicdestinations but
also effectively embraces local governance mayesrt a more
appropriate means of managing the tourism thedoueanvironment.

5.0 SUMMARY

In the course of our study in this unit we wereeahb discuss the
following; the meaning of tourism environment, timiltidimensional
and variable nature of the tourism environment, theed for a
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destination-specific focus in environmental managetmpolicies and
finally tourism and environmental conflicts.

6.0 TUTOR-MARKED ASSIGNMENT

1. What do you understand by tourism environment?
2. Discuss the conflict between tourism and therenment?
3 Discuss the following concepts:

a. Managing visitors in tourism environment?
b. Sustainable tourism development?

7.0 REFERENCES/FURTHER READINGS

EC (1993).Taking Account of Environment in Tourism Developimen
DG XXIll Tourism Unit. Luxembourg: European Conssion.

Holden, A. (2000)Environment and Tourisnbondon: Routledge.

Jim, C. (1989)Visitor Management in Recreation Are&nvironmental
Conservation.

Mason P. and Mowforth, M. (1995 o0des of Conduct in Tourism
Occasional Papers in Geography No.1 Plymouth. Usitye of
Plymouth: Department of Geographical Sciences.

Murphree M. and Hulme, D. (1998Communities, Wildlife and the
‘New Conservation in Africa Journal of International
Development, 11(2): 277-85.

Newsome D., Moore S., and Dowling R. (2002atural Area Tourism:
Ecology, Impacts and Managemer@levedon: Channel View
Publications.

Sharpley, R. and Craven, B. (200The 2001 Foot and Mouth Crisis-

Rural Economy and Tourism Policy Implications: an@oent.
Current Issues in Tourism, 4(6) 527-37.

73



TSM 244 OURISTS SITES: PRODUCTS AND OPERATIONS I

UNIT 5 MARKETING MANAGEMENT FOR TOURISM

CONTENTS

1.0 Introduction

2.0 Objectives

3.0 Main Content
3.1  Marketing Process in Tourism
3.2  Managing Strategic Tactical Tension
3.3  Marketing Process and Plan in Tourism
3.4 Branding as Focus for Marketing Effort

4.0 Conclusion

50 Summary

6.0 Tutor-Marked Assignment

7.0 References/Further Readings

1.0 INTRODUCTION

Marketing as a management discipline offers theidou manager that
essential outward focus and receptivity to consumeeds that facilitates
organizational success in the competitive enviramtnoé global tourism
today.

Marketing is the process of planning and executimg conception,
pricing, promotion and distribution of ideas, goaahsl services to create
exchanges that satisfy individual and organizatiordjectives
(American Marketing Association).

Marketing is the management process for identifyeugticipating and
satisfying customer requirements profitably.

The marketing concept holds that the key to achg\arganizational
goals through understanding and responding to conessiand market
place conditions. Importantly these goals needoegprofit-related and,
thus, the practice of marketing in tourism has agrisom commercial
tourism industry to sectors and subsectors nottipadlly associated
with the discipline. These include public sector sewms, national
parks, charities responsible for heritage consemaand so forth. For
some organizations, the practice of marketing empasses no more
than differing forms of communication or promotiorhis however, is
to misunderstand the scope of discipline and itatesgic dimension.
Indeed, marketing may be better explained as aafalping business,
rather than as a ‘stand alone’ discipline.
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2.0 OBJECTIVES

At the end of this unit, you should be able to:

° explain the process of marketing in tourism
o understand marketing plan in tourism
o establish branding as a focus for marketing plan

3.0 MAIN CONTENT

3.1 Marketing Process in Tourism

The marketing processes and decisions vary to #tente of their

formality; a micro-business in rural tourism, foxaenple, has very
different structures and style for managing margtithan the

multinational tour operating and aviation congloater A micro-

business may have no written marketing plan (urdelemn is needed),
while the multinational may have written strategiad campaigns plans
by brand, product or key segment. However, they rhayequally

foresighted (or not) in their strategic marketihmking. And marketing
is invariably results-driven.

In practice, successful marketers in one sub-secfotourism can
transfer to other sub-sector with ease, their vauecognized. Chiefly
this comes down to their ability to handle the picat implications of
characteristics of tourism within marketing deamsimaking. These
characteristics of perishability, variability, igpseability and
intangibility will be familiar to the tourism studg but they are worth
repeating here as they are the root cause of ménheo areas of
emphasis that emerge when marketing is appliecht@ltand tourism.
The characteristics of tourism include:

Perishability- the inability to store the produor fsale at a later date.
Each product exists only at a single point in tiree,failure to sell by

that point in time result in lost revenue too. Aamé leaving at 09.05
with empty seats means that the revenue from 2@ugte will never be

realized.

Variability — tourism is a product, high in humarontact. Each
experience element relies on human interaction é&twuser and
provider staff (and equipment/processes), so thath eincident is
intrinsically unique. The fact that much tourismriegting effort is made
to iron out performance variability through empleyéraining and
procedures does not annul this essential tendemeyrds variability.
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Inseparability — the fact that the consumer hasnteract with the
tourism provider or destination in order to expecie the product at all.
Sometimes call ‘simultaneous production and congiamf in other

words until the consumer uses the product, theymtodoesn’t actually
exist (merely the capability to produce it).

Intangibility — the tourism product cannot be insieel by the human
senses at the point of sale (although surrogatafiéogproduct can be, of
course.

To these four characteristics should be added tst structure of
tourism businesses. This consists of high fixedscasd low variable
costs, relatively fixed supply capability in the osh term, and
complementary between the different tourism eleseltoreover, no
single tourism organization exists in isolation ronh the users’
perspective, the vacation experience (if we arerrely to leisure
tourism) consists of meals, transport, accommodat&gight-seeing,
activities, and so on, all rolled into one, seas\kesperience.

3.2 Managing Strategic Tactical Tension

Practical success revolves around managing thategtc tactical
tension. Sometimes labeled as ‘demand capacity geamant’, skilful
marketer in tourism is endlessly balancing themnetiand resources
between short term demand capacity requirementdcengdterm brand
development and strategic direction. Much of tharismm marketer
energy focuses on stimulating last minute salesfiltoremaining
capacity; remember the service characteristiceagpability, relatively
fixed capacity and high fixed costs. The combinatad perishability,
fixed capacity and high fixed costs serves to hgeprofits or plummet
losses in a way not experienced by the marketphgs$ical goods. As a
consequence, tourism marketers need to pay cltesetiah to demand
patterns. For example, the development of yieldagament systems in
aviation is rooted in the analysis of historic saldata that allows
predictions to be made for a given route and timgagthat overbooking
percentages and price alterations can be madeont@uous basis with
a degree of confidence unimaginable in previousadecDevelopment
in information technology have allowed capacity fsoduction to be
inventoried for distribution and tracking of subseqt sales. It is
therefore no surprise that many sub-sectors iretramd tourism have
invested heavily in information technology.

3.3 Marketing Process and Plan in Tourism

The marketing process can be considered as thes@japlanning,
implementation and control of marketing (Kotler,919, whereas the
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marketing —plan is the accepted output, commonlypouygh not
exclusively in written format). The marketing preseis ongoing, but
the written marketing plans cover different timealss designed to
dovetail into one another. The strategic plan Jedde 10.1 creates the
overall goals and direction for the series of tadt(often annual) plans.
In large travel and tourism companies, marketirapplmay be written
for specific brands, key segments or products, sorde tactical plans
may take the form of an integrated communicaticarmmaign focusing
on a shared message: Spain’s ‘everything undesuhg or passion of
life or Champney’s mind, body, spirit ( MiddletontiwClarke 2001).

Table 10.1: A comparison of strategic and annuah$l

Strategic Marketing (3-5 years| Annual or Tactical Marketing
Typical Plan (1 year)
Situation analysis: Macro Summary of Situation analys
Micro SWOT
External
internal
Forecast/Prognosis Target segments
Key factor for success andinnual marketing objectives
distinctive competencies In SMART format
SWOT analysis Product (Objectives)
Strategies
Tactics
Target segments Price (Objectives)
Including profile Strategies
Tactics
Positioning statement Distribution (Objectives)
Including positioning map Strategies
Tactics
Marketing objectives Communication (Objectives)
Strategies
Tactics
Strategies  which may  heMonitoring, evaluation and control
categorized as Including budget
Product
Price
Distribution
Communication
Evaluation and control
Including budget

Adapted from Godfrey and Clarke (2000)
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3.4 Branding as Focus for Marketing Effort

Perhaps one of the most noticeable differencesdmetiarge travel and
tourism organizations and micro enterprises (oneadestinations) is the
ability to develop strong brands. Many of the wilier brands are little
more than logos and names — there is scant awaranesng potential
consumers or other stakeholders in the market ptawkthe logos carry
no meaningful values for consumers to identify witbestinations
particularly those at a local level, find it pautiarly hard, possibly due
to the limited resources and control those respbmshave for
engineering the desired images. Readers can belgyobecall their
own examples. Some may take a form of ‘brand fresnady (or using a
name/symbol recognized in another product categiryprovide
‘instant’ awareness and value for the consumerjor&sf to brand
sustainable tourism schemes and ecolabels have witt limited
success and much consumer confusion (Synergy, 2000)

Yet branding may offer distinct advantages for éeand tourism in, for
example countering the effects of intangibility amdriability or

facilitating precise segmentation or by providindoaal point for the
integration of producer effort.

It is worth nothing that some of the most intemggtand successful
brands in travel and tourism today are in factypetof corporate
branding, whereby the values of the brand are n@adfto a given
product but transfer freely from product categaryptoduct category.
The virgin brand carries its values to differenttees where it feels it
can challenge established yet sleepy competitole €asy group
follows a similar approach. Among the niche brantss possible to
find plenty of strong examples of lifestage braifds brands that are
designed to attract consumers in a given life-cygtige, which they
subsequently outgrow or move on from); brands sisc@lub 18-30 (for
singles), Saga (for older vacationers), or San@gsred to couples)
speak to distinct and recognizable consumer lildecgtages.

4.0 CONCLUSION

This unit set out to give a flavor of some of thealenges faced by
marketers in travel and tourism today and linkséhehallenges back to
the underlying characteristics of the products. @lseussion gives the
reader and opportunity to further develop and exgptmme of the ideas
being highlighted within generic marketing.
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5.0 SUMMARY

The following issues were discussed in this unite tprocess of
marketing in tourism, marketing plan in tourism, maging strategic
tactical tension, and finally branding as a foausmarketing plan.

6.0 TUTOR-MARKED ASSIGNMENT

1. Discuss how to manage strategic tactical tensidourism?
2. Compare and contrast between strategic andahmmarketing
plan?

7.0 REFERENCES/FURTHER READINGS

Godfrey, K. and Clarke, J. (2000)The Tourism Development
Handbook: A Practical Approach to Planning and Metikg
London: Cassell.

Kotler, P. (1991). Marketing Management: Analysis, Planning,
Implementation and Control {7Edition). London. Pretence Hall.

Middleton, V.T.C. with Clarke, J. (2001Marketing in Travel and
Tourism (& edition) Oxford: Butterworth Heinemann.

Synergy (2000)Tourism Certification: An Analysis of Green Glohk 2

and other Tourism Certification Programmedsondon: Synergy
for WWF-UK.
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MODULE 3
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UNIT 1 MANAGING FINANCE FOR TOURISM

CONTENTS
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3.1.1 Long Term Investment Decision
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6.0 Tutor-Marked Assignment
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1.0 INTRODUCTION

The unit considers the importance of financial nggmaent for firms
operating in the travel and tourism industry. Thibject area is very
wide and there is a limit to the extent to whichah be addressed.

The objectives of businesses are initially congddyefore investigating
two important financial management issues. The fifghese considers
how a business may determine which long-term bssirgojects it
should invest in. These strategic investments sagmtly influence all
activities within a business and will therefore supon other business
disciplines, such as marketing, operational managé¢nand human
resource management. Such decisions also impactbusiness
performance and are therefore important for alliness owners and
managers.

As a basis for evaluation analysis, the unit walkkds on the identified
investments that will enhance the wealth of the en{s) of the business.
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2.0 OBJECTIVES

At the end of this unit, you should be able to:

o explain the importance of financial management basiness
operating in the travel and tourism industry

o discuss the importance of long term capital investintlecisions

o explain the information requirements for decisioakers

responsible for assessing potential business imerHt
opportunities

o appreciate the implications of risk for long temmrestment in the
travel and tourism industry.

3.0 MAIN CONTENT
3.1 Financial Management

The aim of commercial firm is, essentially to rameney and invest it
in attractive investment opportunities. The weatth the business
owners can be enhanced through raising approgdietece at low cost
and investing it in projects earning high retur@onsequently, the
evaluation of investment opportunities, in orderagzertain which are
most desirable, and raising of appropriate longhteapital to support
these investments are very important. Thereforee fbllowing
constitutes issues relating to financial management

3.1.1 Long Term Investment Decision

Long term investment entails the initial commitmehta capital outlay

in a business project in the expectation that tegufuture benefits will

justify this investment. As the following extraatom Airtours (now

MyTravel) plc’'s annual report illustrates it is théore essential that a
business identifies attractive investment oppottesi in order to

prosper.

Airtour will continue to invest in new and existingarkets to build
sustainable passenger volumes. This will suppaittiadal investment
in operating assets such as aircraft, cruise shiptels and vacation
ownership resorts producing increased and highalityuearnings
(Crossland, 1998).

As this statement suggests, the investment canadoeug types of
activity and often entails very sums. Such investingecisions can have
a significant impact on the activities of the besis for many years and
can significantly affects its future performancehey can also be
difficult to reverse and it is therefore imperatitr@t the consequences
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of these decisions are fully contemplated beforgr@apng the
investment.

3.1.2 Investment Appraisal Method

An appraisal of a potential investment opportumtl entail estimating

the likely impact of the decision on the future fpemance of the
business. However, such forecast are difficult ime tascertain
environments in which travel and tourism businesspsrate and
consequently, a business investment project entaildegree of
uncertainty and risk. Therefore, risk is an indgdiga and indeed,
desirable consequence of business activity. Ifdhogesting money in
business are unwilling to bear such risks, theyiccowest their capital

in low risk investments such as bank deposits @eguonent bonds. By
investing in business ventures, they take greas&rlut stand to reap
the higher benefits.

In view of the significance of long-term investmetécisions, it is
important that business managers identify the rasfgeotential long-
term investment opportunities available to thembs®guently, given
the risk and potential rewards, it is imperativattthey fully consider
the implications of each alternative before comngttwhat may be a
substantial amount of capital.

Net Present Value is the most populous techniduaiscan be used for
investment appraisal. If the NPV value is posititteen the project is
worth of investing. A case study is illustrateddvel

Case 3.1.2- Net present value in investment dewsibotel vending
equipment.

A hotel is considering investing $100,000 in vergdimachines. It has

forecast that the machines will have a useful dif¢hree years and that
income from the equipment will be as follows:

Year Income ($)

120,000

140,000

150,000

It is expected that the cost of the items sold wailerage 60% of the
selling price and that the annual maintenancefooshe equipment will
be $5,000. The cost of capital for the hotel is J@86annum.

Solution: Determination of expected net presentieval
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a b C d e f g h
Year | Initial Income | Cost of| Mainte- | net cash 10% | NPV
invest- items nance | flow DF (fxg)
ment C x 60% (b+c+d+e)
0 -100,000 -100,000( 1.000 -100,0Q00
1 120,000 | -72,000f -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: it is advice to commence and invest inehosending
equipment based on the foregoing positive valueltes from the above
analysis.

3.1.3 Risk Management

A major concern arising from the employment of istiveent appraisal
techniques is to use the impact of the investmenotstbn on the cash
flows of the business.

Assessing and managing risk is an area of growmpgoitance for
businesses in view of the fact that they operatevier-changing and
increasingly uncertain environments.

Risk is particularly important issue for businesspsrating in travel and
tourism industry due to the uncertainty arisingnifrdas high degree of
sensitivity to levels of economic activity.

4.0 CONCLUSION

In conclusion, we have found that financial manageimn travel and

tourism industry is inevitable and needed to beedonth a lot of

carefulness and consciousness toward proper ineestappraisal. An
example of discounted method of appraisal hamedpretent value
were employed and this yielded positive value whiddicated that in

the case of the example illustrated, it worth ofelsting in the business
concerned.

5.0 SUMMARY

During the course of this discussion the followingre discussed: the
importance of financial management for businessaipg in the travel

and tourism industry, the importance of long terapital investment

decision, the information requirements for decisioakers responsible
for assessing potential business investment oppides, and finally the

implications of risk for long term investment inetttravel and tourism
industry.
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6.0 TUTOR-MARKED ASSIGNMENT

1. What do you understand investment appraisal?
2. Compute the value of NPV and decide whethercameinvest in
the following scenario:

A tourist centre is considering investing $200,000 recreational
machines. It has forecast that the machines wieha useful life of
three years and that income from the equipmentbgilhs follows:

Year Income ($)

140,000

160,000

200,000

It is expected that the cost of the items sold wilerage 60% of the

selling price and that the annual maintenancefooshe equipment will
be $10,000. The cost of capital for the touristtieeis 10% per annum.

7.0 REFERENCES/FURTHER READINGS

Crossland D. (1998). Airtour Plc Annual Report argtcount.
Manchester: Airtours Plc.
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1.0 INTRODUCTION

Ethics is both a field of philosophical enquiry gratt of our daily lives,

part of the way business is done. Ethics referth&ocode by which
human conduct is guided; for example it is aboet way business is
done, the way we treat each order and the way aweltrThe ethics of
tourism management is therefore concerned with wayghich tourism

Is managed. Thus is not an abstract philosophgsale. Rather, it is
about how the business of the travel and touristastry is conducted.
There is no one professional code of conduct wbarhbe applied to the
industry as a whole. Nor is there ever likely to d@e in such an
international and culturally divere industry. Thgeatsity of the Earth’s
places and people (and their ethics) is the rawenadtof the industry
and it is this very diversity that precludes anye athical code from
predominating. However,, different sets of guidediraimed at different
parts of the tourism industry do exist.

Clearly, there is a legislative framework within sl business is
conducted. At least in principle, those legally stitnted set of rules,
enforceable by the state, apply to everyone engagddurism. The
relevant legal codes range from company to consuawgy through
more specific measures like the EU Package Trawedciive to the
regulations that govern tourism in national parkise ethical basis of
legal and regulatory codes is debated in the legal philosophical
literature but need not concern us here. For tmpgse of this unit,
compliance with the law and regulations of natiopafks, places of
worship, hotels, tourists centres etc. will be assal.

Ethical responses generally derive either fromréiqudar value set held

by an individual, or group, or from a response fa#icular issue. Tour
operators like Tribes Travel and Discovery Inittag have adopted clear
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commitments to conservation and benefiting locahewnities in the
destinations to which they operate (www.respongiael.com).

2.0 OBJECTIVES
At the end of this unit, you should be able to:

understand various ethical issues in tourism managé
identify problem of ethics implementation

know conflicts surrounding ethics

indicate ethical and responsible business.

3.0 MAIN CONTENT

3.1 The Problem of Ethics Implementation

Despite the fact that most people would claim tetecerned by ethical
issues, these are seen to exist at a nationaler ieNernational level,

and so it is not always an easy task to persuadigidmals to accept
ethical responsibility. While much work has beemelto bring attention

to ethics in tourism management, this has primdrédgn based on the
development of codes of conduct. This approachlgiealies on the co-

operation of industry yet research has shown thwret is an

unwillingness on the part of the industry to complith such codes

(Forsyth, 1995).

It could be argued that there is a need for a eteananagement
framework in relation to ethics. A true managemegproach would be
to encourage the development of global standards movement
beyond voluntary codes. Although there are straggiraents for more
ethical approaches in business generally, anduinsto businesses more
specifically, a major problem is the proliferatioof small scale
businesses with low levels of profit and associasdes.

What about the ethical approach itself? There isecdly evidence of a
backlash against ethical approaches. Author su@dussher (2003) are
guestioning whether ethical considerations areaat faking the fun out
of tourism. How ethical is it, for example to restthe movements of a
tourist who has paid a high price for, say, a safaKenya. There are
inevitable costs to tourism that surely have tekpected, and in many
cases accepted, in exchange for the tourist dollar.

3.2 Conflicting Surrounding Ethics

Debates about ethical tourism assume compliancke tu# legal and
regulatory framework and focus instead on additionades and
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principles of behavior, generally at individual, nggany or trade
association levels. It is important to recognizat ttiebates about ethics
are often complex and that the language used imalraod ethical debate
can be confusing. For example, it is relatively aoon for people to
accuse others of unethical- practice and this mal e based on an
ethical principle.

Case study: Tourism concerns and Myanmar

Tourism concern has been campaigning against trevallyanmar
(Burma) because of the policies and practices & thgime in
Myanmar. Tourism Concern believes that tour opesathould not
provide holidays to the country and they have cagmeal against
Lonely Planet for refusing to withdraw its guideBarma.

Patricia Barnett, Director of Tourism Concern, aguhat: whether we
like it or not there are often ethical decisiond&omade when we think
about traveling. They may not be comfortable butumping a blind eye

we can enable human rights abuses to be perpetudtedther we

intend to go to Burma or not, we can all play a paisupporting those
who campaign for justice in that country, by rejegtLonely Planet’s

promotion of tourism to Burma through boycottingitibooks (Tourism

Concern Press Release, June 2002).

Lonely Planet is not aware of the ethical issusgjiag that the question
of whether informed tourism helps hinders the nedion of democracy
and human right in Myanmar is the subject of ongailebate both in
and out of the country.

This is the clash between two different ethics kdvél. Tourism
Concerns argues that it is unethical to promoteisouto a repressive
regime. Lonely Planet takes the position that itideast arguable that
travel to\Myanmar can contribute to the restorattbrdemocracy. This
argument need not be resolved here; it is presgniegly to illustrate a
clash between two different ethical frameworks.

3.3 Ethical and Responsible Business

The issues around ethical and responsible busiaessiot unique to
tourism. Ethical investment is defined as an inwesit philosophy that
combines ethical or environmental goals with finahones (Sparkes,
1995). The range of products now sold on Fair tredens includes
investment, foods, clothing, furniture, carpet &gk

87



TSM 244 URISTS SITES: PRODUCTS AND OPERATIONS I

4.0 CONCLUSION

In conclusion, we were able to identify varioususs in tourism
management vis a vis ways of conducting tourisminess. Legal
framework of national, state and local pattern esags of doing things
must be identified and complied with.

5.0 SUMMARY
In the course of this discussion the following weliscussed: ethical

issues in tourism management’ problem of ethicslempntation,
conflicts surrounding ethics, and finally ethicabaesponsible business

6.0 TUTOR-MARKED ASSIGNMENT
Discuss ethics in tourism management?

1.
2. What are major problems of implementing ethitdravel and
tourism industry?

7.0 REFERENCES/FURTHER READINGS
Butcher, J. (2003)The Moralization of Tourism. London: Routledge.
Forsyth T. (1995).Business Attitudes to Sustainable Tourism: Self

Regulation in the UK Outgoing Tourism Industry. Journal of
Sustainable Tourism 3(4): 210-31.

88



TSM 244 MODULE 3

UNIT 3 THE ROLE OF GOVERNMENT IN THE
MANAGEMENT OF TOURISM

CONTENTS

1.0 Introduction
2.0 Objectives
3.0 Main Content
3.1 The Role of Government in Tourism
3.1.1 Coordination
3.1.2 Planning
3.1.3 Legislation and Regulation
3.1.4 Stimulation
3.1.5 Government as Public Interest Protector
3.2  The Changing Dimensions of Central Government
Involvement in Tourism
4.0 Conclusion
50 Summary
6.0 Tutor-Marked Assignment
7.0 References/Further Readings

1.0 INTRODUCTION

Every government must have a policy for tourismhbat national and
local level. To adopt a laissez-faire philosophyd astand on the
sidelines is to court confrontation between hosid guests leading to
poor attitudes, bad manners and an anti-tourisrhylo®nly the most
determined tourists will visit those places whdreytare overtly made
to feel unwelcome and where they perceive diffiegltwith regard to
their personal safety (Wanhill, 1987).

Nevertheless, there is increasing skepticism arehsiness about the
effectiveness of government and the intended careseps and impacts
of much government policy including policy relatitaurism.
Government therefore plays a critical role in teariwhich cannot be
ignored. Government provides the overall regulatoaynework within
which the tourism industry operates as well asctliyeintervening in
many aspects of the tourism system.

This unit therefore examines the role of governmantourism with
respect to the different functions of the statewasl as particular
management issues, such as co-ordination and theenaf state
intervention.
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2.0 OBJECTIVES

At the end of this unit students will be able to:

) appreciate the role of government in tourism
o identify linkages between different level of states
o understand the changing dimensions of central gowent

involvement in tourism.
3.0 MAIN CONTENT
3.1 The Role of Government in Tourism

The state can be conceptualized as a relativelypgqueent set of political
institutions operating in relation to civil socigyfordlinger, 1981).

Therefore, the term ‘state’ encompasses the whagparatus whereby a
government exercises its power. It includes elegbetiticians, the

various arms of the public sector, unelected plblgl servants and the
plethora of rules, regulations, laws, conventiomsl golicies which

surround government and private action. The mastitutions of the

state include: the elected legislatures, governmdepartments,

ministries and authorities, the judiciary, enforegm agencies, other
level of government, government business enter@imsk corporations,
regulatory authorities, and a range of para-stag@arozations such as
labour organizations (Hall and Jekins, 1995).

The functions of the state will affect tourism taferent degrees.
However, the extent to which individual functionse arelated to
particular tourism policies decisions and developtsevill depend on
the specific objectives of institutions, interesoyps and significant
individuals relative to the policy process as wadl the nature of the
specific jurisdiction within which policy is beingleveloped (Hall,
1994). The state therefore performs many functas®llows:

as coordinator, developer and producer;
as planner, protector and upholder;

as regulator;

as promoter, arbitrator and; distributor and
as organizer.

Each of these functions has affected various asgeaourism, including
development, marketing, policy, promotion, planniagd regulation.
Two important themes in tourism research which iomy address the
issue of the regulatory role of the state in touriare those of the
appropriate role of public sector tourism agena@es the search for
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sustainability at different policy and planning lesa(macro, meso and
micro) (Hall and Jekins, 1995).

3.1.1 Coordination

Coordination refers to formal institutionalized agbnships among
existing networks of organizations, interests amu/ individuals.

Because of the diffuse nature of tourism within édeenomy and within
the government system, co-ordination for tourismdgeto occur both
horizontally, for example between different goveamhagencies which
may have responsibilities for various tourism-redhiactivities at the
same level of governance (i.e. national parks, isourpromotion,

transport) and vertically, for example, betweenfeddnt levels of
government (local, regional) within an administratand policy system.

Of all the roles of government, probably the maspaortant is that of
coordination. This is because the successful impleation of all the
other roles will, to a large extent, be dependenttloe ability of
government to co-ordinate and balance its variolssrin the tourism
development process. The need for a coordinatetisitowstrategy has
become one of the great truisms of tourism margetpolicy and
planning.

Coordination usually refers to the problems oftieaunits or decisions
so that they fit in with one another, are not aissrpurposes and operate
in ways that are reasonable consistent and coh¢&gan, 1979).

Coordination is a political activity and it is bes of this that co-
ordination can prove extremely difficult, espegialvhen, as in the
tourism industry, there are a large number of partnvolved in the
decision-making process. A Edgell observes, ‘thenmeo other industry
in the economy that is linked to so many diverse different kinds of
products and services as is the tourism industrig¢l, 1990).

3.1.2 Planning

Planning is the process of preparing a set of aessfor action in the
future, directed at achieving goals by preferabéans. Public planning
for tourism occurs in a number of forms (e.g. depeient,
infrastructure, land, and resource use, promotiow anarketing),
institutions (e.g. different government organizasip and scales (e.g.
national, regional, local and sectoral) (Hall, 1994
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3.1.3 Legislation and Regulation

Government has a range of legislative and reg@apowers which

directly and indirectly impinge on tourism. Thesewgrs will range

from Acts which may specifically mention tourisntigities such as the
enabling act of a national tourism organizatione Tévels and area of
government regulation of tourism tends to be a maesue for the

various components of the tourism industry, paldidy as regulation

may impose costs on industry or on visitors whiothustry perceive as
threatening their profitability or viability.

3.1.4 Stimulation

According to Mill and Morrison (1985), governmenanc stimulate
tourism development in three ways:

o Financial incentives such as low interest loansiepreciation
allowance on tourism infrastructure, such as accodation,
attractions, or tourism transport;

o Through sponsoring public research on tourism.he ¢tase of
Australia for example, the federal government distlabd a non
statutory intergovernmental agency, the Bureau ouriBm
Research (BTR), in late 1987 (Hall 1998).

o Marketing and promotion, generally aimed at gemegatourism
demand, although it can also take the form of itmest in
tourism attractions and facilities. However, suglthie size of the
role that government plays in promotion that it usually
recognized as a separate function.

3.1.5 Government as Public Interest Protector

Although not necessarily tourism-specific, governindas a role to
protect the wider public interest rather than toetmg the needs of
narrow sectoral interests, such as that of speaiftustry such as
tourism. Much public planning has traditionally heandertaken in
order to balance competing interests. Indeed, #fende of local and
minority interests, such as specific ethnic, cakwr religious groups,
has traditionally occupied much government activitigerefore tourism
policy needs to be considered as being potentsalhsumed beneath a
broader range of government economic, social welfaand
environmental policies in order to meet the widational public
interest.
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3.2 The Changing Dimensions of Central Government
Involvement in Tourism

The actions of government with respect to tourisrea #orged and
shaped within a complex arrangement of politicald apublic
institutions, and with varying influence from ingsits in the private
sector (Hall and Jenkins, 1998). However, the nasiate should not be
seen as a unitary structure, particularly givenitigortance of regional
and local government in tourism development andmoimn. The
sources of power in tourism policy, planning andmpotion affect the
location, structure and behaviour of public agenaiesponsible for
tourism policy formulation and implementation. Thdiversity,
complexity and changing nature of the tourist stdy and changing
ideas about the appropriate role of the stateurigm, result in ongoing
shifts in tourism policy and administration atlalel of government.

4.0 CONCLUSION

The role of government in tourism therefore cowvergariety of areas.
This unit has provided an overview of these whileoaconsidering
changing dimensions of central government involvanme tourism.

5.0 SUMMARY

This unit focused on the role government in tourigs follows:
coordinator, developer and producer; as plannetgptor and upholder;
as regulator; as promoter, arbitrator and; distabwand finally as an
organizer. Also, the unit emphasized on the chanpgimensions of
Central Government Involvement in Tourism

6.0 TUTOR-MARKED ASSIGNMENT
1. Discuss various roles of government in tounseamagement?

2. Why is coordination such a key issue with resp® the
management of tourism?
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1.0 INTRODUCTION

Information and communications technologies (ICTgovide a
powerful tool that can bring great advantages imnmting and
strengthening the tourism industry’s strategy apdrations (Buhalis,
1998, 2002). Several ICT applications facilitate tmanagement and
marketing of tourism organizations. These systesesdatabases as well
as soft ware for inventory control and for strategnd tactical
administration. The internet gives organizationsiadow to the world
and allows them to demonstrate their competenciésly Increasingly,
intranets and extranets provide user-friendly axdesemployees of
organization, as well as their authorized partnsosthat staff can use
company data in order to perform their tasks. Kmalge management
systems enable organization to collect informatibout their functions
and to build knowledge on approaches to resolviaiplpms and other
emerging issues.

The use of ICTs in the tourism industry is therefariven by the
development of both the size and complexity of issurdemand. Every
tourist is different, carrying a unique blend ofpexences, motivations
and desires. Tourists from the major generatingregf the world have
become frequent travelers, are linguistically aexhhologically skilled,
and can function in multicultural and demandingiesvnents overseas.
The rapid growth of both the volume and quality uiegments of
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contemporary travelers requires powerful ICTs far administration of
the expanding traffic.

2.0 OBJECTIVES

At the end of this unit, you should be able to:

o recognize how ICT support business functions
o identify the impacts of ICTs on the marketing mix
. recognize the application of ICTs to airlines, thespitality

industry, tour operators, travel agencies and nlatstin.
3.0 MAIN CONTENT

3.1 E-Tourism and the Tourism Industry — Strategic and
Tactical Function

The tourism industry has traditionally been usi@j$ in a number of
key strategic and operational functions as sumredrim table 10.1

however, it is increasingly recognized that the ofSECTS in tourism is

pervasive, as information is critical for both dayeay operations and
the strategic management of tourism organizatio@3sl| therefore

support all business function and are criticaldperating the industry as
a whole.

Table 10: Key Tourism Strategic and Operational Fumtions
Empowered by ICTs

Key Strategic Functions Key Operational Functions

Enhance organizational efficiencynformation distribution and

and effectiveness reservation process

Improve quality of service International tourism
management and marketing

Undertake strategic research for nelacilitation and delivery of

markets and products tourism products

Follow up competition Production and delivery |of

tourism products

Penetrate existing and new marke@rganization, management and

and expand market share control of tourism enterprises
Diversify to new products andFront office:  reservations,
services or new markets check-in, billing communicating
Formulate new combinations oBack office: accounting,

tourist products payroll, procurement,

administration

Differentiate and personalize Customer entertainmemnd
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products and add value at all stages service

Reduce cost and achieve cp§&ommunicate with consumers
competitive advantage by creatipngnd partners
value for money

Achieve time competitive advantagReact to expected events gnd
by maximizing efficiency for adopt flexibility and reflective
consumers and creating value fqrocedures
time

Re-engineer business processes |[ddghamic yield management

rationalize operations adjust price and capacity
Constantly reinvent new innovatiyéMonitor performance and build
business practices in feedback mechanisms
Outperform competition in the long

run

Develop partnerships and explare
virtual corporation

3.2 E-Tourism Impacts on the Marketing Mix

ICTs have gradually propelled the redesign of therketing mix of

tourism enterprises by providing new tools. ICTvile unique

opportunities for innovative organizations to ragesourism products
to address individual needs and to satisfy conswvaat. Organizations
cannot only have better understanding of their aores by mining their

data warehouses, but they can also pilot new ptedeifectively by

using different communication strategies. ICTs halge become part of
the core product, especially for business traveleh® now expect
certain facilities to be available during theiptri

The internet and the World Wide Web in particulanave
revolutionalized the promotion and communicationdiions of tourism.
They empower personal marketing campaign and oo@éanarketing.
Instead of addressing broad audiences through mmesBa, such as
television and radio, tourism organizations are etlgyng personal
relationships with their customers, so as to undedstheir needs and
make sure that they address them through persamamanications.
The new methods offer a much more cost effectiygaarh, while at
the same time they can improve customer satisfatiyooffering taylor-
made packages of suitable products. In additiom,pillace distribution
functions have changed dramatically as ICTs havengneered the
entire channel of distribution.

97



TSM 244 URISTS SITES: PRODUCTS AND OPERATIONS I

3.3 E-Airline

Airlines have been investing heavily on ICTs sitice early stages of
their development. They realized the need for igffit quick,
inexpensive and accurate handling of their inventoand
communication with travel agencies and other distors.

Global distribution system (GDSs) emerged in thd-mi980s, offering

a wide range of tourism products and providing thackbone

mechanism for communication between principals taadel agencies.
The development of Computerized Reservation Sy$@REs) to GDSs
with the integration of comprehensive tourism se#®j provided a
range of values added services. GDSs effectivetaie supermarkets,
offering information and reservation capabilities the entire range of
travel products, including accommodation, car rentnd schedules for
non air transportation etc. GDSs are at the hefagcbeduled airline

operational and strategic agendas as they contbdastribute the fast
majority of the airline seats.

On the operational side, ICTs are critical for nging the inventory of
carriers because they assist in their reservatimasmagement and
ticketing. Increasingly e-Ticketing instigates pd@gs transactions,
while offering significant savings. Tactical prignyield management
and special offers and promotions are all facdilatby constantly
assessing demand and supply and by taking botltipreand reactive
measures. There are several operational managemguatrements
including check-in procedures, allocation of segénerating a number
of report and order, such as flight paths whetlwedast, load and
balance calculations, manifests for airport, igHt catering orders and
crew rotas.

3.4 E-Hospitality

The lodging industry is the most under automategnmemt of the
international travel industry. Property Managem@&yistems (PMSSs)
were introduced to facilitate the front office, egl planning and
operation function. This was achieved by administea database with
all reservations, rates, occupancy and canceltitrus managing the
hotel inventory. Most reservations are still rootduectly to hotel
properties or through central Reservation offic€&RQ), often by
subsidized toll free telephones, while the peramgaof bookings
emerging from GDSs and the internet is still faligited.

ICT have penetrated hospitality management at taplase, integrating

the hotel operation, reshaping the marketing femgtimproving total
efficiency, providing tools for marketing researcand partnership
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building, and enhancing customer service, while al®viding strategic
opportunities. In addition, consumers increasingfdpect ICT facilities
in their rooms; internet access via the televiseh and data ports has
become standard for higher hotel categories.

3.5 E-Tour Operators

Tour operators need constantly to interact with thkir partners,
including accommodation and transportation prinisipravel agencies
and consumers. Co-ordinating the movement of langenbers of
travelers, often in many different countries and ntowents
simultaneously, represents a major operational gemant challenge
and ICTs are critical for their operations. ICTg aiso critical for the
distribution of tour operators’ packages.

3.6 E-Travel Agencies

ICT provides a wide range of tools for travel agescby providing the
mechanism for information exchange and tourism pctsldistribution.
ICTs have enabled agencies to build complicatedgelrdineraries in
minutes, while they provide up to date schedulesep and available
data. The proliferation of CRSs and GDSs also plewian effective
reservation mechanism which supports travel agendie getting
information, making reservations and issuing tradetument for the
entire range of tourism products efficiently andadtaction of the time
required if these processes were completed manukdével agencies
therefore use ICTs to access tourism suppliersaldeges, to verify
availability and rates and to confirm reservati¢fiseldon 1997).

3.7 E-Destination

In several cases, Destination Management SystemtS¢p have been
used to integrate the entire tourism supply at destination. Their

contribution to strategic management and markasrdgmonstrated by
their ability to integrate all shareholders at aedtons and to reach a
global market at a fairly affordable cost. DMSs é@vadually emerged
for all destinations around the world, offeringiael information and in

some cases facilitating reservations. Increasiriggstination Marketing

Organizations provide innovative information thibwas people to plan

their itineraries and develop their individualizpdckages online or
purchase commercial packages from tour operators.
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4.0 CONCLUSION

ICTs empower tourism marketing and managementesplovide cost
effective tools for organizations and destinationtarget appropriate
market segments and develop strategic tools. Th&y support the
interaction between tourism enterprises and consu@ed as a result
they re-engineer the entire process of developmanaging, marketing
tourism products and destinations.

5.0 SUMMARY

In the course of our discussion in this unit, weu® on the following:
how ICT support business functions, the impactsi@fs on the
marketing mix, the application of ICTs to airlinethe hospitality
industry, tour operators, travel agencies and niatins.

6.0 TUTOR-MARKED ASSIGNMENT
1. Explain why technologies revolutionize the tear industry?
2. What is e-tourism and what are the critical lingtions for the

tourism organization?

3. Explain ICTs are critical for the operationahamagement of each
tourism sector?
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UNIT 5 THE MANAGEMENT OF CRISIS IN
INTERNATIONAL TOURISM
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1.0 INTRODUCTION

International tourism has, over the last half cgntemerged as one of
the world’s largest and fastest-growing economat@s. Consequently,
it has also become one of the most widely adoptedeldpment
strategies at the national and regional levelsessprting an effective
and for many countries, the only realistic meanadsfieving social and
economic development. At the same time, howevaritld appear to
the casual observer that tourism — and touristsbkasme increasingly
subjected to risks crisis and disaster that thre#tie tourism industry
itself and its contribution to destination develapm Indeed over the
last decade, international tourism has suffered ariety of
environmental, political and economic disastersatTiave not only had
a significant impact on tourism both nationally agidbally, but which
also have occurred with apparently ever increadneguency. For
example the later half of 1990s witness a spateéeonbrism related
incidents, such as the Luxor massacre in 1997ari@@the abduction
and subsequent murder of tourists in the Yemen taedmurder of
British and American tourists in Uganda, while B9Z, Southeast Asian
experienced a downturn as result of the regionah@ic crisis and the
environmental pollution from forest fires in Ind@e (Henderson,
2002). More recently the event of 9/11 in New Yotlke night club
bombing in Bali in October 2002 and the outbreakSefvere Acute
Respiratory Syndrome (SARS).

A number of points, however must immediately be endeirst it has
long been recognized that tourism is highly susbeptind responsive
to external forces or shocks, as well as actugleoceived destinational
factors or barriers such as inferior health andtagnconditions, poor
food, overcrowding or personal risks to tourists.
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Secondly, it must also be recognized that individuganizations or
particular sectors of the travel and tourism industlso suffer from
disasters and crises which require immediate angroppate
management responses.

Thirdly most disasters and crises within interraaio tourism have
relatively short term economic impacts which aksodt to be locally or
regionally defined. Finally, it is evident that nohly are crises and
disasters in tourism frequent and numerous, buat thisy are infinitely
variable in nature, intensity, duration, impact aacovery time.

2.0 OBJECTIVES

At the end of this unit, you should be able to:

o understand the relationship between disaster,scasd tourism

) appreciate the diversity of forces and influented tead to crises
in tourism

o explore the potential for developing effective irimmanagement

plans in tourism.
3.0 MAIN CONTENT

3.1 From Disaster and Crisis to Tourism in Crisis

A significant attention has been paid to severs&tmmal forces affecting
international tourism, among which are the follogrin

o Political factors. Many studies focus upon the @feof political
instability or turmoil at the destination, such esup d’etat,
although the activities of particular regimes mégoadirectly or
indirectly impact upon tourist flows.

o Terrorism. This represents a significant barrietdorist flows.
Generally, destination where terrorists activityoisgoing have
over time, experienced an overall reduction invats.

o Personal safety. A variety of factors, actual acpered may lead
tourists to fear for their personal safety and lkerdiscourage
international travel. Of these the most common rdem¢s are
arguably, health concerns and the risk of crime.

o Economic factors. It has been recognized that staiflows are
highly price elastic, that is, tourism is very sesitble to changes
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in the relative cost of holidays and travel, patacly where
substitute destination exist.

° Environmental disaster. Some of the environmemtgdaict may
be expected and inevitable, such as hurricanekeirCaribbean
and plans usually exists to reduce the risks tadtsuand to build
swiftly tourism facilities and infrastructure. Otheatural disaster
include flooding, earthquake, hurricane or volcangptions may
be less predictable or unexpected yet neverthélese remain
the need to protect tourists and regenerate thestosector

3.2 Whatis a Tourism Crisis?

Given the enormous diversity or potentially catsic events or forces
that may impact on tourism, the question is theratwactually
constitute a tourism crisis?

Faulkner (2001), usefully distinguishes betweemstesrs and crises, he
argued that for an organization, a crisis may bieneé as an event or
occurrence that in some way attributable to thawiation itself, that is

a crisis is internally induced or self inflictedften as a result of poor
management practices or structures or a failuredapt to change.

Implicitly, crisis can could be avoided or partyathanaged. Conversely,
disasters are external, often catastrophic, evbatsare unpredictable,
unexpected and relatively uncontrollable.

A tourism crisis is therefore a situation which ctmeaten normal
operations and conduct of tourism related busirsesi@Emage a tourists
destination’s overall reputation for safety, attha@ness and comfort by
negatively affecting visitors’ perceptions of titstination and in turn
cause a downtown in the local travel and tourisonemy.

Framework for Tourism Crisis Management

The purpose of this management framework is to esidrboth

immediate and future challenges in tourism indudinyparticular, and

in recognition of tourists typical response to isrisituations, the
emphasis of both immediate and long term plannihgukl be on

encouraging tourists, through appropriate meansisibthe destination
— a lack of confidence on the part of tourists smthished image can
threaten tourism sustainability which in turn caopardize the area’s
long term economic activity (Sonmez et al 1999).
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Principles of Tourism Management

104

Coordination: The tourism industry or production system
comprises array of public and private sector orzmtions both at
the destination and in tourist-generating countridserefore, a
co-ordinated approach which embraces, for examijdeal
businesses, overseas tour operators, the appepnatonal
tourism organization and even government agen@as (hose
which provide travel advisories in tourism genergtcountries)
is an evident necessity. Links with other orgamieg such as
local emergency services, should also be establisftes, in turn
implies that an appropriate crisis management teaitn
identified roles and activities is established.

Collaboration: All organizations involved in disaster or crisis
management should be prepared to collaborate. Gdmpeor
rivalries between different agencies may appeamnduimes of
crisis and therefore, any crisis management styatggould
attempt to eliminate any such conflict.

Communication: The management of crisis situations is
frequently hindered by lack of communication, whileses may
be exacerbated by either a lack of information wcorrect
information. Thus, ongoing communication betwedrpatties is
essential both during the development of a crisshagement
strategy and during any crisis. It is not surpgsitherefore, that
most management strategies call for the establishmoé a
communication centre.

Commitment: As Fauklers argues, all parties involved in the
development of a crisis management plan must berstied to

it, particularly in terms of levels of preparedndssorder words,
all organization should reject the idea that crieeppen to
someone else and be committed to acting as negessar
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Table 15.1: A Tourism Crisis Management Framework

Phase

Requirements

Pre-event (Planning)

Development of a crisis mameye plan
(to be reviewed regularly?)
Establish crisis management team /te
leader
Set up communication channels w
appropriate agencies, organizations
Identification / anticipation of potentig
crises
Production/distribution of crisi
management guidebook

am

ith

=

Crisis

Mobilize protection/evacuation plans (e.

when hurricane is forecast)
Issue warnings to tourists/tour compan
etc. not to travel to the destination
Activate crisis management team

ies

Emergency

Establish a communication centre
Activate rescue/evacuation procedures
Provide emergency accommodation/fa
etc.
Ensure position of health/medical servic

od

€S

Containment

Damage audit/initial repair
Communication strategy:
Accurate/authoritative/regular pre
statements
Objective analysis of situation
Transparency/full disclosure
Emphasis positive points
Background information: crisis in
national/regional context
Liaise with embassies etc. to ens
appropriate travel advisories.

Post-event (recovery)

Investment in new facilitr@sastructure
where relevant
Rebuild image of and confidence
destination:
Appropriate marketing strategy
Investment in targeted promotion
Media information to stress safety
destination

a

Lire

of

Source: Adapted from Faulkner (2001)
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4.0 CONCLUSION

The framework proposed here is not necessarilyogpate to all crisis
situations in tourism, each crisis situation isqua and difficult to
resolve with simple formulas. However, an importsi&p in managing
crisis in tourism is accepting the inevitability ofises and, hence, the
necessity to plan for plan. This will require ingseng levels of co-
ordination among public and private sector touriemganizations,
governments, security agencies, emergency seraitgghe media but,
as both tourism and the incidence of disasters @isgs continue to
increase, so will the need for effective crisis agegment.

5.0 SUMMARY

In the course of this discussion we were ableotwu$ on the following
areas: the relationship between disaster, crisg$aamism; the diversity
of forces and influences that lead to crises imisoo; and the potential
for developing effective crisis management plan®urism

6.0 TUTOR-MARKED ASSIGNMENT

1. To what extent do you agree with the statertieita tourism is a
destination image crisis?

2. What do you understand by tourism crisis?

3. As a tourist centre manager, how will manageison crisis?
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