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1 Quality and Service Management
Perspectives

Eric Laws, Bruce Prideaux and Gianna Moscardo
James Cook University, Australia

Introduction

Managing Tourism and Hospitality Services
is the result of extended discussions between
the three editors about their own research
interests, and between them and colleagues in
many countries about activities they have been
engaged in. It became apparent that there are
some important convergences in tourism and
hospitality research, particularly as it relates to
the study of service management in these still
new and still rapidly developing sectors. In this
book, the editors have presented a range of
current research which individually records the
commitment and application of the contribu-
tors, but taken together the collection of work
provides a benchmark of current understand-
ing, and examines the range of research
methods being applied to further deepen the
understanding of tourism and hospitality
service management research. It is not our
belief that this book is a definitive statement of
research into this area, rather we hope that it
will inspire present and future researchers to
consider how to further advance the frontiers
of tourism and hospitality research.

The overall aim of the various research
projects which form the collection of work in
this book is to enhance understanding of qual-
ity management in tourism and hospitality.
This introductory chapter now briefly describes
the structure of the book, before providing an

initial review of the evolution of tourism and
hospitality management research.

The Structure of this Book

Managing Tourism and Hospitality Services
is organized in six parts. The 28 chapters deal
with a wide range of issues, providing analyses
of international tourism and hospitality man-
agement practices from many sectors of the
industry, and utilizing an interesting selection
of research methodologies and conceptual
approaches. As the editors show in detail in
the review and synthesis of the concluding
chapter of this book, the work presented here
makes a substantial contribution to the better
understanding of current tourism and hospital-
ity management and emergent research
capabilities, while identifying some gaps and
the need for further research in the future.

Part I deals with the core issue for tourism
and hospitality managers of customer satisfac-
tion. The five chapters examine some specific
examples and draw together a range of theo-
retical and methodological approaches to
customer satisfaction research and manage-
ment. This theme of customer satisfaction is
taken up in many of the subsequent chapters
in this book.

Structural issues are the main focus of
chapters in Part II. The three chapters dealing



with competition and collaboration, both of
which are strongly characteristic of the indus-
try. The resultant tensions provide the
dynamic context for managerial strategy while
managers deal with the realities of designing
and operating the complex socio-technical
organizations delivering tourism and hospital-
ity services.

The six chapters in Part III build on the
understanding of customer satisfaction and the
functioning of industry relationships by report-
ing and critically analysing examples of
improvements to specific tourism and hospital-
ity services. Part IV presents six chapters
which focus attention on the experiences of
those who work in the industry, their interac-
tions with clients, and ways of managing them
more effectively. A range of important ethical
as well as practical and theoretical topics are
raised and examined.

Research methods are the particular focus
of Part V. The seven chapters provide exam-
ples of current research projects and evaluate
a variety of methodologies. It is hoped that
readers will feel encouraged to adopt a more
varied approach to the design of their own
future research as a result of reading some of
the innovative thinking incorporated here.

Part VI contains one chapter which con-
cludes Managing Tourism and Hospitality
Services. In this the editors summarize, map
and synthesize the analyses and findings of our
48 contributors, and identify some priorities
for future research in this challenging and
rapidly evolving industry.

Service Quality in Tourism and
Hospitality Management

It has been suggested that service research has
moved on its from its original concerns with
distinguishing the study of service issues from
those confronting manufacturing sectors (Fisk
et al., 1993; Laws, 2000). In part, second
generation research is concerned with identify-
ing and defining the distinguishing operational
characteristics of the various service subsec-
tors, but although researchers have been very
active in describing the relevant features of
tourism and hospitality, we have not yet
reached a consensus.

For tourism, research must encompass
the impacts of tourist activities on staff and
destinations, and consider how the complex
structure of the industry mediates both tourist
satisfaction and destination impacts. In rela-
tion to hospitality, the scale is smaller and the
boundaries of research can usually be confined
to the interactions between guests and the
staff who serve them in the context of particu-
lar models for each hotel or restaurant. This
may account for the significantly greater vol-
ume of service quality oriented studies of hos-
pitality operations, and there is therefore much
for tourism specialists to learn from their hos-
pitality-focused colleagues. In many instances,
investigation of a research question, and par-
ticularly attempts to develop theory, may
require a research design that examines
aspects of both tourism and hospitality rather
than attempting to make fundamental distinc-
tions between these subsectors.

The rationale for the theme of service
quality in this book is that most sectors of the
tourism and hospitality industry have regularly
experienced a high incidence of complaints
(Pearce and Moscardo, 1984), including low
standards during the journey between home
and destination, poor accommodation, poor
resort location and associated difficulties. A
Consumers Association report discussed in
Laws (1997) surveyed 11,500 British mem-
bers asking them to rate the tour operators
and countries they had patronized in the year
to September 1996. The key criterion was
‘whether they would definitely recommend
them to a friend who wants to take the same
sort of holiday’. Swiss Travel Service was the
only operator of the 51 in the survey to gain
a ‘definitely’ or ‘probably’ recommendation
from all Consumer Association respondents
who had used the company. Poor accommo-
dation was the main source of dissatisfaction;
other concerns related to representatives,
brochure accuracy and changes to the
arrangements once booked. Amongst the
major tour operators’ clients, the proportion
surveyed who would ‘definitely recommend’ a
particular tour operator ranged from only
48% for Thomson to a low of 25% for
Airtours.

Earlier, the Chief Executive of British
Airways had expressed the challenge of man-
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aging quality in the service sector in the
following terms:

Why not merely run an airline which is
so good that it never has any problems? May I
assure you that we are in a service business,
and service businesses deal with people.
There is never one perfect set of answers for
dealing with people problems, otherwise they
would not be people. What makes service
businesses so interesting and so complex is
that their prime stake in trade is people
relations, and we are expected to handle
those relations in the hurly burly of
commerce, not in the quiet professionalism of
a therapist’s room. 

(Marshall, 1986, p. 10)

Much empirical research shows that the
tourism industry is complex (Ashworth and
Tunbridge, 1990; Leiper, 1990; Brown,
1998). However, it also highlights the relation-
ships between the many organizations
contributing to the products tourists purchase
from the industry (Morgan, 1994; Buhalis,
2000), and focuses on the dynamics underlying
its changing practices (Hall, 1995; Faulkner
and Russell, 1997; Lew, 1999; Buhalis and
Laws, 2001).

Hudson and Shephard (1998, pp. 61–62),
have argued that ‘service quality has been
increasingly identified as a key factor in differ-
entiating service products and building a
competitive advantage in tourism’. They
demonstrate how the attributes which con-
sumers and producers consider important
may be identified and quantified. In a review
of PhD research by mature candidates in
Britain, Baum (1998, p. 467) commented
that ‘there was a noticeable recent focus on
research with a focus on service quality’.
Nevertheless, tourism service quality remains
rather under-researched. For example, Laws
et al. (1999) identified only eight titles deal-
ing with quality management aspects, out of
a total of 380 books on tourism published
in the decade since 1989. Furthermore,
Harrington and Akehurst (1996, p. 135) com-
mented that much of the research to date has
been prescriptive and has lacked a focus on ‘the
extent to which quality has been effectively
incorporated as a strategic concern in service
organizations’.

The Quality of Service Experiences

The process by which consumers understand
quality is often regarded as a comparison of
the service standards expected when purchas-
ing a service, compared to their perceptions of
service experiences, although there are some
limitations to the applicability of the model
(Yusel and Yusel, 2001). Consumer satisfac-
tion is the outcome when expectations are
matched by service experience, conversely,
dissatisfaction occurs when there is a mis-
match, and expectations are not fulfilled by the
service delivered (Engel et al., 1986). The
psychological consequences of this meet
the conditions for dissonance described by
Festinger (1957) and Brehm and Cohen (1962).

Harrington and Akehurst (1996), in a
detailed review of 21 leading articles, identified
a wide range of dimensions used in definitions of
quality. In his benchmark study of products and
services, Garvin (1988) classified quality in five
ways. Transcendent quality varies between indi-
viduals and over time, and can be understood in
the common phrase ‘I know it when I see it’. An
approach relying on the measurable features of
the product, the expert view of quality leads to
design specification and technical drawings.
User-based quality, while in part based on indi-
vidual judgement, is also the basis of consumer
legislation which introduced the test of mer-
chantability, requiring goods sold commercially
to be fit for their purpose: the classic test was
that a bucket should not leak. Manufacturing
quality is concerned to minimize deviations from
the standards set in the producer’s technical
specifications. Goods meeting internal specifica-
tions therefore conform to the manufacturer’s
requirements, whether or not customers are sat-
isfied. The fifth suggested classification is value-
based quality. Commenting on value-based
quality, Garvin (1988, p. 44) noted that ‘it
seems to be difficult to determine a generally
valid link between price and quality’. Each
component of the definition of value-based
quality is relevant. Value is generally regarded
as meaning the delivery of more of some
desired attributes of the service than the cus-
tomer expected. In the short term this may
occur as the outcome of deliberately under-
promising, or it may result from higher than nor-
mal performance in the service delivery system.
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The longer-term significance is that it embraces
the view that customers’ expectations of service
standards are not static over time.

Gronroos (1990) has made an important
distinction between two approaches in analysing
the quality of services; technology-driven and fit-
ness for use and customer-driven definitions.

Technical Approaches to Production-
oriented Service Quality

The challenge for service managers is to
design a service delivery system which com-
bines maximizing customers’ judgements that
the service experienced is satisfying, with tech-
nical efficiency in the use of resources to
create it (Ramaswamy, 1996).

One strategy which managers often adopt
in their search for consistent service is to elim-
inate employee discretion and judgement
whenever possible (Sasser et al., 1978). It
relies on the specification of tasks to a defined
standard of performance. Increased standardi-
zation implies a reduction in the discretion
allowed to individual employees; however, this
often contradicts service sector clients’ expec-
tations of being treated as individuals, with
needs that may vary during the many events of
which a service is composed. Efficiency goals
may clarify performance targets for staff, but
can conflict with the customers’ expectation of
warm and friendly service. Underlying this
approach are the twin assumptions that con-
sumers experience a service as a series of
events, while managers see the service as a set
of elements which require skilled coordination
and resource control, in delivering specified
standards to clients. These assumptions are
considered more fully in the discussion of blue-
printing that follows.

Commenting on technical performance
goals, Locke and Scweiger (1979) identified
seven important characteristics of effective
management programmes. They suggested
that the goals set must be specific, accepted,
cover important job dimensions, be reviewed,
with appropriate feedback, be measurable and
challenging, but attainable. Hollins and Hollins
(1991) also advocated a process of continuous
improvements, relying on a view which under-

lies service blueprinting that customers experi-
ence the service as a chain of events.

Chase (1978) noted that the technical
approach works quite well in the manufactur-
ing sector and hypothesized that it should be
effective for low contact services. The meaning
of low contact services is that interaction
between staff and clients is minimized by the
design of the service.

Customer-oriented Service Quality

The second quality approach discussed by
Gronroos (1990) was fitness for use. This can
best be understood in terms of customers’
expectations of satisfaction, against which they
evaluate their subsequent individual experiences
during the service. Marketing theory argues that
customers’ experiences with any purchase
give rise to outcomes for them varying from
satisfaction to dissatisfaction. This reflects a
divergence from the standards of service which
clients had anticipated, as the following
abbreviated quotations indicate: ‘The seeds of
consumer satisfaction are planted during the
prepurchase phase of the consumer decision
process’ (Wilkie, 1986, p. 558). It is against this
individual benchmark that tourists measure the
quality of their service experiences.

Satisfaction is defined as a postconsumption
evaluation that the chosen alternative is
consistent with prior beliefs and expectations
(with respect to it). Dissatisfaction, of course,
is the outcome when this confirmation does
not take place. 

(Engel et al., 1986, p. 155)

Gronroos (1990) argued that service quality
comprises the two fundamental components
discussed above, technical quality (‘what’ is
delivered) and functional quality (‘how’ the
service is delivered), but he also noted an
important third component – the organiza-
tion’s image or brand strengths.

Consumer Involvement

Consumers’ degrees of interest and ‘involve-
ment’ in purchasing particular products or
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services range from low to high. Involvement is
likely to be high when the purchase has func-
tional and symbolic significance, and entails
some financial risk (Cohen, 1986; Asseal,
1987). Laws (2004) argued that four features
of holiday travel suggest that many tourists
experience a high degree of involvement in
choosing their holiday:

● Holidays are expensive.
● Holidays are complex both to purchase and

experience.
● There is a risk that the resort or hotel may

not prove satisfying.
● The resort or hotel reflects the holiday

maker’s personality.

In the case of journeys by air, low involvement
passengers may be satisfied when an airline
provides an on-time flight with reasonable
standards of comfort and catering. Any service
enhancements such as a sophisticated enter-
tainment system or fine meals are received with
pleasure. In contrast, a high involvement pas-
senger expects enhanced service as a minimum
requirement, and looks for additional evidence
of superior service such as the latest style of
seating or enhanced facilities at the airport.

The Organizational Significance of
Service Failure

Dissatisfaction amongst many consumers is a
serious matter to the firm providing a service, as
the implication is that customers will take their
future business elsewhere. They are also likely
to discuss their negative experiences with many
other people, thereby further undermining the
company’s credibility in its marketplace (Fornell
and Wernerfelt, 1987). However, a converse
view of complaints has been suggested by
Lyons (1996) who discussed how to analyse the
factors leading customers to complain.

Organizations incur costs from dealing
with the direct consequences of any service
failure, but implementing a quality control
system to minimize problems also imposes
costs (Bitner et al., 1990; Leppard and
Molyneux, 1994; Bejou and Palmer, 1998).
These costs result from actions taken to get a

service right from the start, auditing that it is
correctly delivered, and the expenses of
responding to any failure. Further costs are
incurred in implementing preventative meas-
ures to reduce future dissatisfaction, including
the redesign of service delivery systems or
training and motivational programmes for
staff. The two bases for managers of minimiz-
ing service failures are found in the technical
aspects of service, and in understanding their
customers’ concerns.

Researching Customer Satisfaction

Chase (1978) posed the focal service market-
ing question: where does the customer fit in a
service? During the mid-1980s a team of three
researchers developed a way of researching
service quality which became highly influential.
SERVQUAL measures perceptions of service
quality on five dimensions (reduced from ten
original items): tangibles; reliability; respon-
siveness; assurance and empathy (Para-
suraman et al., 1988). The survey instrument
seeks to identify positive and negative gaps in
the firm’s performance on the five service
quality dimensions through two sets of 20
statements which compare customers’ expec-
tations and their perceptions of the firm’s serv-
ice performance, rated on a 7-point Likert
scale (see Table 1.1).

SERVQUAL has been criticized both for
its underlying gap approach, including its core
constructs of consumer satisfaction, expecta-
tions and quality (Chadee and Mattsson,
1996), and its methodology (Brown et al.,
1993; Teas, 1994; Johns, 1999). Some
researchers even question the continuing use
of SERVQUAL:

At best, it can be argued that SERVQUAL is
applicable to contexts close to its original
setting, that is, appliance repair, retail
banking, long distance telephone . . . it is
questionable . . . whether it is measuring
service quality at all. 

(Robinson, 1999, p. 29)

Nevertheless, it has been applied to tourism in
a number of studies, e.g. Mok and Armstrong
(1996), Tribe and Snaith (1998) and Saleh and
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Ryan (1992). Many contemporary researchers
investigating the related issues of service
quality and the ways in which customers
experience service episodes continue to refer
their work to the SERVQUAL model, either by
directly employing some or all of its constructs,
or by explicitly attempting to differentiate
their analysis from what has become the
benchmark of modern service management
research. Although it has been subjected
to severe criticism, SERVQUAL continues to
serve researchers well in two important
respects:

● It highlights unequivocally the centrality of
quality in service research and management.

● It emphasizes the complexity of managing
service experiences.

Investigating Service Design Through
Blueprinting

Shostack (1984) introduced service blueprinting
as a management tool. Her approach had three
elements: (i) a time dimension, enabling the
researcher to follow the customer’s progress
through the service delivery process; (ii) the
main functions of the service, clarifying their
interconnectedness; and (iii) performance stan-
dards for each stage of the process.

Service blueprints can be used to identify
failpoints, the parts of a service which are most
likely to cause errors (George and Gibson,
1988), providing the diagnostic capability of
the service blueprinting method. Berkely
(1996, p. 152) recommends blueprinting as

one of the most sophisticated and promising
approaches to service design . . . it provides
service designers with a way to visualise
service processes and to identify opportunities
for improvement.

Blueprinting a service shows that in many
instances little of the service is actually visible
to the consumer. Shostack called this phe-
nomenon the service iceberg, and stressed that
the implication is that all aspects of the serv-
ice design have to be managed from the
perspective of how they impinge on cus-
tomers’ experiences.

As each of the events in a service is actu-
ally composed of many steps (Berkely, 1996),
the amount of detail in service designs can be
overwhelming: Schmenner (1995) identified
19 separate steps involved in the write-up of
an auto repair order, itself shown as a single
event in a blueprint. The issue for a researcher
is to decide on the appropriate level of detail
to enhance understanding of the service.

Mapping Tourism Services

Service maps add complexity back into the
basic blueprinting concept, with additional
information layers (or levels) which record the
interactions between customer and contact
staff, between contact staff and support staff,
and between staff and managers, who may be
remote from the service delivery location.
Service mapping

visually defines a service system,
displaying each sub-process within the
sequence. . . . The map should revolve
around the explicit actions the customer
takes to receive the service. . . . The
specific contacts the customer has with
contact personnel are mapped, as are
the internal services (invisible to the
customer) that support contact services.

(Berry, 1995, p. 86)
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Table 1.1. General service gaps.

1. Differences between consumer expectations
and management perceptions of consumer
expectations

2. Differences between management perceptions
of consumer expectations and service quality
specifications

3. Differences between service quality
specifications and the service actually delivered

4. Differences between service delivery and what
is communicated about the service to
consumers

5. Differences between consumer expectations
and perceptions of the quality of the service
received; depending on the size and direction
of the other four gaps

Source: Parasuraman et al. (1985).



Shostack and Kingman-Brundage (1991)
have together generalized the management
procedures needed for service development,
emphasizing the iterative nature of defining
services, analysing the data, synthesis and
drawing conclusions. Their joint view is that
blueprinting and its developments contribute to
the master design of the service, and facilitate
improvement and redesign as a result of con-
tinually increasing knowledge. Commenting on
this, Gummesson (1993, p. 191) noted:

The strengths of the procedural models . . .
is . . . that they directly emanate from
empirical material on service
development where blueprinting was
applied. It is in part inductive research and
an application of grounded theory.

Senior and Akehurst (1990) further developed
blueprinting in trying to understand cus-
tomers’ perceptions of a service system, or
their experiences of using it. They emphasize
service events from the customers’ perspec-
tives, understood through interviews, focus
groups and participant observation tech-
niques. Perceptual blueprinting can be used
to analyse

unstructured problem situations in which
unpredictable human behaviour is a
determining influence on the success or
failure of a system. . . . Systems are
coexisting technical and social systems
which cannot be treated in isolation, yet
design efforts often concentrate so much
on the hard technical aspects that they
neglect the soft social and less mechanical
aspects.

Senior and Akehurst (1990, p. 8)

This is particularly helpful, because it is widely
accepted that customers’ perceptions of serv-
ice events differ, and that individual quality
judgements are based on the divergence of the
service experiences from service anticipated.
Perceptual blueprinting has some of the char-
acteristics of iterative or action research, in
which managers are interrogated about the
operational meaning (and validity) of their
clients’ commentary on the existing service
delivery system. Subsequent phases explore
the specification of managerial priorities, and

the remedial actions to be taken in redressing
the failpoints identified earlier.

Overall, blueprints and service maps
‘present marketers with a new tool for strate-
gic management of service details’ (Kingman-
Brundage, 1989, p. 30), enabling management
to make decisions on service system design,
marketing, quality control, human resource
and technological management. Complexities
are simplified, clarifying service functions and
their interrelationships in a useful way to man-
agement (Mattsson, 1985), and helping
employees to understand their impact on the
customer’s experience.

The significance of this was shown in
Laws (2004, p. 21).

The distinguishing features of its service styles
are the power base on which an
organization’s image and its brands are built:
these are the equity it has acquired with its
customers, and they are the foundation for
continuing client relationships. Therefore, the
particular way in which the organization
presents its service must be consistent, but
that style must also evolve over time to
remain appealing to consumers in the face of
its competitors.

Researching Tourism and Hospitality
Service Management

To the extent that an objective of this book is to
contribute to theory building in hospitality and
tourism, a discussion of research assumptions,
principles and methods is now required. The
process of deduction develops conclusions from
what is already (assumed to be) known and
accepted as existing principles. According to
Ryan (1995) deduction is an inferential process
based on reasoning from initial sources. In
certain ways the existing theories applied to
hospitality, and particularly to tourism are inad-
equate, particularly in explaining its complexity
and the dynamics of the industry, suggesting the
need for inductive theory building. Induction
develops new propositions to explain a particu-
lar set of facts or observations.

One of the researcher’s challenges is to
distinguish pre-understanding from understand-
ing. Pre-understanding refers to insights into a
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specific problem or social environment that the
researcher carries before starting a research
programme; this paradigm base is the concep-
tual input. Understanding refers to the insights
gained by the researcher during a study; and is
therefore theory output (Gummesson, 1991,
p. 12), potentially this has the ability to modify
or refute the original paradigm. In more gen-
eral terms, May (1993, pp. 20–21) has noted
the iterative nature of theory:

Theory informs our thinking which, in
turn, assists us in making research
decisions and sense of the world around us.
Our experience of doing research and its
findings, in turn, influences our theorising . . .
the issue . . . is not simply what we produce
but how we produce it. An understanding of
the relationship between theory and research
is part of this reflexive process which focuses
not just upon our abilities to apply techniques
of data collection but to consider the nature
and presuppositions of the research process
in order that we can sharpen our insights into
the practice and place of social research in
contemporary society.

Kuhn (1970) has explained the importance of
the paradigm on which any research is based.
A research paradigm is the framework of con-
cepts and assumptions that underpin the
researcher’s thinking and, importantly, these
are normally shared by most, if not all, people
in a research community (those undertaking
research into particular problems at one time).
In other words, the prevailing paradigm may
inhibit the further development of theory.

A paradigm is ‘a set of assumptions about
the world which is shared by a community of
scientists investigating the world’ (Deshpande,
1983, p. 101). Bogdan and Biklen (1982,
p. 30) defined a research paradigm as ‘a loose
collection of logically held together assump-
tions, concepts and propositions that orientate
thinking and research’.

From the foregoing it can be argued that
both the theoretical orientation of a researcher
and the methodologies he adopts are derived
from the paradigm held. However, much of
the research in this book includes exploration
of new situations such as evidence of con-
sumer dissatisfaction, disrupted service delivery
systems, negative destination impacts of
tourism and the complex nature of hospitality

and tourism industry relationships, leading to
revision of the pre-understanding on which the
initial enquiry was based through the develop-
ment of new understanding (Gummesson,
1991). Thus, the paradigms underlying much
contemporary research are called into ques-
tion, notably in the deterministic approaches
often taken towards service management, and
in terms of the inability of existing theory to
deal with the conditions of complexity and
change which characterize much of tourism.

Another problem is that academic
researchers give too little consideration to the
significance of pre-understanding in choosing
their research methods (Gummesson, 1991). He
describes the hermeneutic spiral, recommending
an iterative process where the researcher devel-
ops a different level of pre-understanding with
each stage of the research. An iterative research
design can assist to explore the perspectives of
various sectors of the tourism industry.

Despite the impressive growth of the
industry (and the study of it) noted above,
research tends to be ad hoc and to deal with a
limited set of issues, utilizing tools which are
themselves questionable if understanding of the
key issues facing the industry is to be advanced.

Qualitative Research

Research methods have often been polarized,
with individual projects and researchers
espousing either qualitative or quantitative
approaches (Neuman, 1994). Although quan-
titative methods dominate (Walle, 1997), both
are widely used in social science research.
Increasingly, researchers employ a combina-
tion of the two methods to maximize benefits
from a particular research project (Yin, 1994).
Weissinger et al. (1997) and Riley and Love
(2000) are amongst many who have argued
the benefits of qualitative research, the latter
noting Cohen’s assessment (1988) that much
of the seminal work in tourism was initiated
through qualitative research.

The field of inquiries for which case stud-
ies are well suited is broad, and it encompasses
most aspects of concern to contemporary
tourism researchers. The employment of case
studies as a research method has been cham-
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pioned by a number of researchers including
Yin (1994), Gummesson (1991) and Perry and
Coote (1994). Case studies have the advan-
tage that they can embody several methodolo-
gies to investigate contemporary phenomenon
in their real-life context, often in situations
where the boundaries between the phenome-
non and the context are not clear (Yin, 1994).
Prideaux (2000) noted that many investiga-
tions into tourism development adopt this
approach to research. Yin (1994, p. 13)
identified the four core components of case
study-based research as:

● investigation of a contemporary phenome-
non within its real-life context;

● when boundaries between phenomenon and
context are not clearly evident;

● multiple sources of evidence are used;
● they are part of a comprehensive research

strategy, not just a data collection tactic or a
design feature.

Similarly Jorgensen (1989, p. 19) has noted that

the case studied may be a culture, society,
community, subculture, organization, group,
or phenomenon such as beliefs, practices,
interactions. . . . Case studies stress the
holistic examination of a phenomenon, and
they seek to avoid the separation of
components from the larger context to which
these matters may be related.

However, the ability to form general conclu-
sions from a range of observations is often
regarded as the basis of scientific methodology
(Kuhn, 1970) as scientific understanding
advances on the interrogation, refinement and
possible refutation of existing theory. Thus,
knowledge is usually considered to be built on
testable hypotheses. This is the basis of a
major stream of criticism directed at case
study-based research, arguing that its findings
are limited by being specific to that case.

Case studies are recommended to investi-
gate research questions characterized as ‘how’
or ‘why’ (Yin, 1994, p. 6). As a range of
evidence and also different research methods
often occur in one case study, the research
strategy should include means to verify and
validate the qualitative analysis, so that the
findings of a case study will be more convin-

cing and accurate (Jick, 1979). Denzin (1978,
p. 291) defined triangulation as ‘the combina-
tion of methodologies in the study of the same
phenomenon’. The metaphor is based on
navigational practice, multiple view points
result in greater accuracy in locating an object.
Both across method and within method trian-
gulation can improve researchers confidence
in their results. Glaser and Strauss (1967, p. 7)
suggest that multiple scales or multiple com-
parison groups can be used to develop more
confidence in emergent theory.

New Generations of Service
Research

The originator of the ‘moments of truth’ con-
cept, Normann (1991) drew attention to what
he regarded as an important new generation in
service research in his thorough survey of the
service management literature. While the first
generation had distinguished service activities
from other sectors, Normann argued that this is
giving way to a second generation of research
focused particularly on service relationships,
behaviour during service transactions and the
design of services to optimize the moments of
truth. The argument is that each of the
moments of truth when the customer interacts
with the service organization is an event which
customers use to judge the overall quality of the
service. It is therefore also a proper focus of
management (and research) attention.

The foundations for an understanding of
service quality are based on the ‘emerging
service paradigm’. In this way of thinking,
service managers seek ‘a balance between
human input and technology, between costs
and income, and finally between quality and
productivity’ (Gummesson, 1993, p. 40).

This approach is paradigmatic as it is
dependent on a new style of management and
an organizational climate which actively sup-
ports the philosophy of service quality as a
major company objective. In particular, it sug-
gests the need to empower customer contact
staff, and to do so by focusing the organization’s
resources and its managers’ skills on satisfying
(legitimate) customer expectations, and fostering
a culture of continuing quality improvements.
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Tourism Service Systems

There is a general consensus in the research
community that tourism services are complex,
and that any element can contribute to the suc-
cess or failure of a service. The complexity of
tourism services can be appreciated using per-
spectives from systems theory. This concept
argues that selected inputs are combined in a
series of processes with the intention of pro-
ducing calculable outputs (Lorenz, 1993), each
process stage adding accumulating value to the
service. Efficiency in the system’s operation
can therefore be evaluated by measuring out-
puts against the inputs required to produce
them, by examining the quality of those out-
puts, and by considering the way each process
contributes to the overall service. Checkland
and Scholes (1990) and Kirk (1995) have
noted that although systems thinking has
mainly been applied to ‘hard’ engineering situ-
ations, where outcomes are unambiguous and
highly predictable, the concept can be applied
in situations where human behaviour is a
significant factor in business activities which
combine social and technical processes. This
confronted the difficulty that in ill-defined prob-
lem situations it was not possible to answer the
questions, ‘what is the system, and, what are its
objectives?’ Explaining the way in which
progress was made, Checkland and Scholes
(1990) identified one feature which all had in
common, ‘They all featured human beings in
social roles, trying to take purposeful action’.

A critical factor in many services is that
the variety of tasks involved calls for a team-
based approach. Consequently, it has been
pointed out that ‘teamwork is the focus of
service quality programmes in several firms
known for their outstanding customer service’
(Garvin, 1988). Wisner (1999) studied trans-
portation quality improvement programmes,
and placed importance on finding the root
causes of quality problems, employee
empowerment, and setting quality goals and
standards. He showed that it is effective for
managers to involve and support employees in
a continuous improvement process and to
stress the importance of role behaviours that
allow the programmes to succeed. Wisner also
noted a strong correlation between quality pro-

grammes and performance elements such as
customer service, on-time deliveries, competi-
tiveness, customer complaints, future growth
expectations, employee productivity and sales.

Mattsson (1985) distinguished two types
of relationships essential to a firm’s success.
Vertical relationships describe the relation
between a firm and its customers. Horizontal
relationships exist between a firm and others
supplying it. Porter (1985) stressed the impor-
tance of sound industry relationships, Buhalis
and Laws (2001) have edited a collection of
studies examining key aspects of channel
management in the tourism and hospitality
industry. More recently, research has focused
on the special management characteristics
of service organizations (see Laws, 2004,
for further discussion), particularly service
encounters, service design, service quality and
customer satisfaction, internal marketing and
relationship marketing. Together, they repre-
sent a new approach to management which
Gummesson (1991) argued is sufficiently
different from earlier approaches to merit
recognition as a paradigm shift.

Much current thinking about tourism is
hindered by a mechanical and linear approach
which probably stems from two root causes:

1. The ‘first generation’ approach to services
noted by Normann (1991) persists, its attrac-
tion to many managers and researchers lies in
its reference to experience transferred from
the manufacturing sector where management
decisions about design and manufacturing con-
trol result in logically predictable outcomes.
Much of the current thinking about tourism
service quality reflects themes in economic
theory which exhibit a preference for mathe-
matical analysis of a set of forces tending to
stability and equilibrium, in contrast to the het-
erogeneous, dynamic forces tending to greater
diversity and increasing complexity in tourism
which can probably be more realistically mod-
elled through chaos theory (Faulkner and
Russell, 1997; Gleick, 1987; Waldrop, 1992).
2. Modern mass produced goods and the
processes of their production do not have the
equifinality which characterizes transactions in
tourism service systems. Equifinality is a key
concept in systems theory, which recognizes
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that given inputs into complex biological or
social transactional processes may result in dif-
fering outcomes (Bertalanffy, 1968). The lack
of relative certainty for tourism quality arises
from human involvement in the service
delivery processes, both as consumers and as
producers, further compounded by the roles of
individual expectations and perceptions in
service judgements making consensual evalua-
tion of service quality problematic.

Summary

Two primary functions can be identified for
service sector managers. One is fundamentally
concerned with designing and resourcing an

appropriate delivery system that also defines
the parameters for service encounters between
staff and customers. The second function is
concerned with staff selection and training,
and beyond that, the development of an orga-
nizational culture which empowers staff to
solve problems on behalf of customers, within
the company’s cost or profit policies, and
rewards them for contributing to customer sat-
isfaction. The first management function, serv-
ice design, underpins successful service
delivery. Successful design minimizes dysfunc-
tion, and optimizes the second managerial
objective, effective service transactions, thus
maximizing the likelihood of providing satisfy-
ing experiences for customers (see Laws,
2004, for a fuller discussion).
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Introduction

The convention industry is one of the fastest
growing industries within tourism today and
contributes significantly to the Australian econ-
omy. Recent estimates of the industry’s value
suggest that the Business Events industry is
worth approximately AUS$7 billion annually
in direct expenditure from both domestic and
international markets (Johnson et al., 1999).
Attractive convention destinations are per-
ceived as providing lucrative tourism dollars for
the host nation’s economy (Upchurch et al.,
1999) and many countries now actively seek
larger shares of this burgeoning sector.
McCabe et al. (2000, p. 7) state that Australia
and the UK are ‘the only two countries in the
world to have two cities in the top 20 conven-
tion cities (London, Edinburgh, Sydney and
Melbourne)’. With the success of the 2000
Olympics, Australia has become, a favoured
convention destination, and the challenge for
the industry’s leaders is to determine ways of
maintaining this favoured status.

While much of the convention literature
provides ample information on the selection of
convention sites, little is offered in the way of
understanding delegate satisfaction with con-
ventions and host destinations. This chapter
seeks to investigate the attributes of successful
conventions as perceived by convention
delegates. It is argued that satisfaction with a

convention will lead to favourable perceptions
of the host destination and likely repeat visita-
tions and recommending behaviour. A case
study is then used to explore the themes
emerging from the literature to test their
saliency. Melbourne, which has a thriving
convention and exhibition industry and hosts
substantial numbers of both international and
domestic conventions and meetings, was cho-
sen as the research site for the case study.

This case study uses data from 13 major
conventions held in Melbourne, Victoria, over a
4-year period and qualitative data gained
through 19 in-depth interviews with interna-
tional delegates at two Melbourne international
conventions. Quantitative data were collected
from both domestic and international delegates,
with a total of 889 delegates being surveyed.

Why host conventions?

Since the middle of the last century, there has
been a growing need for businessmen and pro-
fessional people to come together to discuss key
issues, increase their knowledge of their indus-
try, negotiate with their partners, or to exhibit
their wares. The convention and meeting indus-
try provides an effective means of communica-
tion. The US Department of Commerce (1991)
ranked conventions, expositions, meetings and



incentive travel as a single industry and seven-
teenth among all US private sector industries.
Besides being an important industry in itself,
providing significant employment and economic
benefits for host destinations, staging meetings
and conventions, is considered to be ‘an effec-
tive mechanism in re-imaging a city for both res-
idents and outsiders in a positive and dynamic
way’ (Kim, 1998). The growth in the convention
industry has increased the level of competition
between venues, and in the importance of the
quality and service provided by these venues.

Attributes of conventions

The attributes of a convention can be consid-
ered from three main perspectives: (i) those of
the association, (ii) the delegate and (iii) the des-
tination itself. An association is primarily an
organized and structured collection of people
with similar interests, which can range from
professional associations to religious and social
groups. Overall, conventions can be separated
into three major categories, which are asso-
ciations (i.e. professional, social or religious),
corporations and government departments. All
associations, from small regional ones to large
international organizations, at some time or
another, need to schedule meetings. It is
generally agreed that the association market
represents two-thirds of the industry spending
(Shure, 1993; Abbey and Link, 1994). The
corporate market represents 26% of the total
meeting and convention industry (Meetings and
Conventions, 1998; Meetings Market Report,
1998) and includes a range of meeting requi-
rements, from board meetings to training
seminars to product launches and trade fairs.
Government organizations, another significant
organizer of conventions, may hold meetings
for a variety of reasons, including dissemination
of information to the public, intergovernmental
communication or training and planning.

Site selection criteria

In examining previous research into the issues
relating to convention delegates’ perceptions
of successful conventions and convention des-

tinations, a number of themes evolved. These
include site selection (e.g. Bonn et al., 1994;
Crouch and Ritchie, 1998; Oppermann,
1998; Upchurch et al., 1999; Nelson and
Rys, 2000; Crouch and Louviere, 2002), sat-
isfaction with convention facilities (Shaw and
Lewis, 1991; Rutherford and Umbeit, 1993;
Oppermann and Chon, 1997; Rittichainuwat
et al., 2001) and the influences of convention
participants within convention decision mak-
ing (Montgomery and Rutherford, 1994; Clark
et al., 1997; Oppermann and Chon, 1997;
Baloglu and Love, 2001). Crouch and Ritchie
(1998), in developing a conceptual model of
convention site selection, provide a sound
overview of the convention literature.

In organizing a convention, one of the key
criteria for success is to attract delegates by
selecting appealing convention destinations and
providing an interesting programme. The char-
acteristics of the association and the purpose of
the meeting, determine the type of convention
that is to be staged. Choi and Boger (2002)
investigated the relationship between associa-
tion characteristics and site selection criteria,
finding differences among associations by age,
size and budget. In the UK, research (Right
Solution, 1998) indicated that most organizers
considered several venues before making a
decision on a particular site, and provided infor-
mation on the average number of delegates
attending meetings and the average duration of
such events. The importance of service qualities
required by event organizers in the USA has
been examined by Renegan and Kay (1987),
who assessed the characteristics that meeting
planners use to select a meeting facility (Shaw
et al., 1991; Strick et al., 1993; Bonn et al.,
1994). Meeting planners’ perceptions have
been highlighted by Upchurch et al. (1999)
while Oppermann and Chon (1997) considered
the convention participation decision making
process.

Other studies, such as that by Crouch and
Ritchie (1998), provide information on the
priorities for site selection by associations.
These priorities have been divided into four
main groups: (i) accessibility, (ii) local support,
(iii) extra-conference opportunities, and (iv)
accommodation facilities. The extra-opportu-
nities dimensions include entertainment, shop-
ping, sightseeing, recreation and professional
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opportunities. These perceptions, however,
are only from one perspective, that of the
associations and their meeting planners.

Convention destination criteria

The next perspective is the destination for
conventions. In order to promote a convention
destination, it is important that delegates have
sufficient time and opportunity to explore the
destination, which, it is hoped will lead to a
positive attitude towards the destination. This
in turn should encourage repeat visitation and
positive word-of-mouth (WOM) recommenda-
tion. While there has been an overall rise in
the number of conventions, generating more
income for local economies, participants to
the event are becoming time-poor, having only
limited time for other activities before and after
the event (Rittichainuwat et al., 2001). The
implication of this requires further research.

In the USA, there has been a significant
increase in the number of destinations pro-
moting themselves as convention centres,
mainly because the industry generates direct
spending of AUS$85 billion, pays over
AUS$12 billion in tax and supports 1.6 million
jobs (Deloitte and Touche, 1995). Clark and
McCleary (1995) note that hosting a conven-
tion can generate millions of additional dollars
for the local hospitality industry. Several stud-
ies (McGuiness, 1982; Sternlieb et al., 1983;
Dean, 1988; Peterson, 1989; Elwood, 1992;
Buchbinder, 1994; Judd, 1995) have indicated
that cities of all sizes and attributes have been
developing centres to attract conventions,
stimulate growth and ensure economic stabil-
ity. Fenich (2001) explored the way city poli-
cymakers can compare themselves with other
cities or centres and identify their strengths
and weaknesses. Fenich’s review of the litera-
ture indicated that the most common attrac-
tiveness attributes across all studies were
destination services, city vitality, city image,
regional lifestyle and reputation.

Destinations, in order to promote them-
selves effectively, need to develop a brand/
image/profile. To encourage repeat visitation
and enhance WOM recommendations, they
also need to ensure users’ satisfaction with

convention and destination facilities (as
detailed by Shaw and Lewis, 1991; Rutherford
and Umbeit, 1993; Rittichainuwat et al.,
2001). Oppermann and Chon (1997) provide
insights into the key ingredients of the con-
vention industry and suggest a list of important
attributes for convention destinations. While
both the Crouch and Ritchie (1998) and
Oppermann and Chon (1997) research are
useful frameworks for study, neither has been
empirically tested.

The perceptions and requirements of del-
egates may differ from those of the organizers.
Robinson and Callan (2001) considered
whether gaps exist between the attributes
employed to assess the quality and desirability
of a UK conference venue between the per-
ceptions of conference organizers and the
conference delegates. They found, in their pre-
liminary study, that convention delegates
placed greater emphasis on the quality of the
product, the level of safety at a venue and a
destination and the need for additional social
activities within the time constraints of the
convention.

Satisfaction Research

Satisfaction with conventions

In determining the role of delegate satisfaction
in the success of a convention, it is important
to explore the satisfaction literature. In relation
to delegate satisfaction, it is argued here that
satisfaction with the attributes of the conven-
tion and the convention destination will lead to
repeat visitation and recommending behav-
iour. Thrane (2002) found that higher levels of
intentions to recommend were associated
with higher levels of satisfaction. Research
into the determinants of satisfaction is abun-
dant and ongoing. Satisfaction is a complex
concept, explored through its component
parts (attributes), and as an overall concept. A
number of researchers have investigated a
range of satisfaction antecedents. These
include equity (Oliver and Swan, 1989),
disconfirmation (Davis and Heineke, 1998),
attribution (Oliver and DeSarbo, 1988), expec-
tations (Wirtz and Bateson, 1999) and specific
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aspects of the consumption experience (Jones
and Suh, 2000).

The literature tends to link satisfaction
with the attributes of the convention facility
with that of the destination. The links between
choosing a convention facility and a destina-
tion, therefore, are strong. Oppermann (1996)
summarizes the findings of previous research
into the convention location attributes that are
perceived, by meeting planners, as leading to
successful conventions. Table 2.1 provides an
overview of these findings.

Satisfaction with convention destinations

In a later study by Oppermann and Chon
(1997), some attention is given to the percep-
tions of delegates in relation to conventions
and host destinations. Their research, which
presents a conceptual model, argues that there
are four key elements in the delegate’s deci-
sion to attend a convention. These are the
association or convention factors, the personal
or business factors, the location factors and the
intervening opportunities. The location factors
are of greatest relevance to the current discus-
sion, with issues such as transport and climate

being critical dimensions in the delegate’s deci-
sion making process. These proposed factors,
however, are untested and, as such, cannot be
verified from earlier studies. The literature on
the perceptions of convention delegates to the
convention destination, therefore, is limited
and warrants further investigation.

In order to gain a closer understanding of
the destination attributes that enhance con-
vention delegate satisfaction, it is useful to
examine the tourism destination literature.
As indicated earlier, there is a significant
amount of literature on destination choice (e.g.
Judd, 1995; Sirakaya et al., 1996; Opper-
mann and Chon, 1997; Pearce, 1997;
Crouch and Ritchie, 1998; Fenich, 2001), but
research relevant to the current discussion is
found largely in the tourist destination satisfac-
tion literature. Kozak and Rimmington (1999)
examined the satisfaction levels of tourists on
24 attributes of destinations. Those attributes
receiving the highest levels of satisfaction
included the friendliness of local people, value
for money, attitude of staff, safety and security,
local transport services and the natural envi-
ronment. Other items providing satisfaction
for tourists included the food, shopping facili-
ties and the nightlife and entertainment.
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Table 2.1. Meeting location attributes: a comparison of association meeting planner survey results.

Edelstein and Benini 
Fortin et al. (1976) ASAE (1992) (1994) Oppermann (1996)

Hotel service Quality of service Availability of facilities Meeting rooms/facilities
Air access Meeting room facilities Access to location Hotel service quality
Hotel rooms overall Transportation costs Hotel room availability
Conference rooms Overall affordability Distance from attendants Clean/attractive location
Price level Sleeping room facilities Climate Safety/security
Hospitality Location image Recreational facilities Air transportation access
Restaurant facilities Dining/entertainment Tourist attractions Food and lodgings costs
Personal safety Air transportation Mandated by by-laws Overall affordability
Local interest Exhibit facilities Location image City image
Geographic location Highway accessibility Transportation costs
Hotel info/assistance Geographic rotation Restaurant facilities
Local availability Recreational facilities Exhibition facilities
Tourism features Climate Scenery/sightseeing
Transport facilities opportunities
Previous experience Climate

Nightlife

Source: Oppermann (1996, p. 177).



Satisfaction with pre-, post- and during
convention activities

A number of convention delegate activities
that provide delegate satisfaction with the
convention destination, emerge from the liter-
ature. What is highlighted, from the limited
previous research, is the lack of time that del-
egates have to undertake other activities such
as shopping or sightseeing. For example,
Rittichainuwat et al. (2001) found that associ-
ation member delegates spent either no extra
days (38%) or 1–2 days (46%) either before or
after the conference. These restrictions on
time have implications conference planners
and for tourist destination marketeers and will
be discussed later.

The importance of shopping as a tourist
activity has received attention in recent
research. Master and Prideaux (2000) found
shopping and the convenience of shopping
hours provided high levels of satisfaction for
Taiwanese tourists to Australia. Turner and
Reisinger (2001) have also provided greater
understanding of the importance of shopping
as a tourist activity. They argue that, in both
international and domestic tourism, the second
most important item in tourist expenditure is
shopping (accommodation being the first).
They also suggest that ‘although shopping is
seldom mentioned as a primary reason for
travel, it is perhaps the most universal of
tourist activities’ (Turner and Reisinger, 2001,
p. 15). Their research confirms the impor-
tance of shopping as an activity providing
tourist satisfaction, as well as an activity that
contributes significantly to the economy.
Shopping is an obvious area for promotion by
convention planners; the use of promotional
material in conference satchels is indicative of
the importance of this activity.

In a similar vein, the work by Bramwell
(1998) is of relevance to this discussion.
Bramwell’s study investigates the level of
tourist satisfaction with attributes of a city, in
this case, Sheffield. Bramwell also found that
shopping was a key attribute leading to tourist
satisfaction. This attribute was followed by sat-
isfaction with the countryside, sports facilities
and activities, friendliness, entertainment, pub-
lic transport, cultural activities, cleanliness and
attractiveness of the city. Bramwell’s study also

provides information on the ways in which
cities can become more attractive tourist desti-
nations through the enhancement of various
tourist ‘products’ such as sporting and cultural
facilities and activities.

Finally, other studies that provide insight
into satisfaction with a tourist destination focus
on attributes such as the destination as a cultural
experience. Research by Reisinger and Turner
(1997a,b) examine satisfaction with the cultural
aspects of Indonesian and Thai inbound tourism
to Australia and suggest a high level of satisfac-
tion with the cultural experience and with the
destination. Master and Prideaux (2000) found
that Taiwanese tourists to Queensland were
highly satisfied with the destination and also
that the tourists were prepared to experience a
different culture within Australia. Chaudhary
(2000) explores the pre- and post-trip percep-
tions of foreign tourists about India as a tourist
destination. Chaudhary found high tourist satis-
faction with India on the following dimensions:
rich cultural heritage; variety of arts; good trans-
portation facilities; and hospitality to tourists.
On the other hand, issues of safety and tourism
services were areas of satisfaction not met. All
these studies provide evidence of the impor-
tance of the cultural aspects of a destination in
developing tourist satisfaction.

Ultimately, however, in searching the lit-
erature for findings on convention delegate
satisfaction with convention destinations, little
has been unearthed. Research such as that
by Oppermann and Chon (1997), which inves-
tigates the elements of destination branding,
provides a springboard for similar research
into the role of conventions in building desti-
nation loyalty. With the growth of interest in
the concept of destination branding, the
potential to brand a destination as a conven-
tion city is significant. This study, in a very
exploratory way, attempts to investigate the
aspects of Melbourne as a convention and
tourist destination that provide satisfaction.

Case Study

A case study approach was used to explore the
themes emerging from the literature. The case
study combines qualitative and quantitative
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methods to build an understanding of conv-
ention delegate perceptions of successful
conventions and of the destinations. The study
obtained quantitative data from 889 conven-
tion delegates at a number of different types of
conferences. In conjunction with this collection
of quantitative data, a total of 36 in-depth
interviews were conducted with represen-
tatives from 9 international associations, 8
professional conference organizers (PCOs) and
19 convention delegates. Whilst the research
was predominantly Melbourne-based, inter-
views were held with PCOs from Sydney and
Brisbane to achieve a more national, standard-
ized approach to the research. The case study,
therefore, addresses the themes taken from
the literature in order to test their saliency.

The case study research site

Melbourne, the capital city of Victoria,
Australia, was chosen as the research site for
this case study, because a suite of research
projects had been undertaken that could be
woven together to provide a more compre-
hensive case study. Melbourne has a thriving
convention and exhibition industry with a dedi-
cated exhibition and convention centre as well
as over 200 venues that host exhibitions, con-
ventions and meetings. The city hosts substan-
tial numbers of both international and domestic
conventions and meetings and, as stated in the
introduction, is perceived as one of the key
convention destinations in the world.

Influences for delegates attending
the convention

Content and networking opportunities

The literature suggests that one of the key
motivations for convention delegate atten-
dance at a conference is the opportunity to
network and the content of the conference.
The empirical findings from this research sup-
port the literature as to the key drivers:
‘Usually it’s because of the continual academic
update. Every year there’s something new, so
I try to keep up with it.’

This finding supports the work of
Rittichainuwat et al. (2001) who found educa-
tion to be the most significant motivator for
conference attendance. An important reason
for delegates to attend was the networking
opportunities available. The delegates felt that
there were many benefits to be gained from
meeting other people working in the same or
similar fields as them and that a convention
was a perfect opportunity to do so. Most asso-
ciations hold conventions on a regular basis;
therefore, delegates were likely to renew
acquaintances with other delegates that they
had met at prior conventions. In this increas-
ingly ‘time-poor’ work environment, a concen-
trated educational tool such as a convention, is
becoming more important.

Another key driver for motivating conven-
tion delegate attendance is the appeal of the
destination.

I do a lot of research into. . . . And I had never
been to Australia before and so I thought it
would be a good opportunity. I was funded to
go which helps, particularly for this distance.
The location is very important – I always like
to be somewhere I haven’t been before.

Very beautiful and clean city with extremely
friendly people. Nicest city I have ever visited.
I love it!

The opportunity to discover a new city
through attendance at a conference is obvi-
ously very important to convention delegates
and one component that destination managers
should use to attract future visitation.

Similarly, the opportunity to network
and to make new business and research
partnerships, appears to have increased in
importance over the years. This finding is in
keeping with Oppermann and Chon (1997)
who argued that peer recognition, professional
contacts, being part of the global community
and enhancing personal interactions are
important motivators for delegate attendance.

Drivers of convention delegate
satisfaction

In managing the satisfaction of convention del-
egates, an issue to be addressed is managing
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the expectations and perceptions of delegates
in relation to particular attributes of conven-
tions. In surveying the delegates, the question-
naire was prepared by the research of Lee and
Park (2002), Robinson and Callan (2001)
and Oppermann (1996). The international del-
egates stated that they were satisfied with the
convention if the following criteria were met:

● a well-organized convention;
● appropriate educational material covered;
● networking opportunities provided;
● the venue to be large enough to fit the num-

ber of delegates in comfortably;
● the venue to be easy to move around in;
● to be able to find accommodation close to

the convention venue;
● well-connected transport links to a destination;
● easy communication with the convention

organizers, particularly through the Internet.

As one delegate stated:

The organization and facilities have been
tremendous. The organization is outstanding.
There is enough space – other conferences
have been terrible, but everything is sorted
here.

As indicated here, most items relate to the
venue, but there are also components of the
destination that delegates need to be satisfied
with. In managing convention delegate expecta-
tions, therefore, there are certain venue facilities
that need to be provided. The overall organiza-
tion of the convention is important. In fact, a
general comment in relation to satisfaction of
delegates was provided by another delegate:

I would recommend Australia as a
conference destination, because the
organization of the facilities in Australia is
exceptional. Other conferences, say in the
UK, you can’t go where you want and you
have to queue.

Satisfaction with Melbourne as a tourist
destination

Satisfaction with the convention often has the
flow-on effect of providing overall satisfaction
with the destination for the delegate. The over-

all satisfaction level is based on the experience
of food and beverage, the culture, the shop-
ping, having good access to transport and
feeling safe within the environment. Not only
is it important to manage the quality of the
conference experience but also to determine
the attributes of a conference destination that
lead to delegate satisfaction. In surveying the
delegates, a large number (over 70%) were
satisfied with Melbourne as a tourist destina-
tion. Many respondents stated that Melbourne
was perceived as a modern, western city with
good transport links. It was also seen to be a
beautiful city with good food, beer and wine.

Australia as a destination was a strong
influence on people attending the conference,
as it was an opportunity to come here,
although the time and cost to travel, and the
jetlag made repeat visits difficult.

Other attributes of a city as a tourist desti-
nation were found to be important for satisfied
convention delegates. Melbourne has many
attributes that provide convention delegates
satisfaction. Some of the more interesting attrib-
utes coinciding with previous research findings
are those of the importance of food and shop-
ping: ‘wonderful restaurants, great shopping,
art galleries, museums, entertainment’.

However, it was also noted that many of
those being interviewed could not respond to
the question of what attracted them to the city,
as many had not had sufficient time to explore
the city. This is important for convention organ-
izers to take into consideration when planning
conventions.

As Turner and Reisinger (2001) argue,
shopping is a key component of tourist activ-
ity and government agencies such as Tourism
Victoria and the City of Melbourne have made
this a strong element of their marketing cam-
paign for Melbourne. Similarly, restaurants
and eating out is a key platform for the mar-
keting of Melbourne and aspects such as the
cosmopolitan and sophisticated nature of din-
ing in Melbourne were expressed in the data.
The importance of this city aspect to tourist is
confirmed in the work by Lee and Park (2002)
and Kozak and Rimmington (1999).

One of the key attributes of the destina-
tion, as perceived by the convention delegates,
was the friendliness of the people. This attri-
bute was confirmed in the qualitative interviews
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with the international delegates who were very
pleasantly surprised at the multicultural and tol-
erant nature of Melbourne residents: ‘Friendly
place to move around, even as a lone female
traveller’. Although, one delegate commented:
‘Too cold, people unfriendly, everybody dark in
attitude. They need to lighten up and stop
thinking they are the centre of the universe.’
However, this attitude was in a very small
minority of respondents.

In much of the research on satisfaction
with tourist destinations, the friendliness of the
local people is an important contributor.
According to the interviews with the interna-
tional delegates, not only were the local people
seen as friendly, but they were also perceived
as sophisticated and cosmopolitan.

I think one thing I didn’t appreciate until I got
here was the mixture of cultures and I don’t
think that was in the information – I think it’s
a great bargaining point.

Great facilities and walking around.

Melbourne was compared by many of the
European delegates to European cities and the
cultural activities of Melbourne perceived
favourably. Reisinger and Turner (1997a,b),
Chaudhary (2000) and Master and Prideaux
(2000) confirm the importance of cultural
activities in the tourist experience. The dele-
gates were impressed with Melbourne’s culture
including art, history, antiques and architec-
ture, e.g. ‘Lots of interesting cultural things to
do, architecturally stimulating’.

Specific attributes of the city such as its
safety and cleanliness, appear to be important
in providing satisfaction to tourists. Choi and
Boger (2002) and Nelson and Rys (2000)
found a similar level of the importance of
safety for convention delegates. The qualitative
interviews following the collection of the open-
ended question data confirmed the high level
of safety that tourists to Melbourne perceived.

I knew it was going to be a large city, a good
place for my wife to do things by herself. In
some cities, she doesn’t really feel comfortable
going out, I knew she would feel comfortable
here.

With a growing number of dangerous destina-
tions, this is an attribute that Melbourne should
promote.

The issue of prior experience or familiar-
ity with the destination was stated as a reason
for rating Melbourne in the way it was rated.
Many of the respondents stated that they knew
Melbourne, enjoyed it and were keen to revisit
the city. Bowen’s exploration (2001) of the
antecedents of consumer satisfaction with
long-haul destinations confirms the impor-
tance of prior experience in satisfaction with a
destination. Similarly, Oppermann’s research
of meeting planners’ decisions argues for the
importance of prior experience. Again, this
aspect is important for tourism planners who
should highlight the benefits of familiarity with
a satisfactory destination.

Finally, it should be noted that over 22% of
respondents did not answer the satisfaction
question indicating that they had not had suffi-
cient opportunity to actually see Melbourne in
order to form an opinion. This was reinforced
in the depth interviews where delegates indi-
cated that because they were ‘time-poor’, they
often did not get a chance to even see the host
city during a convention. The trend is to fly in
at the start of the convention and then to leave
as soon as the last session is over. There is often
limited opportunity for pre- and post-touring
activities. It is now becoming difficult to justify
additional time outside the convention to expe-
rience the host city. Delegates expressed a great
interest for experiencing the host city, but
needed to do this as part of the convention
rather than before and after. Conference organ-
izers and city marketeers could use this infor-
mation in their bid to gain greater conference
delegate satisfaction as well as providing oppor-
tunities to ‘showcase the city’. Given that the
city is an important motivator for attending the
convention, it is important to provide an oppor-
tunity to actually see the city during the visit in
order to enhance the overall experience and
improve the likelihood of WOM recommenda-
tion for other conventions or subsequent visits.

Conclusion

This chapter has attempted to provide greater
understanding of convention and destination
attributes that create convention delegate sat-
isfaction. The findings provide a means of
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understanding the convention delegate and the
importance of the convention destination to
the delegate. Convention attributes that lead to
delegate satisfaction include the content of the
convention, the opportunities for networking,
the facilities and space within the convention
centre, as well as the proximity of accommo-
dation to the convention venue. Attributes of
the destination that create delegate satisfaction
include the safety of the location, the culture
and cultural activities, the food and the oppor-
tunities and facilities for shopping. Of equal
importance in determining delegate satisfac-
tion is the prior experience of the destination.

These findings have ramifications for gov-
ernment tourism agencies and convention
organizers. The importance of specific con-
vention attributes provides a focus for conven-
tion centres and PCOs to address for improved
conventions. These findings also provide the
basis for delegate boosting, a priority for many

convention and visitor bureaux. In particular, it
is important to factor other social activities into
the convention in order to ‘showcase’ the des-
tination. Convention delegates, otherwise, will
not have the time to see the destination. In
relation to the convention destination, cities
that provide a safe environment, particularly
for the increasing number of female conven-
tion delegates, will ensure their continuance as
convention destinations. Good shopping facili-
ties, a wide range of restaurants and friendly
people will also ensure this. The marketing
strategies for cities such as Melbourne, there-
fore, could benefit from the findings of this and
other studies, particularly those related to des-
tination branding. Future research, in fact,
should focus on the link between the satisfac-
tion with convention attributes and satisfaction
with the convention destination. To date, the
research in this area is limited and demands
further inquiry.
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3 Issues Pertaining to Service Recovery
in the Tourism and Leisure Industries

Shane Pegg and J.-H.K. Suh
The University of Queensland, Australia

Introduction

Since the early 1970s, the services sector has
become the dominant sector of most industri-
alized economies (Ghobadian et al., 1994).
Given this dominance, it is not surprising to
note that the delivery of a superior service
quality is not just a key consideration but, in
fact, is a prerequisite these days for business
success (Bettencourt and Gwinner, 1996;
Eccles and Durand, 1998). Despite this appar-
ent recognition of the importance of service
quality to businesses however, most tourism
and leisure companies today are failing to
satisfy the basic needs and wants of their
customers (Reid and Bojanic, 2001; Suh,
2003, unpublished thesis). Whilst part of the
failure relates to the ever-increasing levels of
consumer sophistication that have become a
feature pervading nearly all markets today it
has, nevertheless, also much to do with how
operators manage the delivery of services
(Smith et al., 1999; Reid and Bojanic, 2001).
Three possible explanations for this include
viewing the customer as a cost and not an
investment, being insufficiently aware of the
rising expectations of customers and failing to
define customer satisfaction in a way that
links it to financial results (McCarthy, 1997).
Whatever the cause, service quality, and the
critical components of it, can no longer be sim-
ply ignored (Suh, 2003, unpublished thesis).

As such, they demand our attention and thus
serve as a basis for this case study’s explo-
ration of service recovery in the tourism and
leisure industries.

Forces of Change in the Tourism and
Leisure Services Industries

The services industry is currently facing an
increasingly challenging business environment
(Gardenne, 2000). Economic growth, higher
disposable incomes and technological changes
have fed the exponential growth of services
and thus intensified competition (Kandampully,
2002). Adding fuel to the fire so-to-speak is the
fact that the rate of change and level of com-
petition are increasing as globalization and
deregulation proceed.

Within the context of the broader environ-
mental trends, several issues and trends are
critical to understanding hospitality and tourism
marketing (Gardenne, 2000; Reid and Bojanic,
2001). For example, a decrease in customer
loyalty is a key feature of the hospitality and
tourism markets, particularly in the Australian-
Pacific Region, as they move towards maturity
(Zeithaml and Bitner, 1996; Javalgi and
Moberg, 1997; Gremler and Brown, 1999). In
this context, customer loyalty is the process of
building repeat purchase activity among buyers
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(Schmid, 1997). Traditionally marketing com-
munications focused on the product-service
offering and the atmosphere enjoyed by the
customer. More recently many hospitality and
tourism organizations have focused on price
with the consequential outcome being heavy
price competition and much discounting of
costs for various services. However, as noted by
Reid and Bojanic (2001), competition on price
is a short-term strategy that seldom builds cus-
tomer loyalty. Therefore, companies are
launching customer loyalty schemes, such as
frequent flyer programmes and tie-ins to travel-
related services, as a means of securing cus-
tomer loyalty. The principles of such schemes
are to identify frequent users; recognize their
contribution to organizational success; and
reward them with awards and incentives that
effectively increase their loyalty to the service
provider (Bejou and Palmer, 1998; Reid and
Bojanic, 2001).

Consumer Expectations and Service
Quality

Customers must be viewed as the judges of
service quality, because their evaluations will
impact on the outcomes important to service
providers, including positive endorsement of
a product and/or service by way of word-
of-mouth (WOM) and, of course, return patron-
age. Hence, customers’ perceptions of service
quality, rather than technical quality, are impor-
tant to market success and thus, to the bottom
line. Similarly, the gap between expectations
and service performance is the primary indica-
tor of overall service quality (Wuest, 2001).

If service quality exceeds expectations, cus-
tomers are delighted; if it conforms with their
expectations, they may be satisfied; and if it is
less than their expectations, they will be dissat-
isfied. Hence, it is far easier to please customers
with low expectations than those with high
expectations (Folkes, 1994; Wuest, 2001).

Customers’ evaluations of service quality
and perceptions of satisfaction differ widely
because their perceptions rely on the way the
service complies with their expectations
(Wuest, 2001). The two main factors that
introduce difference in customers’ evaluations

of service quality are effectively their percep-
tions and expectations.

Service providers establish service stan-
dards to guide staff in practice and also act in
the assessment of performance. However,
service standards have to be considered as
changing benchmarks because consumers’
expectations tend to increase as they become
accustomed to organizational efforts to
achieve a competitive edge over other
providers, such effects, including the provision
of optional services (Wuest, 2001).

Benefits of good service quality

Service quality and customer satisfaction are
key concerns of service providers today and
are considered strategic concerns (Harrington
and Akehurst, 2000). The basic assumption
being that customer satisfaction drives prof-
itability and thus business success (Storbacka
et al., 1994; Johnston, 2001). Benefits to be
derived from improvements in service quality
and customer satisfaction include:

● Financial success and competitiveness
(Ghobadian et al., 1994);

● WOM endorsement (Reisinger, 2001);
● Enhanced customer loyalty (Lee and

Cunningham, 2001);
● Reduced operational costs (Ghobadian

et al., 1994).

Implementation of Service Quality
Strategies

An organization can take a passive or proactive
approach to service quality. A passive approach
is appropriate if service quality is not considered
a major source of service differentiation or com-
petitive advantage. In this approach, customer
dissatisfaction is avoided by ensuring hygiene
factors like tours departing on time or cleanliness
of facilities (Ghobadian et al., 1994). However,
for many businesses, service quality is considered
a primary driver of business performance. For
example, Javalgi and Moberg (1997, p. 165)
stated that ‘providing excellent customers service
is often the key factor that builds competitive
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advantage for service providers’. Therefore, a
strategic or proactive approach is appropriate to
supporting a corporate image built around qual-
ity (Ghobadian et al., 1994).

Significantly, a strategic quality pro-
gramme requires that management has a clear
understanding of the organization’s service
quality definition and vision, customers’ expec-
tations, perceived quality, measures of quality
and generic determinants of quality (Rust and
Oliver, 1994). Conceptual models are also an
important consideration, as they help to iden-
tify gaps and improvement opportunities
(Parasuraman et al., 1985).

Service failure and service recovery

For many reasons, including avoiding wastage
and ensuring customer satisfaction and a good
reputation, companies aim to deliver a satisfy-
ing service each and every time. Nevertheless,
factors such as the heterogeneity of service
delivery arising from human involvement and
varying customer expectations make service
failure inevitable (Johnston, 1995). Service
failures typically result from fail points in the
service delivery process (Shostack, 1984).
There are essentially three main categories of
service failures:

● System failures: failures in the core service
offering of the firm.

● Customer needs failures: failures based on
employee response to customer needs or
special requests.

● Unsolicited employee actions: actions,
both good and bad, of employees that are
not expected by customers (Reid and
Bojanic, 2001).

Blanding (1992) has argued that added to
these must be those circumstances where cus-
tomers wrongly perceive a failure, perhaps due
to misplaced expectations, those cases in
which customers are at fault themselves, and
where unavoidable impacts from the external
environment cause dissatisfaction or service
failure (Blanding, 1992).

A number of authors have recognized that
service recovery strategies are particularly impor-

tant to customer service management (Fornell
and Wernerfelt, 1987; Bitner et al., 1990;
Berry and Parasuraman, 1991; Keaveney,
1995). Hence, service recovery has become a
strategic matter that is important to the differen-
tiation of service offers and to the success of the
business (Lewis and Spyrakopoulos, 2001).

However, it should be noted that there
have been few theoretical or empirical studies
of service failure and service recovery issues
undertaken to date in the tourism and leisure
industries (Suh, 2003, unpublished thesis).
Perhaps one reason for this is the inherent dif-
ficulty in studying a procedure that is triggered
by a service failure and therefore difficult to
study in a field or replicate in a clinical envi-
ronment (Smith et al., 1999).

Ultimately, the benefits of service recov-
ery are directly linked to organizational growth
and survival. Substantial cost benefits and
increased profits arise from retaining existing
customers, due to a lower cost of retention
versus recruitment, existing customers being
more receptive to marketing efforts, taking up
less staff time due to asking less questions and
being more familiar with procedures and
employees, and importantly, being less price
sensitive (Reichheld and Sasser, 1990).

Employees also benefit from good service
recovery, both from having done a good job
and often from the psychological effects that
follow from the empowerment and training
that usually are included as part and parcel of
the service recovery processes. Benefits from
good service recovery include better morale
and work satisfaction which benefit the
employer through better service to customers
and reduction in the turnover of valuable
trained employees (Lewis and Clacher, 2001).

Despite the clear benefits of service recov-
ery, many service recovery efforts fail. Ideally,
service recovery is a formal process, rather
than an ad hoc process or even a complaint
handling process (Lewis and Spyrakopoulos,
2001). Such a system is composed of multiple
components, only one of which is the actual
service recovery transaction. The outcomes of
an effective service recovery system are the
identification of service problems, effective res-
olution of those problems and significantly,
staff acquisition of new skills and insights from
the recovery experience (Zemke, 1995).
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An Analysis of Service Quality
Recovery Systems

Participants for this research study were 11
managers of service-based businesses operating
in the tourism and leisure industries in the south-
east Queensland region. The region encom-
passes two key coastal regions with the
Sunshine Coast having a number of beach
resorts catering for predominantly the domestic
market. The Gold Coast, on the other hand, is
developing into an international mass market for
Asian tourists with a strong emphasis on shop-
ping, theme parks and nightlife rather than a
focus on the beaches themselves. The data were
collected using a semi-structured interview with
prepared open-ended questions that involved a
face-to-face encounter between the researcher
and the interviewees. In its simplest sense, inter-
viewing is a way of generating empirical data
(Holstein and Gubrium, 2002). The interviewees
were identified using a snowball technique
(Bouma, 2000). All but three of the participants
were male. Almost half of the participants were
aged between 26 and 35 years. Only two were
aged over 45 years and three less than 25 years.
Of all those interviewed, the lowest position held
was that of supervisor, while one respondent
was an owner-manager and another a con-
sultant. The remaining participants identified
themselves as holding the position of manager.
All participants had been with their current
employer for more than one year, while only
two respondents had been with the same com-
pany for more than 15 years.

Importance of service recovery

All participants reported that service recovery
was important to their organization. One
respondent highlighted the fact that the degree
of importance was related to the market
segment, with service recovery being most
important for inbound guests. Since all organ-
izations are operating in competitive markets
and all position themselves to one degree or
another according to service quality, this find-
ing is to be expected.

A number of factors were perceived by the
participants to be driving the elevated recogni-

tion of service recovery, with each participant
mentioning one to three factors. Good repu-
tation, speedy correction of problems, organi-
zational learning, recruiting new customers,
profitability and valuing guests all received men-
tion. Although customer satisfaction was on the
minds of each of those interviewed, it was only
recognized as important by a small minority of
respondents. By far the most salient reason for
service recovery being important was retention
of customers, in what is currently a very com-
petitive marketplace. As stated by one respon-
dent: ‘Customers are so important to our
businesses. Unhappy customers who leave
without having their problems fixed not only tell
others of their problems, but importantly, don’t
come back.’ This identified concern is in line
with previous research findings that satisfaction
with service recovery has an enormous impact
on customers’ future behaviour (Eccles and
Durand, 1998).

The high importance placed on service
recovery by the organizations involved in this
study is consistent with the literature that
claims service recovery is important for estab-
lishing a competitive edge in service delivery,
for supporting a market position and for ensur-
ing profitability (Johnston, 1994, 2001).
Retention of customers is widely contended in
the literature as an important benefit of service
recovery, especially since complaining cus-
tomers are often the organization’s most loyal
customers (Ranaweera and Neely, 2003).

Satisfaction with service recovery

All respondents mentioned they were satisfied
with their organization’s service recovery
efforts, although few mentioned detailed
effects of such despite prompting from the
interviewer. Those who were willing to make
comment usually referred to one aspect of
their organization’s service recovery. For
example, speediness of resolution was men-
tioned as highly important by several respon-
dents, reflecting research findings that
quick resolution is important to customers
(Bettencourt and Gwinner, 1996; Boshoff and
Leong, 1998). One participant reported that all
problems were solved, while others referred to
their high occupancy or customer retention rate



as being evidence of good service recovery,
showing evidence of evaluating success in terms
of direct or indirect outcomes. One manager
reported his hotel had sufficient resources to
achieve recovery: ‘Yes, we have the resources
around us to maintain guest satisfaction’. This is
consistent with the literature that indicates that
appropriate systems, processes and staff need to
be in place to achieve excellent service recovery
(Zemke, 1995).

The business with the least number of
employees of all the organizations surveyed
in this study, a family-owned gym, showed a
proactive approach to problem identification
and resolution, in that public relations strategies
were used to prevent problems occurring in the
first instance. The respondent stated: ‘We spend
a lot of time talking to people. This public rela-
tions prevents problems from occurring.’ This
proactive approach is evidence of best practice
service recovery, which is very much focused on
the prevention of service failures (Zemke, 1995;
McDougall and Levesque, 1998). In this partic-
ular business, the managers interviewed noted
that the face-to-face resolution of complaints
was also regarded internally as evidence of good
service recovery. This approach reflects a strong
relationship marketing approach to neutralize
local business competition. This connection
between service recovery and building relation-
ships with customers is also mentioned in the lit-
erature as being a key consideration for any
business operation (Storbacka et al., 1994;
Durvasula et al., 2000).

Use of formal service recovery processes

All organizations reported that they had formal
service recovery processes in place. Some of
the smaller organizations had no written pro-
cedures, while the larger ones had manuals to
guide staff and written rules of thumb about
appropriate compensation. However, it was
reported that in the smaller establishments, the
small staff numbers and closeness between
staff and management resulted in verbal trans-
mission of information and on-the-job training
in acceptable service recovery tactics.

Provision for higher-level staff to become
involved in recovery or follow up, handling

complaints on the spot and recording com-
plaints were key themes of service recovery
mentioned by all respondents. One restaurant
manager reported: ‘Staff listen to the customer
carefully and fix the problem as soon as pos-
sible … if the customer is still unhappy the
supervisor or manager can look after that’.
Importantly, staff are part of the basic service
product, but services can vary in interpersonal
contact level from low to intensive contact.
Thus, service providers behaviour, emotions,
skills, knowledge and the way they perform the
service, impact on customers’ evaluations of
the service and their satisfaction with it (Bitner,
1992; Johnston and Clark, 2001). It is thus
important that staffs are responsive, caring and
skilled. This in turn creates a need to choose
employees with good interpersonal skills that
are capable of showing empathy with the
customer’s situation and training, managing,
controlling and motivating them well (Johnston
and Clark, 2001; Reisinger, 2001b).

Empowerment of staff

All except two of the respondents claimed that
their organizations had empowered staff to
take control of issues impinging upon service
quality standards. For example, a manager
from a 5-star hotel reported: ‘We believe in
empowering our associates with the knowl-
edge and tools to assist our guest to the best
of their abilities’. Most of the organizations
empowered their staff to choose the way to
solve the problem and one manager from a
large hotel pointed out that mistakes were not
punished, but seen as learning experiences for
staff: ‘They are taught that if they make a
wrong decision … it is a lesson on what to do
the next time’. In two of the smaller establish-
ments, front-line staff gathered complaints
only and the manager of a restaurant within a
4.5-star hotel claimed that while empower-
ment was desirable, it was limited by some
staff being either short-term or casual.

The empowerment of staff to solve prob-
lems is desirable because such a process usually
results in speedier and more convenient solu-
tions for customers (Boshoff and Leong,
1998). The tactic of not punishing staff for
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mistakes encourages them to make their own
decisions and learn from their mistakes and is a
necessary consideration for effective empower-
ment (Korczynski, 2002).

Responsibility for service recovery

All but one of the interviewees attributed ulti-
mate responsibility for service recovery to
management. For example, a respondent
stated: ‘We always have a duty manager … the
hotel assistant manager or the front office
manager’. While it is rational that ultimate
responsibility be placed in the hands of man-
agers, this may reflect a reticence to devolve
responsibility to empowered staff. A fitness
centre did distribute responsibility to appropri-
ate staff and managers, reflecting a philosophy
of the person closest to the problem solving
the problem. The respondent stated that train-
ers, sales staff, group fitness instructors and
supervisors/managers were all responsible for
service recovery outcomes.

Formal training in service recovery

While all organizations offered some form of
training in service delivery, several of the
smaller organizations did not implement
focused training in service recovery. Within
those organizations identified as having training
tactics focusing on service recovery, learning on
the job from real incidents was a strong theme,
as was formal instruction. For example, one
manager explained: ‘We have several in-house
courses on guest service, as well as daily brief-
ings’. Those who do not have formal training
relied on general training in service delivery,
usually undertaken off the job. For example, the
accommodation group management relied on a
restricted license course offered by the Real
Estate Institute of Queensland.

Evaluation of outcomes of service
recovery

Most of those interviewed stated that their
organization conducted evaluation of the

outcomes of service recovery. However, exam-
ination of responses indicated that comments
supported evaluation of outcomes in only four
cases. Of these, one encouraged feedback,
two used managerial review and one a formal
monitoring strategy. The respondent from the
latter organization stated: ‘We actively pro-
mote feedback and measure success on a
monthly basis’. This approach reflects best
practice as various researchers (Carr, 1994;
Chebat and Kollias, 2000) have found that
supervisors’ supportive behaviours, providing
useful information, giving feedback, fair eval-
uations of performance and their direct stimu-
lation of service-related behaviours were all
positively related to service outcomes. In two
cases the respondent appeared to have misun-
derstood the meaning of the question and
referred to evaluation of customers’ problems.
When the question was restated by the inter-
viewer, the response was that little was done
in this regard within their organization.
Evaluation of the outcomes of service recovery
is thus a weakness in the service recovery pro-
grammes of the organizations taking part in
this study. Without an evaluation programme
organizations will not be able to detect faulty
recovery strategies, since many customers may
not actively or formally complain.

Linking of service recovery outcomes to
planning

Only three of the participants claimed or indi-
cated that their organizations linked service
recovery outcomes to planning in considera-
tion of financial or marketing factors. One
front office manager for a 4.5-star hotel men-
tioned: ‘If a trend is forming, we can clearly
look at it and take action accordingly’.
However, most participants tended to believe
that successful service recovery would tend to
lead to success in marketing and thus, to the
achievement of a profit.

This finding is not surprising since the lit-
erature reports a general weakness in this area
(Zemke and Bell, 2000). In general, organiza-
tions appeared to assume that excellent service
recovery is linked to organizational success.
There are of course practical difficulties in
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assessing the opportunity cost of service recov-
ery and comparing it to the benefits received
by the organization. This, as well as a general
level of formal data gathering and evalua-
tion within smaller organizations, may limit
practice.

Discussion

The main purpose of this study was to
examine the role that service recovery has for
service operations seeking to maintain or
enhance service delivery systems and more
particularly, service quality standards. Analysis
of the data revealed that all respondents con-
sidered service recovery to be an important
consideration for operations. Significantly, it
was customer retention that was identified as
the primary motivator for improving or
enhancing service quality systems within their
respective employing organizations. Of partic-
ular interest was the fact that all but one of the
respondents in this study attributed ultimate
responsibility for service recovery to manage-
ment with line staff perceived to have only a
minor role to play in such an activity.

Employee empowerment

Employee empowerment is a tactic currently
used widely by service organizations to cope
with change in the environment and to
support service quality and service recovery
initiatives. The importance of empowering
employees for service recovery is mentioned
widely in the literature and is considered
important by many successful organizations.
For example, Boshoff and Leong (1998,
p. 24) state: ‘Once a service failure has
occurred, customers prefer to deal with staff
who are empowered to solve their problem
quickly’. All the organizations investigated in
this study implemented service recovery strate-
gies. More importantly, each had a clear
understanding of the value of service recovery
with respect to being competitive and for sur-
viving in the competitive service sector market,
view that is considered imperative by many
authors (Keaveney, 1995; Smith et al., 1999;

Lewis and Spyrakopoulos, 2001). All the
respondents interviewed indicated that their
organization empowered employees to some
degree, i.e. the study found that formal
empowerment policies were in place in the
larger organizations and informal practices
tended to predominate in the smaller organi-
zations. Significantly, the informal practices
were consistent with the management style in
these organizations, which featured a strong
reliance on horizontal communication and
personal relationships with the customers.
Significantly, the use of empowerment in
these operations is consistent with the litera-
ture that considers empowerment essential for
good service recovery (Boshoff and Leong,
1998).

While all the organizations involved in the
study recognized the importance of organi-
zation policies, systems and procedures sup-
porting service recovery, and the importance
of training and empowering staff, one restau-
rant manager highlighted however the diffi-
culty in empowering staff when many were
part time or casual and therefore might not
remain long with the organization. Indeed, the
literature supports the notion that staff
turnover would present a threat to the devel-
opment of the skills and attitudes required for
excellent service recovery and that staff
turnover does result in a loss of valuable skills
and expertise. In part, this problem arises from
broader labour market trends (Gardenne,
2000). Nevertheless, the link between staff
retention and training for empowerment are
serious considerations, since the service
provider’s skills, motivations and attitudes
greatly affect customers’ evaluations of service
quality (Reisinger, 2001a). Hence, it would
appear in the organization’s best interests to
implement human resource management poli-
cies to retain staff, to support service recovery
and employee empowerment strategies wher-
ever possible (Korczynski, 2002). It would also
appear that empowerment itself might help
also to solve employee commitment problems
(Carr, 1994). Service quality, service recovery
and empowerment are all products of the
organization’s polices, systems, processes and
procedures which must be optimized and coor-
dinated to produce the best service outcomes.
In other words, the organization must offer a
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complete and consistent service experience
(Andreassen, 1999, 2001). However, empow-
erment is not an end in itself. It serves to con-
tribute to service quality and service recovery,
while good service quality, in turn, reduces the
demand for service recovery.

Linking service quality evaluations to
strategic planning

All organizations showed general weaknesses
in the areas of evaluating outcomes and linking
evaluation of outcomes to strategic planning.
These processes are difficult to achieve, due to
the difficulties in measuring costs and out-
comes (Zemke, 1995). Nevertheless, these
weaknesses are of great concern, since weak-
nesses in the evaluation of outcomes and
communication may result in resource wastage
in inefficient or unneeded activities and in lost
opportunities to fine tune the service recovery
process (Miller et al., 2000; Marmourstein
et al., 2001). Moreover, lack of a link to strate-
gic planning may mean that the strategy of the
organization is not supported sufficiently by
service recovery processes (Zemke, 1995;
Zemke and Bell, 2000).

Implications for practice

As implied by the literature review and the
study findings, service recovery and service
quality must be seen as important elements of
an organization’s strategy and should be sub-
ject to strategic planning (Zemke, 1995,
2000). It is important for managers to recog-
nize the causal link between policies, systems,
processes, including employee empowerment,
on one hand, and good service quality and
good service recovery on the other (Miller
et al., 2000). Hence, efforts must be made
to link the outcomes of service recovery to
strategic and operational planning, so that
service recovery can be aligned with corporate
strategy and wastage eliminated.

To achieve the best organizational per-
formance managers should treat the organ-
ization as an open system. This requires
consideration of the interaction and impact of

external and internal factors and system wide
optimization to achieve the required level of
service quality and service recovery (Lewis and
Spyrakopoulos, 2001). This open system
approach encompasses the consideration of
customers’ needs and wants and other impacts
on customers’ expectations.

Since commitment is essential to the
successful implementation of service quality
initiatives and the associated marketing tactics,
the first step to improving service quality must
be to consider how to ensure the commitment
and support of those involved (Marmorstein
et al., 2001). This by necessity involves con-
sideration of organizational culture, human
resource management and change manage-
ment in the case of staff and in some markets
where relationship marketing is important,
marketing communications to ensure the sup-
port of valued customers.

Service recovery should produce effective
and reliable solutions that are consistent with
customers’ needs and expectations. Service
should be one-stop, timely and convenient.
Moreover, since the customer is often an
active and important participant in the service
process and would appear to form both pas-
sive and active expectations before, during
and after service delivery, it is important
to manage expectations at all times. For
example, education of the consumer and the
drawing of attention to pleasing aspects, such
as freshly laundered linen, should optimize
customer satisfaction and increase the chance
of repeat business and good WOM (Webb,
2000).

Since reliability is more important than
compensation for service failure points, it is
important to improve service delivery systems
first before establishing favourable service
guarantee systems (Marmorstein et al., 2001).
In this context, empowerment must be consid-
ered when planning the systems, processes
and procedures of service recovery. Organi-
zational systems and functions, such as human
resource management and especially employ-
ment practices, must be considered with
empowerment in mind (Lewis and
Spyrakopoulos, 2001).

Businesses differ across a number of
dimensions, rendering impossible the applica-
tion of standard solutions for service recovery.
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Hence, managers should adapt theory to the
situation of the business, adjusting strategies
and tactics and the level of formality and
empowerment (Bowen and Lawler, 1995). For
example, smaller businesses should consider
leveraging close connections with customers
and the shorter communication channels within
the organization to achieve more personalized
service failure prevention and recovery.

Despite publicity about the service recov-
ery paradox, organizations should not at any
time seek to create service failures so they can
impress customers with recovery actions
(Swanson and Kelley, 2001). However, since
most customers do not complain (Zemke and
Bell, 1990), a negative impact could occur on
the organization’s reputation due to the serv-
ice failures. Moreover, it is not certain that the
service recovery paradox holds in all situations
or that the impression created by good service
recovery will overcome the negative effect of
service failure on long-term customer commit-
ment. In fact, findings on the existence of the
paradox have been challenged by more recent
research (Andreassen, 2001). Therefore,
organizations should seek to proactively
avoid service failure, thereby saving on service
recovery expenses.

Recommendations for future research

While a considerable body of theory and
research exists on the related areas of service
quality, service recovery and empowerment,
there are still many gaps in knowledge. For
example, with respect to a greater understand-
ing of customers’ thought processes and
reactions to service recovery. In general there-
fore, more work is needed on how consumers
form expectations and how they react to dif-
ferent service recovery tactics. In addition,
since linking service recovery outcomes with
planning is seldom done, research needs to be
carried out into the barriers to implementation
of this important aspect of service recovery
and, in turn, its direct impact on service quality.

This particular study provided some insight
into the use of both formal and informal service
recovery/staff empowerment approaches
within the various service sector businesses.

However, little objective data were found as to
the relative effectiveness of these types of strat-
egy. Moreover, little hard data appear to be
available on the effectiveness and outcomes of
service recovery strategies for tourism and
leisure services, either gathered by individual
businesses or available in the literature. Hence,
further research is needed on an organizational,
industry specific and regional basis.

There are also a number of gaps and
points of disagreement in the service quality
literature with regard to measurement and
customer psychology. For example, the
SERVQUAL tool for measuring customer sat-
isfaction is criticized in terms of its dimensions
and for its focus on the disconfirmation of
expectations, while there also exists a need to
understand more about the expectation forma-
tion aspect of the disconfirmation paradigm. It
is not well enough known how customers
define their standards and parameters for eval-
uation and what they understand of their role
during service delivery (Webb, 2000). Hence,
there remains a need for more research, espe-
cially with regard to particular industries and
service situations, such as those found in the
tourism and leisure industries.

Finally, and despite the breadth of research
related to business operations in recent years,
there has been little research about how organ-
izations actually define their service standards
and determine parameters for evaluating cus-
tomer satisfaction. There has also been limited
research undertaken with respect to what they
understand of their role during the service deliv-
ery process (Suh, 2003, unpublished thesis).
Hence, there remains a need for more research
in this area, especially with regard to particular
industries and service situations, such as those
found in the tourism and leisure industries. For
instance, despite the substantial importance of
services to national and regional economies,
research has shown that service recovery is gen-
erally not well carried out nor are service recov-
ery outcomes positively linked to strategic
planning (Zemke, 1995; Smith et al., 1999;
Suh, 2003, unpublished thesis). Yet service
recovery is exceedingly important for operators
such as those found in the tourism and leisure
industries since the complex and variable nature
of service delivery will almost certainly result in
customers perceiving problems with service
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delivery (Bell and Ridge, 1992; Hoffman et al.,
1995; Leversque and McDougall, 2000).

Conclusion

The tourism and leisure industries are a mix-
ture of service and physical product offerings
and despite the involvement of different
businesses, a region is usually judged on the
overall impression of the visitor or tourist. As
such, the tourism and leisure industries rely
very heavily on the development of positive
perceptions by the people providing the serv-
ices to tourists, such as service staff in restau-
rants, hotels, fitness centres and so on
(Reisinger, 2001a). Hence, service quality is
important to the marketing of services in
any circumstance and, more so, is particularly
important for any region specializing in
tourism and leisure service offerings.

A customer-focused company which deliv-
ers excellent service quality, and which rec-
ognizes the critical importance of appropriate

service recovery processes, will more often than
not meet or exceed customer expectations.
Continuous improvement is implied by the trend
towards higher expectations within customers
(Smith et al., 1999; Reid and Bojanic, 2001).
Good performance therefore has two main
elements: having systems, processes and pro-
cedures that deliver on organizational goals and
having marketing and planning functions that
can discover what customers want and transpose
those wants into strategic marketing plans.
Hence, planning and coordination; continuous
quality improvement strategies like total quality
management, development and deployment of
human resources; and learning and feedback sys-
tems all contribute to service quality and service
recovery performance (Lovelock et al., 1998).
Importantly however, service quality advocates
hold that quality must be built into every compo-
nent of a service system (Fitzsimmons and
Fitzsimmons, 2001). Thus, to improve service
quality it is paramount for tourism and leisure
operations to examine all the steps involved,
including the critical steps involving service
recovery (Kandampully, 2002).
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Introduction

The opportunity to view or interact with wildlife
is a major component of tourism and recre-
ation and it has been the topic of much
academic and management attention. Much of
this attention, however, has focused on how to
manage the encounters between tourists and
wildlife so as to minimize the negative impacts
of the tourism on the wildlife. This reflects
the fact that many wildlife encounters are con-
ducted within the boundaries of protected nat-
ural areas and in many countries encounters
with wildlife in any location are regulated by
government wildlife agencies. Thus decisions
about the nature of many wildlife-based
tourism (WBT) experiences are made by pro-
tected area managers rather than tourism
managers. Not surprisingly the core theme in
the literature to date has been the ecological
sustainability of current wildlife tourism prac-
tices and several authors have noted that the
public sector managers involved in WBT rarely
consider it as a tourism service. The tourists
are not seen as customers and little attention is
paid to their satisfaction or perceptions of the
quality of the WBT experiences offered
(Schanzel and McIntosh, 2000; Miller and
McGee, 2001).

This chapter attempts to complement
the existing focus on the ecological sustain-
ability of WBT with an emphasis on the

importance of understanding tourist satisfac-
tion for the long-term success of this type
of tourism service. The chapter outlines a
conceptual model that combines aspects of
service with constructs related to the interac-
tion between humans and animals. The aim
of the model is to suggest a set of attributes
that contribute to tourist satisfaction in WBT
experiences. It is envisioned that a better
understanding of the relevant attributes and
their relative effects on overall satisfaction
should assist tourism managers in improving
the quality of those service attributes that are
under their control.

What is known about wildlife-based
tourism experiences?

Only a handful of published studies that have
investigated wildlife tourist satisfaction at par-
ticular sites or for particular activities exists.
Table 4.1 contains a summary of the key find-
ings of these studies with regard to the factors
significantly related to overall satisfaction. As
can be seen in this table some consistent fac-
tors emerge:

● the variety and number of animals seen;
● getting close to the wildlife and/or seeing

the wildlife easily;
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Table 4.1. Summary of factors related to satisfaction with wildlife-based activities.

Study Factors contributing to satisfaction 

Duffus and Dearden (1993) Seeing whales
Whale watching tours on Canada’s Getting close to whales

Pacific Coast – Killer Whales Seeing displays of whale behaviour
Seeing coastal scenery
Having a naturalist/crewmember to answer 

questions
Seeing other marine mammals

Davis et al. (1997) Being close to nature
Whale Shark Tours in Western Seeing large animals

Australia Seeing many different types of marine life
Excitement
Learning about the marine environment
Adventure
Underwater scenery
Freedom
Relaxation
Being with friends

Leuschner et al. (1989) Seeing species not previously seen
(Specialist) Birdwatchers in Seeing many different species

Virginia, USA Seeing rare or endangered species

Foxlee (1999) Numbers of whales seen
Whale watching in Hervey Bay, Distance from whales

Australia Whale activity
Information available about whales
Information available about other marine life
The style in which information was presented

Hammitt et al. (1993) Seeing many different kinds of wildlife
Wildlife viewing in the Great Smoky Seeing black bears

Mountains National Park, USA Seeing white-tailed deer
Seeing a larger number of animals
First-time visitors
Using binoculars/telescopes to see wildlife
Taking photographs
If numbers seen matched expected numbers

Tourism Queensland (1999)  Number of whales seen
Whale watching in South-east Queensland, Travel groups other than families

Australia Repeat visitors
Domestic visitors
On board commentaries
Smaller boats

Schanzel and McIntosh (2000) Natural habitat and behaviour
Penguin viewing in New Zealand Proximity to the penguins
Note: The setting provides a series of Educational opportunities

covered trenches and camouflaged Innovative/novel approach
viewing hides which allow visitors Fewer other people present
to move around within the penguin Presence of infant penguins
nesting area with minimal 
disturbance to the birds.
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● seeing large, rare or new species;
● the natural setting itself;
● the provision of interpretation/education

about the wildlife or the setting;
● features of the visitors themselves such as

previous experience, travel party and origin. 

Many of the studies reviewed in Table 4.1
were focused on a single type of wildlife view-
ing activity or a specific setting. Moscardo et al.
(2001) report on an alternative approach
which asked respondents to describe their best
and worst wildlife experiences while on holidays.
The results of this critical incidents approach
confirmed the importance of variety, close
contact, rare or new species, the natural envi-
ronment and education. Feeding and touching
animals also emerged as a factor contributing
to the quality of the experience (although only
for 14% of the sample). The investigation of
worst wildlife experiences indicated that close
contact with wildlife can also be a problem
with 37% of respondents reporting being
attacked, harassed or frightened by wildlife.
Additional sources of concern revealed in these
worst experiences included the welfare of the
wildlife, poor animal enclosure conditions, poor
quality or limited visitor facilities, bad weather
and poor staff.

Another source of information on visitor
satisfaction can be found in surveys and obser-
vations of visitors in zoos, aquaria and other
captive settings. Reviews by Kreger and
Mench (1995) and Bitgood et al. (1988) sug-
gest the following factors are associated with
visitor interest and enjoyment:

● Being able to get close, touch or feed animals.
● Educational shows and/or demonstrations.
● Pleasant natural outdoor settings.
● Naturalistic enclosures.
● Being able to easily see wildlife.

In addition to these factors several authors
have noted that aspects of the wildlife are also
related to visitor interest and enjoyment.
Bitgood’s team (1988) noted that infant ani-
mals and large animals attract visitor attention
and infants also appear to create excitement
and enthusiasm, while Broad (1996) reported
that visitors to the Jersey Zoo most enjoyed
primates, bears and baby animals. After a sub-

stantial review of the literature and additional
research focused on most liked and disliked
animals, Woods (2000) provided a set of fea-
tures that were associated with greater prefer-
ence for, and interest in, particular types of
wildlife. According to this review:

● Larger animals are preferred over smaller
ones.

● Animals perceived as intelligent are pre-
ferred.

● Colourful, graceful and soft/fluffy animals
are attractive to humans.

● Animals which are considered to be danger-
ous to humans are generally disliked but
some predators, particularly big cats and
crocodiles, attract attention.

● Animals perceived as similar in appearance
or behaviour to humans are preferred.

Some animals also appear to attract human
attention because of their cultural associations
or iconic status. Animals such as bears, eagles,
wolves, turtles and whales are used as symbols
in various cultures for concepts such as free-
dom, strength and intelligence.

Existing models of, and conceptual
approaches to, wildlife-based tourism

The first and most prolific author to focus on
the nature of the relationship between humans
and wildlife was Kellert (1980, 1986, 1993).
Much of Kellert’s research has been concerned
with understanding the different values humans
associate with wildlife, cross-cultural differences
in these value systems and the implications of
these value orientations for wildlife conserva-
tion efforts. Of importance to the present
discussion is his assertion that both culture and
experience with wildlife play important roles in
influencing human preferences for different
animals. Kellert is also associated with the bio-
philia hypothesis which proposes that humans
are instinctively drawn to wildlife regardless of
the values they associate with them (Kellert
and Wilson, 1993).

Another commonly used concept in
research on wildlife viewing is recreation spe-
cialization. Duffus and Dearden (1990) first



introduced the concept from recreation to apply
specifically to non-consumptive wildlife interac-
tions. The basic argument in this case is that
wildlife viewers can be placed on a continuum
ranging from a novice or generalist to an expert
or specialist. Wildlife viewers at different stages
of specialization will have different requirements
and expectations and different factors will con-
tribute to their satisfaction. Hvenegaard (2002)
provides a review of the research that has sub-
sequently applied this concept to wildlife view-
ing. The main conclusion of this review is that
while in many studies significant relationships
have been found between level of specialization
and response to the experiences, consistent
patterns have yet to emerge. That is, special-
ization appears to be associated with different
requirements in different settings.

A more recent model has been put for-
ward by Reynolds and Braithwaite (2001).
This model uses two key dimensions to map
WBT experiences – the effect on the wildlife
and the richness or intensity of the experience.
The former refers to the impacts of the
tourism activity on the target wildlife, while the
latter is a summary of various elements includ-
ing authenticity, exhilaration and uniqueness.
While the primary goal of this model is to
determine the appropriate form of tourism
activity for different wildlife and environments,
Reynolds and Braithwaite recognize that addi-
tional factors may be necessary to understand
the success of the experience in terms of visi-
tor satisfaction. Specifically they suggest the
type and length of interaction and the popu-
larity of the species as two such factors.

A Mindfulness Model of
Wildlife-based Tourism

In 1996, the author introduced the concept of
mindfulness/mindlessness to the area of heri-
tage attractions (Moscardo, 1996). This con-
cept was taken from social psychology where
it had been used to explain a large variety
of everyday behaviours (Langer, 1989). The
mindfulness theory proposes that in any given
situation a person can be mindful or mindless.
Mindfulness is a state of active cognitive or
mental processing. Mindful people are paying
attention to the information available in the

environment around them, reacting to new
information and learning. Mindless people, on
the other hand, follow established routines or
scripts for behaviour and pay minimal atten-
tion to the environment and new information.
It is important to stress that mindlessness and
mindfulness refer to different ways of thinking,
not just different amounts of thinking. Langer
and her associates have shown that people can
be mindless even in quite complex situations
and can perform complex tasks with minimal
processing of new information. Further
research has demonstrated that in many situa-
tions, including tourism and leisure experi-
ences, mindfulness is preferred. Mindfulness is
associated with positive perceptions of per-
sonal control, excitement, learning and satis-
faction. By way of contrast, mindless visitors
are more likely to report boredom, a lack of
control and interest in the experience and dis-
satisfaction (see Moscardo, 1996, 1999;
Langer, 1989, for a review of this research
and more detailed discussions of the concept).

One of the major reasons for studying
service quality and consumer satisfaction is
because many researchers believe that these
two concepts contribute to repeat purchase,
word-of-mouth (WOM) recommendations and
customer loyalty (Yuksel and Yuksel, 2001;
Tian-Cole et al., 2002). As mindful visitors are
not only more likely to be satisfied but also to
remember the service experience, it is argued
that it is in the interests of the service provider
to encourage mindfulness. In the case of WBT
experiences mindful visitors are also more
likely to respond to conservation messages and
minimal impact guidelines providing an extra
incentive for WBT managers to encourage this
mode of cognition.

What then are the conditions that con-
tribute to mindfulness? It can be argued that
there are two steps involved in encouraging
mindful visitors: (i) you must capture their
attention, and (ii) you must encourage them to
engage in more active processing of the avail-
able information. Thus there are two sets of
factors associated with mindfulness: (i) those
that attract visitor attention, and (ii) those that
hold that attention and encourage active cog-
nitive processing. Attention is a basic concept
in psychology and there have been very many
studies into what captures attention. Several
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features of an object or a physical setting can
automatically attract attention. These are:

● extreme stimuli – very large, very colourful,
and very loud things attract attention;

● movement and contrast;
● unexpected, novel and surprising things;
● things which have personal significance;
● things which have the potential to be dan-

gerous.

Features associated with active mental pro-
cessing include:

● variety or change in an experience;
● personal control or choice;
● personal relevance and/or importance;
● opportunities to interact with objects and

people;
● multi-sensory experiences.

In addition to these features there are also a
number of setting conditions that can hinder

mindfulness and these include fatigue, disori-
entation, crowding, sensory overload and
safety concerns. Further there are features of
the individuals that can interact with the setting
conditions to influence mindfulness. These
include motivation or interest in the object or
setting, previous experience with the activity,
existing levels of knowledge about the activity
and social group interaction (see Moscardo,
1996, 1999, for further details).

Figure 4.1 takes the mindfulness con-
cept and applies it to the WBT experiences.
The model incorporates predictions from
a mindfulness approach with what is known
about the features associated with visitor satis-
faction from previous wildlife viewing research.
The model consists of five main sets of 
factors – characteristics of the visitors, character-
istics of the wildlife setting conditions, the
nature of the interaction between the visitors
and the wildlife and the outcomes. The visitor
characteristics which are predicted to be impor-
tant based on the work of Kellert and research

Visitor-wildlife
experience

• Touching/handling the wildlife
• Perceived naturalness/authenticity
     of the encounter
• Surprise or novelty

Wildlife characteristics 

• Large • Colourful
• Rare/unique or new • Dangerous
• Dangerous • Human-like
• Presence of infants • Iconic

Visitor characteristics

• Culture
• Level of interest in wildlife viewing
• Previous experience
• Social group

Setting
conditions

• Variety of animals

• Large numbers of
     animals
• Natural setting
• Quality interpretation
• Knowledgeable staff
• Clear
     orientation/structure
     to manage sensory
     overload
• Pleasant physical
     setting
• Quality facilities

• Absence of crowds

Outcomes

• Mindful visitors
• Satisfied visitors 
• Conservation oriented
     visitors

• Perceived interaction with the wildlife

Fig. 4.1. A mindfulness model of wildlife-based tourist experiences.



into recreation specialization, are cultural back-
ground, level of interest in wildlife viewing, and
level of experience with wildlife viewing.
Although these factors are expected to be
related to satisfaction there is insufficient evi-
dence to make more detailed predictions.
Given the more substantial data available on
preferences for wildlife, it is easier to make
more detailed predictions in this area of the
model. Thus the model includes a list of char-
acteristics which should encourage greater visi-
tor attention and contribute to satisfaction. In
the same way the model lists a set of features
for the both the setting and the interaction
experience which should encourage mindful-
ness and through that, satisfaction.

The initial version of the model is based on
the results of published research and reviews of
relevant concepts and theoretical frameworks.
But the available published research is limited in
quantity and is particularly dominated by studies
of whale and bird watchers. These limitations
are apparent in the nature of the model outlined
in Fig. 4.1 which includes many variables with-
out specific predictions. This is a preliminary
framework which provides an initial selection of
factors which are expected to be related to sat-
isfaction based on either the mindfulness the-
ory, the previous research or both. In order to
develop this model and further explore tourist
satisfaction in this sector the author has been
involved in a three year research project jointly
funded by the Cooperative Research Centres
for Reef, Rainforest and Sustainable Tourism.
The research team has collected survey data
from more than 4000 visitors at more than 15
different locations around Australia. Table 4.2
summarizes the sites and experiences that have
been included in the project to date.

Collecting the tourist data

Two main methods have been used to collect
the data. In the first case research assistants
have conducted the surveys on-site, usually at
an exit point or on the return leg of a tour. A
systematic sampling frame is established based
on the number of tourists in the area or the tour
and used to select potential respondents.
Respondents who agree to participate are given
a self-completion survey form and asked to

return it to the research assistants before leav-
ing. This technique has resulted in an overall
average response rate of 84% (range from 63%
to 97%). In those settings where the flow of vis-
itors is small the tour operator or site staff have
been enlisted to hand out the surveys at the end
of the experiences to all visitors. Visitors who
agree to participate, complete the survey and
return it to the research team using the stamped
addressed envelopes provided. To date the sur-
veys have been conducted in English only.

The tourists who participated

The sample used for the analyses reported here
was 4147 and a demographic profile is given in
Table 4.3. As can be seen the sample is com-
posed of a range of visitors in terms of age,
gender, travel party, usual place of residence,
previous WBT experience and interest in view-
ing wildlife while on holidays. Two points about
the results in Table 4.3 are worth noting. First,
for the majority of respondents viewing wildlife
is a part of a larger holiday experience rather
than the primary motivation. Secondly, despite
this many visitors had participated in a variety of
WBT experiences in the previous 12 months. In
particular there were high levels of participation
in captive wildlife experiences and in visits to
places where wildlife might be seen.

The Results

Tourists’ satisfaction with the
wildlife-based services on offer

Overall there was a high level of satisfaction
with the WBT experiences available. Nearly
one-third of those surveyed (30%) gave their
wildlife experience a score of 10 out 10, with
85% giving it a score of 8 or higher on a scale
from 1 to 10 (the mean was 8.0, with a stan-
dard deviation of 2.0). These high scores were
reflected in high numbers of tourists who would
definitely recommend the experiences to others
(78%) and who intend to repeat the experience
(55% would definitely repeat and 27% would
repeat if they returned to the region). It is also
important to note the high correlations between
overall satisfaction and intention to recommend
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Table 4.2. The settings studied.

Setting Target species Interpretation Structure

Flinders Chase National Park, Fur seals Signs at major Minimal
Kangaroo Island, South Kangaroos viewing areas, 
Australia (n = 361) Koalas ranger led tours 
A relatively remote national park Magpie geese and commentary 

with several places where  Platypus by bus drivers
wildlife populations gather.
Sample included independent
visitors and those on a tour.

Rainforest Habitat, North Rainforest birds Signs and tours Pathways 
Queensland, Australia Kangaroos determined 
(n = 564) Koalas for visitors
A captive setting offering a series Crocodiles

of large walk through aviaries Butterflies
and outdoor naturalistic 
enclosures.

Northern Wet Tropics Rainforest, Numerous Signs at some sites Minimal
Australia (n = 487)
These visitors were surveyed at 

a major gateway to the region 
and asked about their 
experiences in the national  
parks and other rainforest   
sites in the region.

Day trips to the Great Barrier Fish Nature guides Substantial with 
Reef and Islands, Australia Coral provided by the itineraries 
(n = 742) Sea birds operators organizing the
Visitors were surveyed on a variety Other marine experience for 

of tour operations at  species visitors
two major ports.

Seaworld, Gold Coast, Australia Marine Signs, talks and Substantial
(n = 296) mammals shows
Theme park with a major  Polar bears

emphasis on marine wildlife.
Lady Elliott and Musgrave Seabirds Signs, talks and Moderate

Islands, Southern Great Barrier Turtles tours
Reef, Australia (n = 249) Coral
Surveys were conducted with Fish

visitors staying on the island Marine species
resort and those on day trips.

Atherton Tablelands, Australia Birds Some signs Minimal
(n = 176) Kangaroos provided at sites
Surveys were conducted through Rainforest 

accommodation providers in this species
tropical rainforest region. Many 
of the accommodation providers 
advertise opportunities to view 
wildlife, especially birds.

National parks in New South Kangaroos Some signs Minimal 
Wales and Victoria, Australia provided at some 
(n = 362) sites
Visitors were surveyed at a variety 

of places where kangaroos are 
often seen. The focus of this 
survey was on kangaroo viewing.
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(Spearman’s rho = 0.312) and repeat
(Spearman’s rho = 0.219) the experiences.
These correlations confirm the importance of
understanding the factors that contribute to
overall satisfaction for service managers.

Factors significantly related
to satisfaction with wildlife-based

tourism services

Several different types of analysis were con-
ducted to explore the relationships between
various factors and overall satisfaction with the
wildlife-based experience. Table 4.4 presents
the results of t-tests and one way analyses of
variance that indicated a significant relation-
ship with satisfaction where the p level was set
at 0.01. In addition to these mean difference
tests, a number of correlations were also com-
puted between variables measured with rating

scales and overall satisfaction. These analyses
are summarized in Table 4.5.

With regard to the visitors’ characteristics
the results indicated that level of interest in see-
ing wildlife and social group were significantly
related to overall satisfaction. The variable of
country of residence was also significantly
related to satisfaction lending some support to
the prediction that culture is also an important
factor. Although a viable alternative explanation
is that of language with the most satisfied
groups being those for whom English is the
main language. Previous experience with the
activity was not related to satisfaction. In terms
of the features associated with the visitor wildlife
experience, perceived interaction with the
wildlife, perceived naturalness of the encounter,
touching the wildlife and how surprising the
encounter was, were all significantly positively
related to overall satisfaction.

The results for the setting conditions sup-
ported the predictions of the model with

Table 4.2. Continued

Kangaroo Island, South Australia Sea lions Some signs Minimal
(n = 262) Seals and guided tours 
Visitors were surveyed on the ferry Kangaroos provided at 

as they left the island which is Koalas various locations
promoted as a wildlife destination. Whales
Most wildlife viewing Penguins
opportunities are unstructured. Echidna

Platypus
Magpie Geese
Cockatoos

Melbourne Zoo, Australia Numerous Substantial Substantial
(n = 322)

National Park Ranger led Penguins Pre-tour briefing Ranger led 
penguin viewing tours and ongoing and organized
Kingscote, Kangaroo Island commentary
(n = 137)
Tours involve rangers leading 

groups of visitors on an evening 
walk around the small coastal 
township where penguins nest.

Guided penguin viewing tours, Penguins Pre-tour briefing Ranger led and 
Granite Island, South Australia and ongoing organized
(n = 189) commentary
As above only the location is much 

closer to urban areas on the 
mainland.
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regard to the variety of animals seen, with
settings offering a few species associated with
higher score than settings offering a single
species. The results also indicated that set-
tings offering many species were associated
with lower satisfaction scores confirming the
importance of managing information over-

load. In the same vein settings offering some
degree of structure were more positively rated
than those with less or no structure. A clear
relationship was also established between the
provision of quality information or interpreta-
tion and overall satisfaction. Further it was
found that captive settings were associated

Table 4.3. Demographic profile of the sample (n = 4147).

Demographic characteristic Sample %

Age
<21 years 5
21–30 years 22
31–40 years 24
41–50 years 19
51–60 years 16
>60 years 14

Gender
Female 43
Male 57

Travel party
Alone 6
Spouse/partner only 33
Family group 31
Friends 15
Other 15
Travelling with childrena 27
Travelling as part of a tour groupa 19

Usual place of residence
Australia 57
UK/Ireland 13
USA/Canada 12
Other Europe 10
Asia 4
New Zealand 3
Other 1

Previous WBT experience
Number of visits in the last 12 months (0) (1–5) (>5)

● Zoos/wildlife parks 20 74 6
● Commercial wildlife tours 61 37 2
● Places where wildlife are often seen 21 61 18
● Places specifically to see wildlife 37 55 8

Interest in viewing wildlife while on holidays
The opportunity to see wildlife is one of the most 

important factors in my travel decisions 20
The opportunity to see wildlife is included in my 

travel decisions 49
Viewing wildlife is not part of my travel decisions 

but I enjoy seeing wildlife while doing other things 30
Not interested in seeing wildlife/I avoid wildlife 

on holidays 1

aAdditional questions.
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with higher satisfaction scores than settings
where the wildlife were seen in their natural
environment. It is important to note that cap-
tive settings provide much more interpreta-
tion and structure than non-captive settings

and offered more variety of wildlife. This
would seem to indicate that these setting con-
ditions (structure, interpretation and variety)
are more important than the natural environ-
ment alone.

Table 4.4. Factors significantly related to satisfaction with WBT.

Mean satisfaction Probability 
Feature scores (std dev.) t or F value (p)

Setting characteristics
Captive versus 8.7 (1.4) t = 7.92 <0.001
Non-captive 8.0 (2.1)
Focus on

Single species 8.1 (1.8) F = 14.62 <0.001
A few species 8.3 (1.7)
Many species 7.9 (2.2)

How many animals were seen?
1 or 2 7.7 F = 3.92 <0.01
3–5 8.0
6–10 8.1
11–20 7.9
Lots/many/more than 20 8.2

Independent visits 7.9 (2.1) t = −6.75 <0.001
Structured visits 8.5 (1.7)

Visitor characteristics
Country of residence

Australia 8.2 (1.9)
New Zealand 8.3 (1.8)
Asia 7.6 (2.3) F = 5.78 <0.001
USA/Canada 8.0 (2.1)
UK/Ireland 7.9 (2.1)
Other Europe 7.7 (2.2)
Other 7.6 (2.2)
Travel party type
Alone 7.8 (2.2) F = 8.14 <0.001
Spouse/partner only 8.0 (2.1)
Family group (includes children) 8.4 (1.8)
Friends 7.6 (2.2)
Family and friends 8.3 (1.9)
Other 8.1 (1.9)

Male 7.9 (1.9) t = −3.00 <0.01
Female 8.2 (2.0)
The opportunity to see wildlife is

One of the most important factors 8.2 (2.1) F = 8.52 <0.001
in holiday choice 8.1 (1.9)

A factor in holiday choice 7.8 (2.1)
Not a factor in holiday choice but nice 

to see
Encounter characteristics

Animal was unaware of visitors 8.0 (2.0) F = 4.59 <0.01
Animal was aware but did not respond 8.1 (1.8)
Animal seemed to respond or interact 8.4 (1.9)
Touched the wildlife 8.4 (1.7) t = −4.32 <0.001
Did not touch 8.0 (2.0)
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While a significant relationship was found
between the number of animals seen and satis-
faction, it was not a simple linear relationship.
Highest levels of satisfaction were reported
by those who saw lots of/or many animals and
those who saw three to ten animals. No signifi-
cant relationship was found between satisfaction
with wildlife experiences and how close visitors
were able to get to the wildlife. These two
results were initially surprising given the high
correlations between overall satisfaction and
satisfaction with these two factors. Further
investigation of the relationships between these
variables confirmed that there were positive
and statistically significant relationships between
how close visitors reported being able to get to
the wildlife and their satisfaction with this dis-
tance (r = 0.157), and the number of animals
the visitors report seeing and how satisfied
they were with this setting condition (r = 0.113).
In those settings where it was possible to see a
variety of species the respondents were also
asked what animals they expected or hoped to
see. Fifteen per cent of the sample at these
places could not list any animals they might
see and only 17% could list more than two ani-
mals. The majority of visitors appeared to have
only limited knowledge of the potential wildlife
viewing possibilities. Given that visitors had
only limited expectations about what they are
going to see it seems that expectations for
numbers and distance are established by the
tour or attraction staff at the start of the expe-

rience. Clearly it is important that staff give
accurate and realistic information about what
is likely to happen early in the experience.

Satisfaction with the quality of the facilities
and the state of the natural environment was
also positively associated with overall satisfac-
tion. The questionnaire included a question
asking the respondents to list the number of
other people present at their wildlife encoun-
ters. This question was included as a measure
of the influence of crowding on overall satisfac-
tion. No significant relationship was found
between the number of other people reported
and overall satisfaction. It is important to note,
however, that 56% of the sample reported
being with less than ten other people and a fur-
ther 20% reported being with between 11 and
25 people. Thus the present range of sites did
not allow for a complete test of this variable.

Most memorable wildlife seen

At those sites with the possibility of viewing
more than one wildlife species respondents were
asked to list the animals they saw and to identify
the most memorable. They were then asked to
give a description of this animal. Table 4.6 lists
the most commonly mentioned wildlife at each
of the relevant sites. The following were the ten
most commonly given descriptions of the most
memorable wildlife encountered:

Table 4.5. Factors correlated with satisfaction.

Pearson correlation with overall satisfaction 
Factorsa (p < 0.001 for all results)

How much the visitor learnt about the wildlife 0.58
How exciting the encounter was 0.33
How natural the encounter was 0.25
How unexpected the encounter was 0.14
Satisfaction with the variety of wildlife 0.51
Satisfaction with the number of wildlife seen 0.56
Satisfaction with the quality of facilities 0.30
Satisfaction with information on wildlife 0.27
Satisfaction with how close able to get 0.48
Satisfaction with quality of natural environment 0.32

aThe first five factors were measured on a scale from 0 (not at all/none) to 10 (very/many). Other factors were
measured on a scale from 1 (not at all) to 5 (very) and these ratings were not collected at all sites.
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● beautiful (27% of the respondents);
● big (26%);
● cute (22%);
● sleek, fast or graceful movement (21%);
● unique/rare/unusual (18%);
● colourful (15%);
● interesting (13%);
● intelligent (11%);
● dangerous (10.5%);
● small (8%).

The results confirm the principles set out by
Woods (2000) and as predicted by the mind-
fulness model.

The relative importance of features of
wildlife-based tourism services

The previous sections have confirmed that
many of the factors set out in the mindfulness
model were significantly related to overall sat-
isfaction with the WBT experience. While this
information is in itself of value to managers it
is also important to assess the relative contri-
bution of each of these factors to overall satis-
faction. In order to investigate these a number

of multiple regression analyses were conducted.
Multiple regression is a technique that provides
information on the relative contribution of dif-
ferent variables to a single target or dependent
variable. As with all statistical techniques mul-
tiple regression has some limitations. The first
of relevance to the present discussion is that
categorical variables such as the characteristics
of the wildlife cannot be included in the analy-
ses. Further, only predictor variables that are
not highly correlated with each other can be
included. In the present case there were high
correlations between the ratings of satisfaction
with the various setting conditions and so
a series of analyses were conducted with dif-
ferent sets of these factors. The summary of
the results of these analyses is contained in
Table 4.7.

These results show us that two consistently
important factors from those analysed were the
amount visitors believed they had learnt about
the wildlife and the presence of teenage
children in the travel group. The number of
wildlife seen was also a significant variable in
two of the analyses. Finally the results indi-
cated that the best predictors of overall satis-
faction were satisfaction with how close the

Table 4.6. Most memorable wildlife encountered.

Site Most memorable wildlife Respondents at the site % 

Wet Tropics Region Kangaroo 12
Spider 11
Crocodile 10

Melbourne Zoo Elephants 14
Seals 13
Gorilla 8

Great Barrier Reef day trips Large fish 20
Turtles 12
Coral 11

Seaworld Dolphins 47
Polar bears 37
Seals 9

Lady Elliott and Musgrave Islands Turtle 44
Fish 14
Manta rays 10

Atherton Tablelands Birds 12
Frogs 9
Snakes 7

Kangaroo Island Sea lions 26
Seals 21
Kangaroos 19
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visitors were able to get to the wildlife, satis-
faction with the variety of wildlife seen and
satisfaction with the number of wildlife seen. It
should be remembered, however, that these
were all highly correlated with each other.

Conclusions

Implications for service management

First, the results of surveys conducted with more
than 4000 tourists at 12 different Australian
WBT sites confirmed the importance of overall
satisfaction for customer loyalty with significant
positive correlations between overall satisfac-
tion and intention to recommend and repeat
the experience. High overall satisfaction was
also found to be associated with high ratings of
satisfaction with various features of the experi-
ence including satisfaction with the number and
variety of wildlife seen and how close visitors
were able to get to the wildlife. These variables
were also highly correlated with each other.
This phenomenon has been noted in previous

research (Yuksel and Yuksel, 2001). It was also
found that stronger relationships existed
between overall satisfaction and satisfaction
with the number of wildlife seen and how close
the visitors were able to get than between over-
all satisfaction and how close the visitors
reported getting and how many animals they
reported seeing. As the visitors expressed very
limited expectations for these variables it seems
that expectations for these variables are set in
the early stages of the actual experience. The
lesson here for service management is clear –
visitors need to be given accurate and realistic
expectations early in their experience.

The need for good quality information in
WBT experiences is also reinforced by the con-
sistent finding that the amount that visitors
believed they had learnt about the wildlife was
a major contributor to overall satisfaction.
Quality interpretation is clearly a critical service
component for this type of tourist activity. The
provision of interpretation for visitors with lim-
ited English language skills is also an area that
many WBT tours and attractions could develop
to improve service and experience quality.

Table 4.7. Results of multiple regression analyses for satisfaction with wildlife experiences.

Overall results Significant factors T p

R 2 = 0.465 Satisfaction with variety of animals seen 12.0 0.0001
F = 84.2 How much was learnt about the wildlife 6.8 0.0001
P < 0.001 Satisfaction with quality of environment 3.0 0.01

Number of teens in the travel party 2.6 0.01
Reported number of wildlife seen 2.2 0.05

R 2 = 0.538 Satisfaction with number of animals seen 10.3 0.0001
F = 56.6 How much was learnt about the wildlife 7.0 0.0001
P < 0.001 Number of teens in the travel party 3.2 0.01

Whether or not touched the wildlife 2.9 0.01
Satisfaction with quality of visitor facilities 2.9 0.01
Reported number of wildlife seen 2.4 0.05

R 2 = 0.426 Satisfaction with how close able to get to wildlife 13.8 0.0001
F = 120.5 How much was learnt about the wildlife 9.3 0.0001
P < 0.001 Number of teens in the travel party 2.4 0.05

Other variables How far visitors travelled to get there
included in the Perceived interaction with wildlife
analyses that Previous experience with site
were not included How close visitors reported getting to the wildlife
in the final How often the wildlife had been seen before
equations How natural the encounter was

The number of children under 12 years in the 
travel party



There has generally been a belief in the lit-
erature in this area that visitors would prefer to
see wildlife in their natural environment or non-
captive settings (Moscardo et al., 2001). The
research reported here, however, suggests that
higher satisfaction was likely in captive settings.
Captive settings provided several features also
predicted by the mindfulness approach to be
important for visitor satisfaction including inter-
pretation, the ability to view a range of different
species and some degree of structure which
helps visitors deal with sensory overload.
Managers of non-captive settings need to think
about the way in which visits and/or tours are
structured and organized. The provision of good
quality interpretation including information
on how to structure a visit may be especially
important in non-captive settings.

The survey data revealed several character-
istics that were related to visitors’ perceptions of
wildlife species as memorable. These included
both characteristics of the wildlife themselves
such as movement, size and colour, as well as
several features that were more human percep-
tions such as the animal being intelligent, unique
and interesting. Interpretation that stresses these
characteristics where appropriate may be useful in
enhancing visitors’ experiences.

Finally, the quality of the facilities and set-
tings provided for visitors were significantly
related to overall satisfaction. Although these
features were not as important as some of
those already mentioned, they should not be
ignored. Much of the management literature
related to WBT has focused on the wildlife and
the present results show that there are signifi-
cant and substantial contributions also made to
overall satisfaction by service conditions.

The mindfulness model revisited

These results represent a first attempt to
explore the complex set of relationships that
operate in this particular type of tourism. The
data includes many more open-ended questions
including best features of the experience and
suggested improvements that have yet to be
analysed. This initial attempt does, however,
provide support for further development of the
model. Major goals of the research programme

are to conduct further analyses on this survey
data-set and to enhance this data with a broader
and more international selection of sites. Two
further goals include exploring the link between
satisfaction and conservation attitudes and to
determine what elements contribute to effective
or quality wildlife interpretation.

Some implications for the design
and management of wildlife-based

tourism experiences

Three core principles can be derived from the
mindfulness concept and model. The first of
these is variety. It is important that WBT man-
agers do not rely solely on the passive viewing
of wildlife, but offer a range of different styles
of activity to support and enhance the wildlife
viewing experience. Several zoos in the USA
have begun to design ‘immersion’ experiences
which include:

● well-designed naturalistic enclosures with
hidden barriers;

● an array of static and interactive educational
displays within the exhibit areas;

● self-guided and guided trails through the
exhibit areas;

● models and artefacts such as skins to touch;
● audio-visual displays.

In such settings visitors can do more than
simply view the wildlife. Another similar
example can be found on a wildlife viewing
day tour offered in Alaska which included arte-
facts such as skins and casts of prints and
skulls for visitors to feel and smell and invited
visitors to assist the guides in a number of
activities related to recording wildlife sightings,
preparing binoculars and handing out educa-
tional information. Another way to design
variety into WBT experiences is to include
more than one species in the programme,
although including too many species can create
overload.

In these examples of variety a number of
the activities included in the programme pro-
vide opportunities for guests to participate in a
range of activities rather than simply view
the wildlife. Participation is the second core
mindfulness principle. Participation not only
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encourages guests to get physically and men-
tally active, it also gives guests some sense of
control over what is happening. Control is the
third principle for encouraging mindfulness.
Another way to enhance participation and con-
trol is to help guests develop their wildlife spot-
ting skills with briefings and introductory
sessions.

In those settings where many species are
likely to be seen, control can also be enhanced
by giving assistance to guests to make choices so
that they are not overwhelmed by the options
available. Options for providing this type of
guest service include developing brochures or
maps with suggested itineraries or routes and

providing themed self-guided or guided tours
that select a subgroup of species related to the
theme. Such options could also have the benefit
of encouraging repeat visitation over time.
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5 Management of Tourism: Conformation
to Whose Standards?

Noel Scott
University of Queensland, Australia

Introduction

This chapter provides a case study of the
development of ‘Schoolies Week’ on the Gold
Coast. The case study traces the development
of Schoolies Week from its origins in the early
1970s through to the most recent attempts to
better manage it, thus investigating issues of
innovation and responsible management.
Within this setting, the issue of who owns
Schoolies Week and whose values should be
used in better management is discussed.

The management of quality tourism pre-
supposes agreement about which standards
constitute quality. Many managers appear to
follow a simple definition of quality as confor-
mance to pre-specified standards (Lewis
and Booms, 1983) where the standards might
be derived from customers’ expectations
(Zeithaml and Bitner, 1996, p. 117). However,
this is more problematic in tourism than in
other industrial activities. Tourism is a partially
industrialized activity (Leiper, 1990) and
involves a number of ‘common ownership’
goods. These may be aspects of the destina-
tion environment that are attractions to visitors
(e.g. National Parks, unique landforms), or
derived from the social or cultural heritage of
the destination. They may also be associations
with the destination that have a special mean-
ing for the visitors. Consequently, several
groups have stakes in the way tourism oper-

ates and hence in the quality of the tourism
experience.

In the case examined here, it has become a
custom for school-leavers completing their final
year of high school to visit the Gold Coast in
Australia and celebrate for a week in a festival
atmosphere known as Schoolies Week. This fes-
tival exists on the Gold Coast, in part due to the
ability of previous generations of Queenslanders
to engage in deviant sexually related behaviour.
The Gold Coast is familiar with controversy,
beginning with ‘pyjama parties’ in the 1950s,
the wearing of bikinis on Gold Coast beaches in
the 1950s and 1960s and later topless bathing.
These are all related to issues of sexual licence,
riotous behaviour and deviancy and Schoolies
Week is no different.

The Schoolies festival affects Schoolies
themselves, residents, other tourists (both actual
and potential) and the different groups of
tourism operators and businesses and it is there-
fore not surprising that Schoolies Week has
become a contentious issue. Each year it is
associated with numerous reports of crimes by
and against Schoolies and sometimes deaths.
Also the activities of Schoolies including drunk
and disorderly behaviour have affected the
image of the Gold Coast as a family destination.
Since 1995, the Gold Coast City Council
(GCCC) and more recently the Queensland
State Government has provided entertainment
activities and support for Schoolies in order to
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better manage Schoolies Week. However, there
is a need to balance these interventions against
the ‘common ownership’ reasons for existence
of Schoolies Week. This chapter then examines
the history and development of Schoolies
Week, analysing the reasons for its success and
motivations of Schoolies in attending it.

The Schoolies Week festival developed
spontaneously and organically and is one of
the few ‘rites of passage’ remaining for
Australian teenagers. In some ways this
explains the success of the festival. However,
the celebrations of young people are noisy and
sometimes riotous. In fact the Gold Coast as a
tourist destination has traded on the image of
youth, sex and partying since the 1950s. Thus
specification of goals for quality management
of Schoolies Week is less consensual than
might otherwise be thought. There are con-
flicts of values between stakeholders that are
not well addressed by standard business quality
management theory.

The following material is drawn from the
author’s doctoral research and involves in-
depth qualitative interviews with stakeholders
connected with the historical and current
development of Schoolies Week. A triangula-
tion approach was used to collect data. An
interview protocol was developed as the basis
for discussion with respondents. Respondents
were chosen initially from industry experts but
thereafter a snowball sampling procedure was
used. Additionally, respondents were self-
chosen through response to publicity about
the research study. Data was also drawn from
archival records such as newspapers, govern-
ment reports and the writings of other aca-
demics. Where respondents to the research
are quoted, they are identified by a code for
confidentiality purposes.

Schoolies Week History

Schoolies Week is a major annual tourism
phenomenon in Australia involving students
who have completed Year 12, the final year
at high school. Similar activity has been iden-
tified in the USA where it is called ‘graduation
week’ (USA Student Travel, 2002). In
Australia, a number of studies have examined
Schoolies Week primarily from a risk man-

agement perspective aimed at behaviour of
young people which might endanger them-
selves or others during Schoolies Week
(Gillespie et al., 1991; Ballard et al., 1998;
Winchester et al., 1999; Jansen, 2000, unpub-
lished thesis). A number of studies have also
examined Schoolies Week from an economic
perspective and as a tourism product (Faulkner,
1999; Raybould and Scott, 2001).

Schoolies Week activity is found in several
places around Australia. It has been noted in
Western Australia where it is associated with
problem behaviour (Curd, 1997). In Queens-
land, there are five government recognized
Schoolies Week locations (Gold Coast,
Stradbroke Island, Sunshine Coast, Airlie
Beach, Whitsundays and Magnetic Island,
Townsville). All popular Schoolies Week desti-
nations are seaside destinations.

Schoolies Week has been discussed as a
‘rite of passage’ associated with identity for-
mation and transition between youth and
adulthood (Wyn and White, 1997).

The rite of passage of ‘Schoolies’ week
occurs over several weeks in
November–December, the summer holiday
period which immediately follows the
Australian school-leaving examination, the
Higher School Certificate. School students,
predominantly from New South Wales and
Queensland, but also from Victoria, converge
on the Gold Coast. 

(Winchester, et al., 1999, p. 59)

While it may be argued that a ‘rite of passage’
associated with transition to adulthood is a
characteristic of many human societies, there
are a number of factors that have changed the
nature of this experience and increased the
number of teenagers undertaking it (Gillespie
et al., 1991; Irwin, 1995; Bartsch, 2002; Bell
and Crilley, 2002). At one time the rites of
passage of young adults in Australia took the
form of debutante balls.

So yes you still have your debutante balls in
the country. They are not as prolific as they
used to be when the girls were presented to
the Mayor or to the Bishop. That’s why they
were called coming out balls because this is a
person now. As a young woman who was
able to be married I suppose is the main part.
I tell you if you go back further its a
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recognition that this person has finished their
schooling and is looking for suitors to get
married. (Respondent 1)

However, the debutante ball was overtaken
by a number of social and economic changes
in the 1960s and 1970s. These changes
have been associated with the ‘baby boom’
after the Second World War, a term describ-
ing an increase in fertility rate in countries
such as Australia, the USA and Canada dur-
ing the period 1946–1962 (Light, 1988;
Moses, 1999; Anisef and Axelrod, 2001).
This baby boom resulted in a demographic
peak in the population profiles of the devel-
oped world, with far-reaching implications
for many of the social services offered by
these Governments. This ‘baby boom’ gener-
ation entered secondary school between
1960 and 1976 and offered the potential to
increase the numbers of high school-leavers.
Additionally, the changes may be associated
with the introduction of the contraceptive pill
into the Western world.

At the same time there was an increasing
emphasis on higher education by governments
in Australia. Due to rapid technological and sci-
entific advancement after 1945, there was a
demand for increased numbers of workers with
special skills along with a greater percentage
of the population in clerical, administrative and
professional positions (Logan and Clarke,
1984). This is reflected in the growth of stu-
dent numbers in Year 12 in Queensland.

The school-leavers of the 1970s entered a
social climate far more liberal and permissive
than that of their parents. The ‘swinging six-
ties’ and the later protest movements against
Vietnam in the late 1960s and early 1970s
(Baker, 1992) are indicative of a changing
society. Other indicative trends in Australian
society were the first women’s liberation
organization formed in Sydney and Adelaide
in 1969, the publication of Portnoy’s
Complaint in 1970 despite censorship laws,
and also in 1970 an organization called
‘Campaign against Moral Persecution’
(CAMP), was founded to promote homosexual
law reform. These changes in permissiveness
were symbolized by the increase in display of
long hair among teenage males.

These social changes were further com-
pounded by two other events in the early
1970s. First, the age of majority in Australia
was reduced from 21 to 18 in 1973, and sec-
ondly, free tertiary education was introduced in
1974 as a policy initiative of the Whitlam
Federal Labour Government. One conse-
quence of the first was to reduce the drinking
age from 21 to 18 years and the effect of the
second was to increase the affordability of uni-
versity education. Taken together, these events
are considered to have led to a large and
increasing pool of Year 12 students not imme-
diately occupied in seeking work after com-
pleting Year 12 and who were more likely to
experiment with previously ‘forbidden’ activi-
ties. Additionally, these Year 12 students com-
pleted school in a social environment where
the thrill of the debutante ball had faded.

However, these changes do not explain
why Schoolies Week became associated with
the Gold Coast in particular. This is discussed
in the next section.

Schoolies Week on the Gold Coast

There were a number of factors that predis-
posed the Gold Coast to be the primary loca-
tion of Schoolies Week. The Gold Coast in
the 1960s was already an important holiday
destination for Queenslanders and increas-
ingly for the interstate market. Part of its
attraction was the association of the Gold
Coast with sexual freedom. The Gold Coast
has a history of association with marginal sex-
ual behaviour. One early entrepreneur, Bernie
Elsey, built the Beachcomber hotel in 1956.
At the Beachcomber, he introduced ‘pyjama
parties’ as an activity for his guests and they
became very popular. These dances ran for
around 12 months until a woman wrote to a
Brisbane newspaper complaining that it was
immoral for teenagers to dance in pyjamas at
a holiday hotel (Elliott, 1980, p. 99).
However, by this time, the Gold Coast had
developed a reputation. The Gold Coast also
hit the headlines in the 1950s when fashion
designer Paula Stafford popularized the bikini
on Surfers Paradise beaches and again asso-



ciated the Gold Coast with an image of liberal
sexuality.

For young people, the Gold Coast in the
1970s had an additional attraction. It was
strongly associated with beach culture (Lencek
and Bosker, 1998). The beach was popular-
ized as the ‘centre of the world’ for teenagers
in the popular literature.

It was the only thing that mattered to
Gabrielle Carey and Kathy Lette’s 1970 surfie
chicks in Puberty Blues: ‘Rain, snow, hail, a
two-hour wait at the bus stop, or being
grounded, nothing could keep us from the
surf. Us little surfie chicks, we flooded onto
the beach. We flooded onto the beach.’ 

(Drew, 1994, p. 106)

Surfing and surfing music were associated with
a revolution in teenage habits and activities.

A local surfing culture developed on the Gold
Coast based on a mix of rock n’ roll music
from the United States, beach parties and
teenage revolt. ‘Gidget goes Hawaiian’ in
1959 and Patricia Thompson as ‘Little Pattie’
pioneered a new outdoors model for the
popular girl stereotype. Both showed how the
young in Australia could get it together and
have fun. Surfing and surfing music caused a
revolution in teenage habits. 

(Drew, 1994, p. 113)

This again highlights that the growth of ‘coun-
tercultural’ values, of ‘doing your own thing’,
anti-authoritarianism, spontaneity, rejection
of discipline and the values of the older gen-
eration, challenged the existing order in the
1960s and 1970s (Huntsman, 2001, p. 98).
Clearly then, the Gold Coast tourism sector
has for many years had multiple stakeholders
with divergent standards and contradictory
goals.

The reduction in the age of majority from
21 to 18 and subsequent reduction of the
legal drinking age had an impact of the Gold
Coast youth market as well. Up to the 1960s,
the Gold Coast had later hotel drinking hours
(till 10 p.m.) than other areas such as New
South Wales, adding to the attraction of the
Gold Coast (McRobbie, 2000, p. 123). The
reduction in drinking age meant that drinking
venues were able to access a larger youth mar-

ket. Drinking at the Broadbeach Hotel Beer
Garden and Public Bar became popular with
17–18-year-old youths especially since at the
time liquor licensing laws were not well
enforced. Alexander McRobbie, a historian
and journalist of long standing confirmed on
the Gold Coast: ‘“Schoolies” started around
the Broadbeach Hotel which had offered stu-
dent packages and was in financial problems
in late 1974’ (20 November 2001, personal
communication).

The Party

In the early 1970s, the Gold Coast was a major
venue for youth activities related to the beach
and drinking. The primary origin of these
youths was Brisbane and surrounding areas
with some interstate holidaymakers as well.
This was facilitated by the availability of family
‘weekenders’ on the Gold Coast owned by
Brisbane residents who tended to have above
average income. Because of this, after comple-
tion of Year 12 many students in the 1970s
holidayed on the Gold Coast. Thus during this
period, the Gold Coast developed as a place
for youths to holiday but this appears to have
been a spontaneous and unorganized activity.

However, a number of people interviewed
in this research claim to have been involved
in the creation of Schoolies Week as a mass
event. KK, a solicitor and writer, who lives on
the Gold Coast asserts that a series of beach
parties in and around houses in Broadbeach
during the period from December 1974 to
January 1975 led to the first Schoolies party.
This involved a group of school students from
private schools in Brisbane who had com-
pleted Year 12 in 1974 and were holidaying at
a friend’s ‘weekender’. KK also provided the
names of two other people who also attended
these parties: JN (a Brisbane-based biologist)
and DC (a Brisbane-based solicitor and law
firm partner). I also spoke independently to a
woman on the Sunshine Coast who provided
support for the information provided by KK,
JN and DC.

In 1974, KK had attended a number of
private schools in south-east Queensland and
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had an extended network of friends and
acquaintances. This group of friends all fin-
ished secondary school in 1974. In November
and December 1974, KK, JN and DC and a
group of others who had a common interest in
surfing were staying in a house on the beach
at Broadbeach in Hedges Avenue owned by
JN’s mother. Broadbeach is located about
4 km south of Surfers Paradise on the Gold
Coast. Mrs N is described as ‘ahead of her
time’ and a ‘liberal woman’. She allowed the
group of Year 12 students to use her house on
the Gold Coast with little or no adult supervi-
sion, which was quite unusual for the times.

A number of parties were held over the
1974/75 Christmas break, and in the two sub-
sequent years, the parties again took place
regularly right through the year. During this
time other Year 12 students still at school
found out about these parties and began to
attend. This may be interpreted as the process
of diffusion of an innovation occurring
(Rogers, 1983). Diffusion of an innovation
occurs within a social system through commu-
nication between members. As might be
expected, the idea of a great party at the
beach was tremendously exciting and the news
spread quickly across a group of high school
students who knew each other through sports,
parties and other social interaction.

Soon students were renting houses in the
area in order to join in what became a larger
celebration. Over that time numerous students
from other private schools became involved.
KK attended similar celebrations between
1975 and 1979 after which he did not feel
himself part of the ‘scene’ anymore. However,
by 1979 the tradition of Year 12 students
drinking and celebrating over the Christmas
period was well established.

The tradition of attending became com-
monly known amongst people leaving Brisbane
schools and interviews conducted with school-
leavers from 1982 and 1984 support this (S1
and S2). Christian outreach groups such as
‘Rosies’ became involved in the mid-1980s as a
result of the growing reputation of Schoolies
Week. Rosies was formed when one priest was
told of the emergent festival by parents.

When Father PC was ordained in
Melbourne, he came up to Queensland

(in the mid-80s) and was teaching at Iona
College. Parents used to come to him and
say we don’t want our kids going down to
‘Schoolies’ because of the reputation that it
had at this time. (R1)

As a result, there appears evidence to indicate
that a series of parties among teenagers during
1974–1979 was a trigger for the evolution of
Schoolies Week. The early Schoolies Week was
not an organized and commercial event. Instead
it was a spontaneous group activity over
an extended period that developed through a
process of communication and diffusion into a
cultural event, part of the structure of the youth
‘rite of passage’.

Commercialization of Schoolies Week
on the Gold Coast

The growth of student numbers attending this
unorganized Schoolies Week continued in the
1980s and by 1989 students in Sydney were
travelling to the Gold Coast. At that time the
founder of Sports Break Travel was a tourism
operator who sold holidays to the sports mar-
ket, specifically ‘End of Season Footy Trip’
package holidays to Australian Rules football
teams in Sydney. In 1989, his dentist asked him
during a ‘check-up’ if he could arrange a holiday
for his teenage son. This was because by this
time, accommodation providers on the Gold
Coast were actively avoiding providing accom-
modation to ‘Schoolies’. Accommodation oper-
ators considered Schoolies poor tenants
because they often ‘wrecked’ their rooms, were
noisy and would invite others into their rooms
to sleep. However, because his company Sports
Break Travel had access to a bank of accom-
modation previously providing accommodation
for ‘rowdy’ groups of footballers, he was able to
provide accommodation for Schoolies (O1).

Schoolies proved to be a growth market
for Sports Break Travel and a separate com-
pany was started, Break free Holidays, focused
on the Schoolies market. This company has
proved successful and the sales of Schoolies
Week accommodation and later, packages
including entertainment, increased as shown in
Fig. 5.1. Over the 1980s Schoolies became
focused on Surfers Paradise since most of the
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commercial accommodation was there. For
the same reason most of the accommodation
offered by Breakfree Holidays was located in
Surfers Paradise.

After 1991, Breakfree Holidays began to
advertise in New South Wales and Victoria.
However, interstate sales increased slowly. In
1995, Schoolies Week received significant
negative publicity due to a civil disturbance in
Cavil Mall purportedly caused by drunken
‘Schoolies’. Following this, the GCCC became
much more active in the planning and man-
agement of Schoolies Week. In 1996, the
GCCC provided entertainment for Schoolies
Week and in 1997 a GCCC Schoolies Week
officer was appointed. Thereafter, Schoolies
Week was increasingly organized, an official
media spokesman provided by the GCCC and
numerous innovations introduced to reduce
harmful behaviour by ‘Schoolies’. In 2001, a
competitor to Breakfree, Teenbreak, began
selling Schoolies Week packages.

The Schoolies Week festival has become a
focus for State Education, Health and Police
Departments who provide educational material
about Schoolies Week in schools across
Queensland. One particular problem associ-

ated with Schoolies Week is predatory sexual
behaviour by older males. In 2001, Schoolies
Week was estimated to be worth AUS$12.5
million in direct expenditure in a study con-
ducted as part of this thesis (Raybould and
Scott, 2001, 2003).

A Government Review

The Schoolies Week festival was characterized
by a number of incidents including some vio-
lence. In the major Queensland daily newspa-
per, Schoolies Week was described as ‘an orgy
of violence and stupidity’ (Courier Mail, 6
January 2003). Many commentators indicated
that most of these incidents appear to have
been perpetrated by a number of older non-
school-leavers. After the 2002 festival, the
Queensland Government undertook to review
Schoolies on the Gold Coast. This review
involved public consultation in February 2003
and evoked considerable public comment and
divergent opinion. Interestingly, there was little
involvement of school-leavers in these discus-
sions.
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Discussion

The history of Schoolies on the Gold Coast
raises a number of issues related to the topic of
this book. The recent history of the festival
indicates that Schoolies Week has developed
as a commercial festival and thus should be
subject to better management. However, the
emergent purpose of Schoolies Week was as a
celebration and this has traditionally involved
drinking and some deviant behaviour. Indeed,
the festival developed on the Gold Coast in a
fashion similar to other examples of then
deviant behaviour found on the Gold Coast
over the last 50 years. The management of the
festival to quality standards imposed by a local
council or the State Government challenges
this ‘reason for existence’. The festival is a ‘rite
of passage’ and celebration of independence
and adulthood. It exists because trends in wider
society have changed the nature of this transi-
tion and eliminated some prior alternatives.

For policymakers the difficulties of
Schoolies Week relate to enforcement of stan-
dards. The issue of management of the festi-
val arose from problems of crime and
violence. In closed venues such as stadia and
concert halls there is some control of partici-
pants. However, in Schoolies Week, the activ-
ities take place in common areas such as the
city mall or on the beach. Here, visitors who
are not Schoolies have right of access.
Additionally, much of the alcohol consump-
tion and unruly behaviour by Schoolies occurs
in apartment rooms or in hotels.

For tourism operators on the Gold Coast,
Schoolies Week occurs in a traditional low
occupancy period and so is useful economi-
cally. However, there is also some evidence
that the activities of Schoolies Week are
impinging on the wider image of the Gold
Coast as a family holiday destination. Also
there is considerable variation in the benefit

derived from Schoolies Week by different
types of operators. Tour operators and more
expensive restaurants derive little income
from Schoolies while apartments and hotel
operators are able to charge higher prices to
a captive market.

For the community of the Gold Coast,
Schoolies is a festival attended by local school-
leavers as well as by visitors from other parts
of Queensland and interstate. The local com-
munity has responded to the growth of
Schoolies through both local government and
volunteer programmes. The Gold Coast City
Council provides a programme of activities for
Schoolies and also organizes several hundred
volunteers to provide support and help to dis-
tressed Schoolies.

So how does a tourist destination manage
such issues? Clearly there are social values and
commercial interests involved as well as issues
of crime and police enforcement. This chapter
highlights these issues in order to focus atten-
tion on the nature of destination management
and development of tourism quality standards
that appear to differ from the more distinct
and clear-cut issues faced by most commercial
hospitality or tourism enterprises. Quality
management requires careful specification of
and conformation to standards but the issue is
whose standards?

Schoolies Week is an interesting case and
would benefit from longitudinal research to
examine the impact of any new government
policy introduced. More generally, it raises the
issue of development of quality standards for
destinations. In this chapter, issues related to the
experience of one type of visitor have been
discussed. The Gold Coast is one of Australia’s
largest holiday destinations and receives many
other types of visitors, both domestic and inter-
national. Developing quality standards for such
heterogeneous travellers is a topic requiring
further research.
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Explaining Destination Management
Systems

Destinations emerge as amalgams of prod-
ucts, facilities and services that satisfy the
need for travelling and generate the motiva-
tion to visit. Destinations, therefore, comprise
the ‘total tourism product’ or the ‘total travel
experience’. Managing destinations is a really
difficult task that requires bringing all local
actors and stakeholders together. Planning,
management, marketing and coordination of
destinations are being undertaken by either
the public sector (at national, regional or local
level) or partnerships between stakeholders of
the local tourism industry. They undertake
mass media advertising; provide advisory serv-
ices for consumers and the travel trade; pro-
duce and distribute brochures, leaflets and
guides both at destinations and at the places
of origin of the tourists; and finally they have
the strategic responsibility of the entire desti-
nation (Mill and Morrison, 1985; Cooper,
et al., 1998).

Information communication technologies
(ICTs) gradually penetrate the entire range of
strategic and operational management of the
tourism industry and destinations are not an
exemption (Buhalis, 2003). In the last 10 years
destination management organizations (DMOs)
have gradually been realizing the potential
opportunities emerging through ICTs and use

technology in order to improve their function
and performance as well as for communicating
their marketing message globally (Buhalis,
1997). Both technological enablers and
demand drivers propel the development and
realization of destination management systems
(DMSs) around the world.

DMSs typically include information on
attractions and facilities and often incorporate
the ability to undertake some reservations.
DMSs are usually managed by DMOs, which
may be private or public organizations, or a
combination of both. DMSs provided new tools
for destination marketing and promotion, as
they use ICTs to disseminate information and to
support a reservation function for products and
facilities for specific destinations. There are
many definitions, but in essence a DMS is a col-
lection of computerized information about a
destination, that is interactively accessible.
Gradually DMSs moved to transactions and 
e-commerce, enabling local organizations to
accept bookings through a DMS. There is an
increasing literature on DMSs, although there
is still limited agreement on the role and
functionality of a DMS (Archdale et al., 1992;
Vlitos-Rowe, 1992; Buhalis, 1993, 1994, 1995,
1997, 1998; Sheldon, 1993, 1997; Archdale,
1994; O’Connor and Rafferty, 1997; Cano and
Prentice, 1998; Frew and O’Connor, 1998,
1999; Pollock, 1998a,b, 1999; Wöber, 1998;
WTO, 1999, 2001).
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This case study addresses a number of
service management areas. It demonstrates
how emerging ICT solutions facilitate the 
e-commerce in the tourism. Tiscover is an
innovative service management as it is
addressing a number of markets and stake-
holders both in the forms of business to con-
sumer (B2C) and business to business (B2B).
As an aggregator and retailer of tourism prod-
ucts for the destinations it covers, Tiscover
provides a wide range of information and serv-
ices to the public. As a distributor, it enables
tourism suppliers to promote their products
directly to the consumer and also to other
intermediaries through onward distribution. It
also allows DMOs to distribute information
and augment their service and products influ-
encing consumer choice. Tiscover also sup-
ports backward distribution by feeding
products in other web portals and therefore it
supports B2B service management with its
partners that procure and represent tourism
products through Tiscover.

The Strategic Role of Destination
Management Systems

ICTs, and DMSs in particular, can support desti-
nations to strengthen their competitiveness as
they enhance the ability of destinations to satisfy
the information and reservation needs of indi-
vidual and institutional buyers efficiently. This is
achieved by providing appropriate and accurate
information online and by developing supple-
mentary distribution channels for local tourism
products, which become critical for the destina-
tion’s future attractiveness (Buhalis, 2003).

A number of DMSs are now online and
there are considerable benefits evident. World
Trade Organization (WTO, 1999, 2001) sug-
gests that the major advantages of the Internet
for destinations are to:

● increase business for the destination and the
local suppliers;

● generate revenue for the DMO, through
reservations and value added services;

● improve communications and relationships
with both individual travellers and targeted
groups;

● reduce costs associated with communica-
tions as well as printing, mailing and distrib-
uting brochures;

● create good public relationships with/for the
destination, the DMO and other local organ-
izations.

The strategic management and marketing of
destinations resides with public tourist organi-
zations, namely, National and Regional
Tourism Boards. Naturally, therefore, the
majority of the DMS developments hitherto
have been led by public tourist organizations.
DMSs facilitate this function by administrating
a wide range of requests and by providing
information to an ever increasing tourism sup-
ply, in an efficient and appropriate way. 
E-commerce also emerged, with a number of
DMSs moving to fully transactional and func-
tional websites that can support the entire
range of purchasing requirements on a B2B
and B2C basis. Destinations can also take
advantage of the database marketing tech-
niques, by identifying and targeting profitable
market niches and by tailoring market-driven
products for particular customers.

Thus, ICTs provide a way to improve the
accessibility of, and the quantity and quality of
information on the destination’s facilities while
they present travellers with options in mini-
mizing their search costs (Sheldon, 1993).
Moreover, at the organizational level, DMSs
provide the strategic infostructure for DMO to
coordinate their activities. They provide tools
to distribute information and bring together all
stakeholders in a networked environment.
DMSs therefore emerge as the strategic tools
that support the interface between destination
tourism enterprises (including principals,
attractions, transportation and intermediaries)
and the external world (including tour opera-
tors, travel agencies and ultimately consumers)
(Buhalis, 2000, 2003).

In the 1990s, a number of DMSs gradually
emerged for destinations around the world.
Tiscover in Austria and Gulliver in Ireland led
these developments and gradually other desti-
nations including Singapore, Australia, Holland
and Jersey followed their example. The follow-
ing paragraphs explain the development of
Tiscover as one of the world leaders in the
DMS world. Interestingly Tiscover has adapted
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a dual role, namely a traditional DMS for the
Tyrolean Tourism Board and also a technol-
ogy/software supplier/application service
provider for other destinations in Austria and
overseas.

Tiscover’s Background and
Development

The Travel Information System (TIS) GmbH
was formed in 1991 to promote tourism in
the Tyrol region of Austria. TIS was first
launched on the Internet in February 1995 as
one of the first-ever travel websites. Tiscover
became a publicly listed company (Tiscover
AG) in 2000, a year which also saw the
launch of Tiscover’s WAP service, offering
accommodation bookings across mobile
phones.

The Tiscover portals allow consumers to
research destinations the way they choose.
The portals feature in-depth tourist informa-
tion for each destination and country, currently
providing content on over 3200 tourist
regions, towns and cities. They offer at-a-
glance guides to top tourist attractions and cul-
tural events, coupled with real-time online
bookings and reservations for thousands of
accommodation providers. Tiscover AG share-
holders are the State of Tirol (90%), the Bank

of Austria (3%), Bayerische Hypo- und
Vereinsbank AG (1%) and Swarovski AG (6%),
a multinational precious stones manufacturer.
Tiscover now operates portals in several coun-
tries with a particular focus at present on
Germany, Austria, Switzerland, Italy and the
UK, with further countries to join.

Tiscover is one of the leading DMS
providers, operating the world’s largest fam-
ily of destination portals. Rated one of the
top travel websites, Tiscover has developed
its brands in Europe, attracting partnerships
with market dominating Internet Service
Providers (ISPs), AOL and T-Online. It also
established partnerships with key travel por-
tals, including ebookers.com, HolidayAutos,
Avis, Travelchannel.de, Start.de and Lycos.

The system gradually establishes a family of
destination tourism portals operated in partner-
ship with a number of central European DMOs.
The Tiscover partner sites include the country
portals www.tiscover.com, www.tiscover.de,
www.tiscover.ch and www.tiscover.at. In addi-
tion to the Tiscover country portals, where all
partners cooperate, each destination can also
present itself independently, using identical tech-
nology but appearing with a completely different
look and feel (e.g. www.austria.info (Fig. 6.1 left)
vs. www.tiscover.at (Fig. 6.1 right) and www.
tirol.at vs. www.tiscover.at/tirol). This enables
them to reinforce their branding and maintain
their individuality.

Fig. 6.1. Comparison of www.austria.info and www.tiscover.at.

www.tiscover.com
www.tiscover.de
www.tiscover.at
www.tiscover.ch
www.austria.info
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www.tiscover.at/tirol
www.tirol.at
www.tirol.at
www.austria.info
www.tiscover.at


Hence, Tiscover is creating a community-
based approach to tourism marketing that
encourages healthy competition within a frame-
work of cooperation. This ‘co-opetition’ allows
destination-marketing organizations to establish
and position themselves without the hefty costs
associated with building a technical system and
an online user base and brand from scratch.
This is an example of co-opetition at its best, as
system and online marketing and distribution
costs and risks are shared, but the unique iden-
tities of the destinations are preserved.

Figure 6.2 highlights the entire range of
stakeholders, customers and suppliers of
Tiscover and demonstrates that the system is
emerging as an infostructure for destination-
based information. At the same time Tiscover
emerges as both a technology supplier and a
new type of intermediary, empowering B2B
and B2C transactions.

Technological Innovation

Tiscover operates a system with over 100
servers located in the data centre. In the field
of hardware, Tiscover relies on SUN
Microsystems and Compaq including:

● server with SUN Solaris, Linux, MS
Windows XP/2000 and NT;

● over 100 SUN and Compaq servers;
● SUN 6800 Fire as database server (up to 24

processors);
● a total of about 100 GB RAM;
● 2 terabyte disk space;
● storage area network;
● redundant systems.

More redundant systems are operated for the
Tiscover Office Management tools:

● Router (Cisco Router 3640);
● Firewall (Cisco Secure Pix Firewall, Check-

point Firewall-1);
● Load balancing system;
● Web server (Apache, iPlanet, MS IIS);
● Application server with Macromedia JRUN

and/or Navision Axapta.

For the OM tool Address/CRM, Microsoft
Navision (Damgaard) Axapta’s process logic

was used and the software modified to meet
the demands of the tourist marketplace.

Tiscover’s database system for Office
Management is an Oracle 8i Enterprise Server
which is hosted on a SUN Fire 6800. SUN
Fire’s SPARC3 processor and Solaris operat-
ing system provide enhanced performance
and scalability. Oracle is the leading seller of
database management software and supports
even highest data volume transaction rates.

All servers operate on a 24-h/day in the
Tiscover data centre. This enables regular system
control and maintenance; low cost for operation,
IT and EDV experts; top quality and service by
Tiscover; and easy data integration into Internet
partners (e.g. AOL, T-Online). Advantages:
Updates are made in the data centre and not at
the customer which reduces costs considerably.
Operation in the data centre is only interrupted
during maintenance work (updates, etc.) and it is
kept to an absolute minimum.

For its DMO partners, Tiscover provides a
powerful yet standardized Application Service
Provider (ASP) solution to support the market-
ing and sales processes of DMOs. The decen-
tralized maintenance approach of Tiscover
meets the need for constantly updated tourist
information and works on the basis of an
extranet. Every single tourist information
provider, be it a small guest house or a large
local tourist office, may update and extend their
range of products, inventory, prices, seasons
and tourism information directly, 24 h a day.
All that Tiscover customers need is a PC with a
browser and Internet access. No further invest-
ments are required in hardware, software,
operating systems, Internet servers or firewalls.

The ASP (Application Service Provision)
model provides a number of advantages,
including:

● low investments in hardware;
● high-performance server and network;
● low operating and maintenance cost, since

no regular on-site service is required as with
client/server models;

● smooth 24/7 operation;
● problem-free integration of updates without

technical adaptations on-site;
● problem-free integration of the client’s offers

and information into Tiscover’s current and
future network of marketing partners;
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● clients can use the system from various loca-
tions and/or everywhere there is Internet
access;

● one-source data strategy, using centralized
data management based on the industry’s
leading technology (Sun Solaris mainframe
server, Oracle database, Linux operating
system).

Every year Tiscover invests millions of euros to
offer the most advanced Internet technology,
and customers and partners are always and
immediately upgraded to the most recent sys-
tem version, without having to purchase system
(software, hardware and network) upgrades. In
early 2002, the system Tiscover2002 was
introduced as the 7th generation of the
Tiscover online platform. The new system
allows an easier and faster data maintenance
and provides individual design options for part-
ner hotels opening up new possibilities in online
marketing. Another novelty is a number of inte-
grated overall solutions that can be tailor-made
to fit the requirements of tourist organizations
and call centres. Tiscover’s Office Management
tools include the Booking Centre, Room
Information and Address/CRM and comprise
back-office solutions designed to optimize the
internal business processes.

E-commerce and the Growth of
Bookings

Marcussen (2005) suggests that (Table 6.1)
online travel sales increased by as much as 40%
from 2003 to 2004 and reached €18.2 billion
in the European market in 2004 – or 7.6% of
the market (up from €12.9 billion or 5.5% in
2003). A further increase of about 28% during
2005 to about €23.3 billion may be expected
(9.5% of the market). The European online
travel market could reach €28.3 billion or
11.3% of the market by 2006. The UK
accounted for 37% of the European online
travel market in 2004, with Germany in second
place at 20%. The ten new EU member coun-
tries have been included in the European online
travel market and contributed a little under 2%
to the total in 2004, after growing quickly dur-
ing 2004. The direct sellers accounted for 66%

of online sales in the European market in 2004,
more than ever before. In 2004, the breakdown
of the market by type of service was as follows
(with 2003 brackets):

● Airtravel: 57.6% (58.0%)
● Hotels: 16.1% (17.0%)
● Package tours: 15.6% (15.3%)
● Rail: 8.8% (7.7%)
● Rental cars: 1.9% (1.9%)

It is quite evident, therefore, that online book-
ability is now a crucial part of tourism websites
and it is fully functional with Tiscover. The
Tiscover booking engine allows direct online
booking of products and packages and offers
the possibility to make advance payments via
the Internet. Tiscover and its partners are thus
already present in the growing trend of online
transactions in the travel market. The portals
also feature weather reports, and feeds from
webcams positioned in popular tourist areas.
This is of particular importance due to the sig-
nificance of snow conditions for ski destina-
tions such as Tirol. The live destination
portals, in Austria, Germany and Switzerland,
are popular, with over 35 million visitors in
December 2004. The country portals are esti-
mated to have attracted 55 million online vis-
its and 300 million page views during 2004.
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Table 6.1. Trends in overall online travel market
size – Western Europe 1998–2006.

Internet Internet Internet
Market sales sales sales
(billion (billion in % increase

Year € ) € ) market %

1998 218 0.225 0.1 NA
1999 231 0.8 0.3 255
2000 247 2.5 1.0 211
2001 244 4.9 2.0 97
2002 242 8.6 3.5 75
2003 237 12.9 5.5 51
2004 240 18.2 7.6 40
2005 244 23.3 9.5 28
2006 249 28.3 11.3 22

Note: Each year’s actual average exchange rates have
been applied for 1998–2004.
Source: Marcussen (2005), available at: http://www.crt.dk/
uk/staff/chm/trends.htm accessed on 5 October 2005.

http://www.crt.dk/uk/staff/chm/trends.htm
http://www.crt.dk/uk/staff/chm/trends.htm


On 13 January 2003, the online booking
platform drew record traffic to its sites. With
around 1.5 million page impressions Tiscover
logged a new traffic record. At peak times,
roughly 1000 visits per minute were tracked to
Tiscover-branded sites. The reason for this
substantial increase in traffic is attributed to the
fact that more and more consumers – espe-
cially winter guests and last-minute bookers –
are doing their travel research and bookings
online. The great number of travel-related
requests and bookings is also credited to the
high market acceptance of Tiscover 2002.
With many new functionalities, a consumer-
friendly navigation and easy online bookability,
Tiscover meets the Web users’ demands for in-
depth information and customer service.

Table 6.2 and Figs 6.3–6.5 demonstrate
the growth of visits to Tiscover as well as reser-
vation requests and page views, demonstrating
clearly the growth rate.

SWOT Analysis

Tiscover has a number of strengths and weak-
nesses and faces several opportunities and
threats in the workplace.

Strengths

The key strength of Tiscover is its technology.
The risks surrounding the implementation of
a new technology in a region are substantially
reduced due to the fact that the Tiscover solu-
tion will use an existing technology and existing
platforms, based on an available technology
that is now in its 7th generation and used by

thousands of customers. There is no risk of the
technology becoming outdated, as a region will
automatically benefit from Tiscover ASP-based
technology updates at no extra cost. Through
close collaboration with local partners,
Tiscover also provides customer support and
training all year around.

Onward distribution and partner marketing
is an additional key strength. The Tiscover
model has attracted cooperation with market-
dominating ISPs, search engines and travel por-
tals such as AOL, T-Online, ebookers.com,
HolidayAutos, Avis, Travelchannel.de, Start.de
and Lycos. This allows destination-marketing
organizations and suppliers to benefit from even
more distribution channels and increased levels
of traffic, offering the opportunity to reach new
customers, throughout the world. Onward distri-
bution is fast becoming a major determinant of
visibility and competitive advantage.

Customers will increasingly demand better
and more destination information from the
online systems that they use. This should mean
that with the technological advances that
Tiscover undertakes, and their ability to provide
destination information in a consistent manner,
they enhance their competitive position.

Weaknesses

The system rigidity of the Tiscover system can
be seen as a drawback. The system was built in
Austria with the Austrian market in mind. This
has proved somewhat problematic in accom-
modating overseas markets with differing
social, economic and geographical profiles.
The variations can be designed around the
existing system but this takes resources, costs
that Tiscover will have to absorb. In addition,
as Tiscover is primarily owned by the Tyrolean
Tourism Board, it is often seen with scepticism
by competing local destinations as they often
fear that its parent organization may influence
the visibility of other destinations.

Opportunities

The rapid growth on e-tourism provides clear
opportunities for Tiscover. The organization is
therefore expecting to benefit from:
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Table 6.2. Summary of visits, page views and
bookings/enquiries – Tiscover-branded sites.

Year 2000 2001 2002 2003

Visits (in 29.7 53.5 57 44.6
millions)

Page 134 198 225 246
views (in 
millions)

Bookings/ 533,000 765,000 870,000 1,194,000
enquiries



● the growth of Internet access across
European Union (EU) markets enabling cus-
tomers to book online either directly on
Tiscover or on partner sites;

● the demographic progress of the Internet
generation to professional occupations lead-
ing to an increase in online spending;

● wireless technological advances leading to an
increase in the use of online travel systems;

● the digital interactive television (iDTV) uptake.

In addition, as more DMOs appreciate the
emerging need to use ICTs strategically, there

is a promising demand for Tiscover services on
a global level.

Threats

Conflict

World travel will continue to be affected by polit-
ical and military actions around the world, in the
short and medium term. This may however lead
to an increase in EU-based travel for EU citizens,
in markets where Tiscover has a strong pres-
ence. The use of the Tiscover system will allow
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accommodation suppliers to adjust their product
rapidly to the changing political climate without
the cost of expensive brochure changes.

A number of competitors emerge in the
marketplace aiming to supply ICT systems to
DMOs such as World.Net and Integra compete
with Tiscover in the UK market and offer a DMS,
which is designed around the requirements of
particular destinations. This is, however, a stand-
alone solution, and is implemented for specific
tourism boards. Whilst it does not address onward
distribution and marketing issues. On top of the
ICT suppliers, several DMOs decide to develop
their own DMS internally.

The Future for Tiscover

The future of Tiscover seems bright and several
key strategies are implemented to address that.
There exist growing expectations from con-
sumers and DMOs in regard to functionality
and content. Consumers are demanding ever-
more access to better and wider information on
a destination. They demand accurate real-time
information regarding the destination, commu-
nications to it, facilities, events, weather and
bookable accommodation, presented in an
attractive and user-friendly way. Technological

innovation is also a strategic priority. The
development of both the depth and the breadth
of the products and destinations featured in
Tiscover will ensure that Tiscover should also
remain a market leader in the design and sale
of travel systems. This is because they innovate
and produce systems at the leading edge of
technology, with features demanded by cus-
tomers and required by DMOs.

International market expansion is critical
for Tiscover’s future. Tiscover is expanding out
of its home market of Austria and already has
a presence in Italy, Germany, Switzerland and
the UK. Ambitious plans for expansion outside
of the EU are showing promise and are evi-
dence of Tiscover’s drive to gain lucrative over-
seas market share.

A number of new products are also being
developed currently. Using the technology base
that Tiscover has developed, as well as the
human capital they have acquired, Tiscover has
expanded its booking system projects with the
development of Mytraveldream. Mytraveldream
is a unique auction system for accommodation
that has a database containing over 30,000
accommodation suppliers in 15 countries and is
a move to tap into the increasing lucrative mar-
ket of last-minute bookings.

Finally, partnerships with onward distribu-
tors will be a key to the future success of Tiscover.
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Tiscover has successfully sought partnerships
with organizations to help better understand mar-
kets and tailor products. In addition, it expands its
value chain through onward distribution chan-
nels. Cooperation already exists between
Tiscover and AOL, T-Online, ebookers.com,
HolidayAutos, Avis, Travelchannel.de, Start.de
and Lycos. Future cooperation with these organ-
izations as well as new partners should see
Tiscover continue to gain from these partner-
ships and to expand its role as an infostructure for
all of its stakeholders.

Conclusion

The market will increasingly demand better
and more destination information from the
online systems, which should mean that
Tiscover should remain a market leading prod-
uct. Tiscover is a well-established enterprise.
TIS GmbH was launched in 1991 to promote
tourism in the Tyrol region. This maturity is
represented by the launch of the 7th genera-
tion online platform ‘Tiscover2002’ in early
2002. The online tourism market is expanding
rapidly and this will represent a solid growth in
income for Tiscover from their licensed prod-
ucts, commissions on travel product sales and
the sale of new systems to DMOs. One can
expect further growth in the market when the

world political situation stabilizes and
economies expand.

Tiscover has also embarked on a drive to
win market share in lucrative overseas mar-
kets. As technology progresses Tiscover
invests heavily to produce the most advanced
Internet technology, and offers customers and
partners immediate system upgrades whilst
developing new concepts in the distribution
of accommodation as well as developments
in its traditional supply systems. At present
Tiscover has a unique business model and
aims to be a key player in the e-tourism arena
of the future.

Service management is of critical impor-
tance to Tiscover if it is to satisfy all its stake-
holders and achieve its strategic objectives.
By ensuring that customer care is maintained
at the highest level, Tiscover has managed to
grow dynamically. It is a major priority that
both individual consumers, purchasing their
tourism products, as well as for professional
organizations, that use Tiscover to pro-
mote/distribute their products or for enrich-
ing their own offering, are recipients of
exemplary and honestly priced services. As
there is a proliferation of services and offer-
ings in the marketplace, Tiscover has identi-
fied service management as an ongoing
strive for excellence that will differentiate the
company to allow them to enhance their
competitiveness.
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7 Co-branding in the Restaurant 
Industry

Maryam Khan
Howard University, Washington, USA 

Introduction

Branding has become a powerful marketing
force in the hospitality industry. Today branding
has become so popular that the concept of a
brand has become synonymous with the word
‘hotel’ or ‘fast food’ in the minds of the con-
sumers across the global. For example, the
chain of hotels and the name ‘Hilton’ and fast
food giant ‘McDonald’s’. Branding is defined as
a name, term, symbol, design or a combination
of these factors to position the identity of a
product or service in the minds of the con-
sumers. Several types of brands have been iden-
tified, e.g. umbrella branding and sub-branding,
ingredient branding, family brands, individual
brands, proprietary branding and co-branding.

Co-Branding

Definition

Co-branding also called co-location, is the
practice of locating two or more brands at one
operation. Strategically, co-branding can com-
mand more power by bringing in different
brands, which have acquired consumer loyalty,
recognition, business experience and/or con-
venience, at one site. Co-branding is a form of
cooperation between two or more brands with

significant customer recognition, in which all
the participants’ brand names are retained.

Types of co-branding

According to Blackett and Boad (1999), co-
branding can be of different types. The most
common ones include the following:

1. Value endorsement co-branding is evident
where the level of cooperation is specifically
designed to include endorsement of one or
both brand values and positioning. The partic-
ipant companies cooperate because they have,
or want to achieve, alignment of their brand
values in customer’s mind.
2. Ingredient co-branding is possible where a
brand supplies its product as a component or
supplementary branded product. For example,
sale of Taco Bell’s sauce in retail market and
use of Starbucks coffee by United Airlines. The
inclusion of the product or the ingredient
greatly enhances the value of the product or
services provided by one brand.
3. Complementary competence co-branding
is between two powerful and complementary
brands involving a range of tangible or intangi-
ble components. For example, this can be
between two strong brands like McDonald’s
and Walmart.



Prerequisites of co-branding

Conditions that contribute to the success of co-
branding include: (i) both brands are easy to
identify based on their product or trademark;
(ii) both brands provide different variety of
items, which are considered to be the best
value for the price; (iii) there is enough demand
for both brand products on a regional, national
or international level; (iv) there is a symbiotic
relationship between the two brands; (v)
brands are compatible and complementary,
but not competing with each other; (vi) both
brands should have identical personality char-
acteristics; (vii) both brands should bring differ-
ent products and/or services; and (viii) brands
should be aligned vertically and not horizon-
tally. From the consumers’ point of view both
brands should be considered as united, mono-
lithic entity and not two separate brands run-
ning side by side.

Examples of co-branding

Co-branding, because of its various advantages,
is becoming very popular in the hospitality
industry. Co-branding can be between hospital-
ity and non-hospitality related businesses. It is
now becoming common between one or more
non-traditional types of businesses such as
between retail stores, convenience stores, truck
stops, educational institutions, stadiums, air-
ports, hospitals, bookstores, coffee shops and
theme parks. The popularity of co-branding is
evident by the number of units planned in the
restaurant sector alone. Baskin-Robbins and
Dunkin’ Donuts have plans for at least 1000
sites. Texaco has plans for 500 America’s
Favorite Chicken restaurants at its service sta-
tions. Subway Sandwiches and Salads opened
over 1700 outlets in convenience stores, and
Taco Bell have over 1500 restaurants in gas sta-
tions alone. Other combinations exist between
hotels and restaurant businesses. Carlson
Hospitality Worldwide has launched triple-
branded complexes that fuse its Country Inn
and Suites, Italianni’s and Country Kitchen con-
cepts at one location. Blimpie International,
Baskin-Robbins and Dunkin’ Donuts have
entered into a co-branding test agreement.

A common example of co-branding is the
food/fuel dual concept. McDonald’s Corpora-
tion signed deals with petroleum companies to
develop food and fuel locations. A similar deal
was signed between KFC and Chevron
Corporation. Within restaurant business, Yum
Corporation offers all three of its own sibling
brands under one roof, in addition to serving
Pepsi drinks, which belongs to its parent com-
pany. This provides a variety of menu items,
which attracts a larger group of diners, partic-
ularly families. For example, KFC, Pizza Hut
and Taco Bell offer chicken, pizza or taco
items to family members who would prefer dif-
ferent menu items. KFC can be regarded as a
destination purchase while Taco Bell brand
can be an impulse purchase.

In order to be successful, co-branding
requires some type of synergy between brands
whether it is in menu, customer base or con-
venience. Nathan’s Famous collaborated with
60 Miami Subs and also serves Arthur
Treacher’s menu items. Twistee Treat chain
wanted to open a unit at an East Coast airport,
but needed a menu other than what they had.
So they joined with Gourmet’s Choice Coffee
Company. They both came up with shared
menu items containing sandwiches in addition
to their menu items. Synergies can also be
related to customer demographics. For Taco
Time, which is traditionally reported to be
more female-skewed business attracted more
male customers by co-branding with A & W
Restaurants. Similarly, Smoothie King, which
attracts a health-conscious customer, attracted
other customers when it combined with Maggie
Moo’s super-rich ice cream business. Some
synergies can be based on the seasonal appeal
of certain products. For example, Fenders, the
frozen custard chain desired to have a concept
with year-round appeal since their business is
slow during winters. They selected Cousins
Subs to complement their sales.

Breyer’s Ice Cream Parlor and Oreo
Cookies came up with Oreo’s Ice Cream,
which is another example of co-branding.
Yorkshire Global Restaurants, Inc. combined
A & W, and Long John Silver’s concepts to
form a unique co-branded concept. This is con-
sidered as a method of stepping into a relatively
mature market thereby assuring sales and profit
growth. Similarly, Subway Sandwich and Little
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Caesars Pizza co-branded together to increase
sales. Long John Silver’s, a prominently fish
food operation teamed with TCBY Enterprises
Inc., the ice cream and frozen yogurt chain,
and Moxie Java, a coffee chain. Opening a
restaurant that combines the three concepts
under one roof provides a combination of
menu which includes signature items consisting
of batter-dipped fish, frozen dessert and
upscale coffees. The tripartite operation allows
customers to select a meal that includes entrée,
dessert and beverage under one roof.

It has become very common for hotel
chains to collaborate with full-service restau-
rant or fast food establishment in the vicinity
so that their guests can receive room service
deliveries. Also several restaurant chains such
as McDonald’s and KFC have arrangements to
share space inside hotels, providing familiar
branded menu items to guests. Similarly
Starbucks Coffee is served to Marriott and
United Airlines’ guests. Putting strong brands
together makes co-branding successful and
attractive. ‘McDonald’s 3’n1’ restaurant in
Lincoln, Nebraska, combines unique dining
experience for those who enjoy table service
with those who want traditional McDonald’s
experience. It offers a variety of menu items
and conveniences including Sandwich &
Platter Shop and Bakery & Ice Cream Shop
menus. This restaurant serves breakfast, lunch
and dinner. There can be unique and interest-
ing combinations in hospitality co-branding
that provides mutual benefits, some examples
of which are shown in Table 7.1.

Advantages of co-branding

1. A co-branding deal by collaboration efforts
offers the increased possibility of a new source
of income. This has been evident even when
well-recognized brand names join forces. For
example, Subway Sandwich and Little Caesars
Pizza reported increased sales up to 100%.
2. Brand entry is possible into new markets in
regions or countries where it was not possible
to access on solo basis, which were out of
reach. Co-branding with a well-established
local brand could maximize the chances of suc-
cess in market penetration. This is true for

brands entering countries or regions where
there is a strong compatible local brand.
3. Businesses can offer their consumers dif-
ferent promotions, package-deals and other
benefits at a reduced cost. Hotels co-branding
with airlines, cruise lines, credit card or insur-
ance companies were able to provide added
benefits to their customers.
4. Both brands can minimize the expenditure
required to enter new markets since the
arrangement calls principally for sharing. Going
in together can save by merging storage areas,
common areas and washrooms. There are
other synergies that contribute to cost savings.
5. Two or more companies by going together
can avoid certain barriers to restrictions
imposed by local laws, state legislation or other
obstacles. For example, some places have
restriction on the number of new outlets, or
have minimum requirements for investment.
On these occasions a company may prefer an
existing business and go with co-branding.
Convenience and grocery stores are good
examples since they are already located at
choice places and it is easier to go with a
restaurant operation at such locations. On the
flip side, poor performing locations such as
gas stations can benefit by having a brand
name restaurant or grocery outlet.
6. It reduces the risks associated with getting
into a new market without reducing the
rewards or potential return on investment. It
amounts to the reduction of the risk for failure.
Also, there is a reduction of retaliation from
other competitors. When going with an estab-
lished brand, other competitors will be careful
in retaliation to an existing business. An exam-
ple is the White Castle chain of restaurants in
the USA, with a strong reputation for ham-
burgers. With changes in consumer tastes and
responding to the competition they wanted to
add a chicken menu item. They could have
developed their own, but decided not to, since
it would dilute their reputation for hamburgers.
Evidently, they decided to co-brand with
Church’s Chicken brand.
7. Since the investment is comparatively less,
the possibility of faster returns exist in co-
branding. The new synergy of two well-recog-
nized brands provides for favourable consumer
response and instant performance in the mar-
ketplace. This may have taken longer with
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increased investment in case the brands were
going solo.
8. It is relatively easy to get financial help for
a co-branded business, since the investment
and risks required are relatively low. Financial
institutions consider such risks favourably
when strong brands are involved. Also, since
there are shared expenses, the prospects for
getting good interest on loans are possible.
9. There is an enhanced perception of quality
when brands combine creatively. For example, a
franchise steak house in Ritz Carlton hotels will
give the perception of quality since the steak
house is associated with a quality hotel brand.
For consumers there is an immediate perception
of quality associated with familiar brands.

10. One of the greatest benefactors of tech-
nology is co-branding. Increased specialization
has led to unique collaboration between hospi-
tality businesses and credit cards or reservation
systems. One company’s investment in tech-
nology can benefit other or there can be a
mutual sharing of investment in technology.
11. Co-branding can also be used for intro-
ducing as well as field-testing an entirely new
brand. This can become the preliminary stage
for a longer-term marketing plan. Either one or
both of the partners may be new trying to test
a new market and to gain consumer confidence
without investing a lot of resources. This can be
a strategy to see how a product and service can
survive or compete within existing markets.
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Table 7.1. Examples of special co-branded operations.

Brand 1 Brand 2 Special/value-added features

Taco Time Subway and Combined menu choices; attracted both male and female 
A&W consumers; increased meal time offerings

Breyer’s Ice Oreo Cookies Oreo cookies ice cream – combining two strong product brands
Cream Parlor

Marriott Starbucks Coffee Offering of a popular coffee product by an international hotel 
chain

Several Hotels Kinkos Providing enhanced business services to hotel guests
Choice Hotels Proctor & Housekeeping staff gets certification after training – guests 

International – Gamble – consider the hotel chains to have clean, comfortable rooms –
Econolodge Mr Clean franchisees happy with this arrangement

Howard Crayola Kids Go HoJo and Crayola Kids – Crayola Kids Magazine with
Johnson four-pack Crayola Crayons to families with kids – give
International impression of kids and family friendly hotels

KFC Taco Bell and Variety of menu choices – appeal to families with different menu
Pizza Hut preferences as well as convenience

McDonald’s Disney Attract children at a major theme park and familiarity with  
different characters

Le Cordon Teflon Well-known French culinary academy with a leading French 
Bleu cookware manufacturer

TGIFridays ESPN TV campaign shows sports anchormen eating at TGIFridays 
restaurant

New World Carvel Ice Cream Match fills in the gap during the seasons and part of the day
Coffee & 
Bagels

McDonald’s Delray Farms A combination with grocery store providing foods to shopping 
Facilities, Inc. clients

Dunkin’ Donuts Home Depot Home improvement workers who visit early morning can start 
with breakfast

Winchell’s Lucy’s Laundry Having donuts and coffee while getting laundry
Donut House Mart

Dunkin’ Donuts Stop & Shop Attracting shopping customers throughout the day
Supermarkets



12. Co-branding can also be used for the rein-
forcement of messages provided by advertise-
ment. For example, Subways have an
advertising campaign regarding the caloric
value of their meals and weight loss. This mes-
sage is already there and a co-brand can focus
on other aspect of their menu or product
thereby tagging along to the message that is
already conveyed.
13. In oversaturated markets such as fast
food restaurants in the USA, co-branding
provides another opportunity to introduce
existing concepts. When hotels decide to give
up their breakfast offering by providing a
doughnut or coffee shop within their prem-
ises, new locations become available to fulfil
that function. An example can be Starbucks
or Krispee Donuts outlets found in many
hotels.
14. A new concept can emerge by co-brand-
ing which can have its own distinct identifica-
tion. At times when a brand has a lot of ‘look
alikes’ co-branding can provide an opportunity
to revamp and emerge as a distinctive new
brand.
15. Co-branding can enrich relationships
between two brands. Some corporations have
benefited by using co-branding to know more
about other businesses leading to further coop-
eration or joint ventures. This can also be true
for purveyors of selected equipment or prod-
ucts, which have joined hands with hospitality
operations.
16. With collaboration values of two or more
brands can be exchanged or adapted. Whether
these values are in strategy, marketing, human
resources or operations, they can be of mutual
benefit.
17. Joint research and development activities
can also be facilitated by co-branding. It cre-
ates an atmosphere of mutual understanding
and respect and can lead to research, which
can be beneficial for the co-branded business.
Some corporations have large research and
development departments, which can be used
by co-branded partners.
18. Co-branding provides opportunity for one
partner to talk to the consumers of other part-
ner, for example, the collaboration between
hotels and car rental companies. Both have
access to the consumers and can learn from
the likes and dislikes of the consumers.

19. Non-traditional collaboration can take
place by co-branding. Thus retailers, super
markets, gas stations and restaurants are find-
ing it to be of immense value. Similarly, hospi-
tals, nursing homes, theme parks and
attractions, transportation companies, hotels
and resorts are coming up with co-branding
alliances. More of such alliances will become
evident with time.
20. Safety is considered one of the major
benefits of co-branding in many locations.
Being in the midst of other businesses and hav-
ing continuous flow of traffic makes these sites
to be relatively safe. Traditional restaurants
that have experienced problems due to insecu-
rity are finding co-branded locations attractive
for future growth.
21. Finally, co-branding can also be used to
revitalize a brand, which is in its later stages of
life cycle. Restaurants whose concepts need
change can try co-branding and enter with a
rejuvenated image and concept.

As evident, co-branding provides a lot of
opportunities and it is successful if one or more
of the above-mentioned advantages are uti-
lized. It is not possible to fully utilize all the ben-
efits but the survival of co-branding depends on
the judicial use of these advantages. It mostly
depends on how well the brands complement
each other and how well they fit into the entire
realm of business venture.

Disadvantages of co-branding

Co-branding can be a powerful and useful tool
if utilized in a right way. On the other side of the
equation, because of improper use it can lead to
chronic problems, which are discussed in the
disadvantages of co-branding. Co-branding
should not be considered a method of getting
rewards without any efforts. There are consid-
erable risks to all parties that their brand repu-
tation is at stake and in many instances this can
backfire. It all depends on how well suited the
partners are. Some of the risks and pitfalls are
discussed in the following list:

1. Co-branding should not be used as a
method of expecting rapid return on
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investment. Time should be given for the rela-
tionship to build like any other business.
2. The success of co-branding depends on
compatibility between the two brands. The cul-
ture, attitude and values of both brands should
coincide in order to have a successful relation-
ship. Even smaller conflicts and friction points
can lead to failures. The desire on part of one
brand to have more control can lead to dis-
agreements.
3. Overextending a brand by co-branding can
also prove detrimental. As the name indicates,
co-branding works well when both brands are
compatible for the business. Sometimes
brands would like to overextend and get into
areas where they do not belong. It was
reported that the co-branding between Rally’s
Hamburgers and Green Burrito did not work
well due to their price differential. A person
seeking a 99-cent hamburger did not care for
a burrito selling for US$3.50. Also, Rally’s
double drive-through layout encouraged cus-
tomers to eat in their cars. While it was easy to
eat hamburgers in a car, it was awkward to eat
burrito dripping all over.
4. Changes in the strategy, positioning or
marketing of one brand may have an impact
on another. With changes in leadership there
may be a significant shift in strategy, which
can have an adverse impact on the other
brand. Co-branding does not work when inten-
tional or unintentional abrupt shift in relation-
ship is involved.
5. Changes in financial status of one brand or
both brands can have an adverse effect on the
relationship. Bankruptcies by one brand can
have disastrous impact from the business as
well as consumer point of view. Failure of one
brand to meet its financial targets or goals may
lead to abrupt dissolution of co-branding
agreement. Other financial problems may be
related to how bills will be paid for shared
goods, services, cleaning, promotion, etc. Also
keeping records using common cash registers
can be a sticking point.
6. Mergers and takeovers, which are very
common in businesses, can also have an
impact on co-branded partners. The brighter
side of the mergers and acquisitions is the pos-
sibility of buying different brands and combin-
ing to form more exciting co-branded products

or services. If one partner gets involved in a
merger or is a victim of takeover, then this
relationship is in jeopardy of continuing.
Unfortunately, these are very unpredictable
events and can hardly be avoided. It is much
more serious if the company taking over is
already involved in co-branding with other
partners. This leaves limited choices for the
existing partner.
7. Public opinion, consumer attitudes and
changes in society can all have an impact on
one party or the other. For example, the use
of beef items by one restaurant brand can lead
to protest by consumers thereby affecting the
sales of the other co-branded partner.
8. Brand identity and individuality can be lost
if co-branding is not followed appropriately.
For example, Taco Time and A&W restau-
rant units share a long counter and cash reg-
isters but their signage inside and out gives
both names equal weight and importance.
Consumers may identify the brands as a
hybrid of two brands rather than two brands
existing simultaneously. There should be dif-
ferentiation in marketing aspects including
signs, logos, slogans, staff uniforms, colours
or other identification features. Co-branding
should not result in dilution or disappear-
ance of the identity of original brand. If this
happens then it defeats the purpose of 
co-branding.
9. Brand incompatibility can occur if sibling
brands are used. There is a tendency of the
owner of several brands to combine two sib-
lings into co-branding. Although this has
worked very well for Yum Brands such as
Taco Bell, KFC and Pizza Hut to get involved
into co-branding this may not work for oth-
ers. For example, Burger King and Haagen-
Daz belonged to the same group of
companies. It was not possible to co-brand
these two brands since the consumer profiles
were entirely different for both these brands.
Tapping into an existing consumer base
should not be at the cost of taking consumers
away from one business or the other. Thus
incompatibility of brands can lead to failure of
this relationship.
10. There are operational aspects such as
deliveries, inventory keeping, incompatible
accounting systems and sale of one brand or
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the other, which may cause confusion and
friction.
11. Above all, legal issues may create several
problems. When two brands are involved, the
legal question as to who will be the host
becomes a point of contention.

As in the case of advantages not all disadvan-
tages may be present in co-branded units. So
far it has worked very successfully for majority
of the operations. Problems reported were
minor and mostly related to logistics such as
how to share a drive-through, preparation and
service issue. Evidently, benefits far outweigh
the disadvantages of co-branding.

Research on co-branding

Although there is much published about
brands and branding, research related to co-
branding is still in the infancy stage. But
several reports and articles dealing with co-
branding can be found in trade magazines
and journals. Attempt is made to illustrate
a cross section of the research done in this
field as well as some reports related to 
co-branding.

Of the many ways the branding phenom-
enon has emerged through the foodservice
industry, none has been more widely imple-
mented than co-branding, particularly in the
quick-service restaurant (QSR) sector. A study
to determine if there is qualitative and quanti-
tative value from co-branding between hotels
and restaurants found that hoteliers believe
that their guests are more satisfied with a
nationally branded restaurant compared to the
independent restaurant. It was reported that
both hotels and restaurants benefit from an
increase in operating performance from co-
branding. A hotel can experience increases in
average daily rate and occupancy, while a
restaurant can gain an average of a 57%
increase in revenues. Thus, both operations
could benefit greatly from co-branding in terms
of profits, revenues, operating efficiencies and
customer loyalty, if the strategy is imple-
mented properly (Boone, 1997).

In a study by Hahm (2001), relationships
among implicit and explicit requirements and

the timing of co-branding entry were reported.
It also found that restaurateurs who were not
satisfied with prior sales performance were
more likely to invest in the co-branding con-
cept. Investors in co-branding ventures were
usually satisfied with the performance of their
co-branded restaurants.

Pairing up with complementary concepts
has a synergistic effect that can cut overhead
and maximize traffic and sales. Co-branding
offers a concept with a weak day-part a chance
to pair up with a concept strong in that time
slot, such as Wendy’s increasing breakfast
sales due to Tim Hortons’ Donuts store. With
multiple concepts, operators have the ability to
please more people, and thus capture more
customers (Tasoulas, 2000). With results as
good as they are, chains plan to increase co-
branding efforts. Many businesses seem to be
expanding and co-branding seems to be the
way to do it (Bertagnoli, 2000). The success of
co-branding, which is a type of cooperation
between two or more brands in which partici-
pants’ brand names are retained, depends
upon the creation of a seamless logic running
through the offer, which allows the consumer
to easily understand the benefits (Blackett and
Russell, 1999).

Adding a fast food franchise to an already
successful convenience store franchise
is becoming more appealing to numerous
storeowners, since it was reported that fast
food is now the second-most purchased cate-
gory in convenience stores (Cleaver, 1996).
Consumers are particularly attracted to co-
branding due to its brand awareness. Price is
another consideration when buying co-
branded items whether by impulse or destina-
tion purchase. Brand awareness and
price-fairness concepts were found to play sig-
nificant roles in the customer-value process
(Oh, 2000). Consumers’ brand selection
process, purchase behaviour and their impact
on brand management are least understood in
the hospitality literature (Laroche and Parsa,
2000). Many hospitality companies prefer to
develop and manage multiple brands for
growth purposes (Lewis and Chambers,
1989). Brands with market-share leadership
tend to occupy the top group when measured
for intention to purchase.
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Case Study – McDonald’s and Gas
Stations

One of the primary examples of co-branding is
the alliance between Oil companies and
McDonald’s restaurant chains. McDonald’s
have worked with different oil companies
including Exxon, Amoco, Mobil and Citgo for
co-branding relationship. In light of the above
discussion on co-branding, this case study is
designed to portray a major co-branding effort
between well-known corporations.

History

It was in the early 1990s when McDonald’s
decided to pioneer a new format for develop-
ing a restaurant, convenience store and
fuelling facility at one location. It was mainly
considered from the point of view of the con-
venience of the consumer, who can get food,
branded fuel and convenience-store items by
making one stop. By co-developing the sites or
the existing sites, McDonald’s was able to
accomplish this idea. Although the idea was
simple, McDonald’s was faced with several
challenges including the site and building
design, mutually satisfactory business terms,
contracts, marketing support systems, con-
struction support, accounting, and so on. All
these are important aspects of franchising
their business. It was on 6 May 1993 that
McDonald’s opened its first co-branded unit in
collaboration with Texaco, in Arkansas.
Consumer enthusiasm and success of this
experiment eventually led to the development
of more than 400 co-branded units in the
USA.

Concept

Brands used are well known to the consumers,
who have to stop at the gas stations, whether
local or interstate, at all times. It was reported
by McDonald’s that they received positive
feedback from numerous surveys and focus
group discussions involving their consumers.
The majority of the consumers favoured the
idea of McDonald’s and gasoline co-branding.

They loved ‘one-stop shopping’ where they
can get food as well as convenience-store
items while they stop for filling gas. These
locations are easy to get to, easy to use,
fast/efficient and saves time. It was also
reported that these co-branded sites fit well in
small towns where customers not only value
the convenience but also perceive its presence
as community recognition by the outsiders. In
addition, these co-branded units were bringing
in business from outside the community in
addition to the local business. It was also
shown that the customers’ cross-purchase uti-
lization of the various businesses at these sites
increased dramatically.

The instant recognition of two well-known
brands can be a major factor in the success of
co-branding. The consistent quality, conven-
ience, cleanliness, comfort and ambience all
contribute to the appeal of the co-branded
operations at these locations. Customer-
satisfaction ratings were reported as very
high at co-branded sites, for both the site as a
whole and each of the separate businesses. In
addition, future repurchase intentions were
reported to be very high.

Benefits

Mutual benefits as reported in this chapter
were commonly attributed for the win–win
situation for McDonald’s, oil companies, as
well as for the consumers. Other benefits listed
by McDonald’s include: (i) for urban/suburban
concept, each party benefits from leveraged
capital, due to shared land, development and
construction costs; (ii) considerable savings
result in investment and operating costs; (iii)
shared operating expenses; (iv) better access to
prime estate and the ability to intensify its use;
(v) access to well-organized engineering
department at McDonald’s thereby providing
site layouts, building blueprints, interior space
planning, code requirements and other needed
documents; (vi) proven development process
supported by real estate and construction 
professionals; (vii) combined marketing
resources such as advertising at national,
regional and local levels; (viii) advertising and
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promotion help; (ix) complementary day-parts,
since gas and convenience store are mostly
busy during traffic hours and McDonald’s can
provide lunch and breakfast traffic; (x) both
partners can expect a greater return on their
respective investments than in a stand-alone
gas station facility; and (xi) through effective
marketing each party can potentially benefit
from the increased traffic generated by both
partners.

Market criteria

McDonald’s wanted to work with these oil
companies so that they can have successful
partnership with them in order to bring their
offering to markets, which are considered too
small for it to have a free standing restaurant.
The market criteria for a co-branded 
facility are not different from a traditional
McDonald’s restaurant. They would like to be
as close to the customers as possible, whether
the consumer is close to home or is travelling
on interstate highways. Particularly in rural
areas with small population, it was worth-
while for McDonald’s to go with co-branding
with well-branded partners. The concept
developed is very simple and flexible to allow
the oil partner to size the convenience store
and fuelling facilities to meet the needs of the
marketplace. For McDonald’s, the concept
involved a limited core menu, with a customer
seating area and drive-through window serv-
ice. From the operations point of view, there
are two operations working simultaneously at
the site. While each operation is independent
of the other, operators can and do work
together to optimize sales. Cross-marketing
promotions help in increasing consumer
counts. Market research done by McDonald’s
identifies which markets will be beneficial. In
some instances, the oil partners may consider
retrofitting an existing building in conjunction
with McDonald’s. Both partners work
together to create a floor and site plan that
allows both to function efficiently.
McDonald’s already has ready-made floor
plans that can be used. McDonald’s allows
convenience store and restaurant each to

offer their own coffee and fountain drinks.
McDonald’s is tenant, and oil partner
provides facilities such as restrooms,
HVAC, electrical, parking and yard lights.
McDonald’s makes contribution for defined
leasehold improvements. Normally the lease
is for 10–20 years with different 5-year
options. Real estate costs are shared between
the parties, typically 50/50, based on cir-
cumstances and type of co-branded units.
The rent is based on an annual minimum,
plus a percentage of sales. Convenience is
the major determining criteria for selecting
new store locations. All costs associated
with acquiring, developing and operating the
site are shared and split based upon each
partner’s usage.

Future of Co-branding

Co-branding, particularly in hospitality indus-
try definitely has a bright future. Irrespective
of how an economy is doing, businesses will
continuously be looking for innovative meth-
ods and co-branding seems to be a logical
answer. The increasing cost of real estate, the
demand for convenience by consumers,
increased use of technology, joint ventures,
alliances and mergers, will all contribute to
the future demand for co-branding. Also serv-
ice industry is booming worldwide and 
co-branding has been successfully and exten-
sively tried in this industry. With several
major parent companies such as Tricon
Global Restaurants owning KFC, Pizza Hut
and Taco Bell, co-branding will become a nor-
mal way of combining two or more units. In
short, co-branding has a potential for further
growth and development as reported by
Blackett and Boad (1999). Also, it will find
applications in ‘brand extension’ activity. Co-
branding can facilitate the worldwide penetra-
tion into saturated markets, which may
become the faster, economical and safer
method of conducting business. Larger retail
chains, supermarkets and malls will have
more co-branded outlets in the near future.
Thus all indications are that co-branding is
here to stay.
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Introduction

The airline industry, both domestically and
internationally, has always been treated as a
special case in the world of business, even by
individuals and governments that normally
espouse the virtues of free markets and dereg-
ulation. This special status is based on its
importance to national defence, economic
development and national pride (Kane, 1998).
In times of war, many nations rely on their
civilian fleet of aircraft to provide the additional
lift capability necessary to deploy troops and
equipment as rapidly as possible. Therefore, a
healthy, viable domestic system of carriers is
considered an essential part of any national
defence strategy. Furthermore, while the
nature of the relationship between air trans-
portation and national economies is not
always clear, the impact of air transportation
on economic development cannot be denied.
The Air Transport Action Group (2000)
reported that the world’s airlines carried over
1600 million passengers in 1998 and trans-
ported almost 40% of the world’s manufac-
tured exports. Worldwide, airlines employed
over 28 million people and produced over
US$1360 billion in annual gross output. The
aviation industry is also a key component of
the travel and tourism industry that supported
roughly 192 million jobs in 1999 and gener-
ated an estimated US$3550 billion in revenue.

Of course, international airlines do more than
transport passengers and cargo, the carriers
also ‘carry the flag’ of the respective nations
around the world. This factor should not be
underestimated as a driver of individual and
government perception. When the bankruptcy
and subsequent grounding of the Swissair fleet
forced the Swiss football team to fly Aeroflot
to the qualifying match in Moscow, one article
reported this event as a ‘further humiliation for
the Swiss flag carrier’ (Hall et al., 2001).

In spite of these arguments for special sta-
tus, in the late 1960s and early 1970s, the
weight of opinion began to shift away from the
tight international and domestic regulation of
aviation; domestic deregulation and interna-
tional liberalization came to be seen as the best
means of lowering fares, increasing air traffic
and providing consumers with greater choices.
In the case presented here, we will explore the
reasons behind the move towards deregulation
and liberalization, review the effects on airline
service quality at both the domestic and the
international level, and discuss efforts to address
service and safety quality issues in the new cost-
conscious environment facing today’s airlines.

Changing Domestic Industry

During the 1930s and 1940s, national gov-
ernments around the world intervened to



ensure the development and survival of viable
domestic air transportation systems. Whether
intervening directly by assuming full or partial
ownership of national air carriers, as was com-
mon in Asia and Europe, or indirectly through
subsidies as in the USA, all governments felt
that it was necessary to establish a system of
tight regulation in air transportation.
Governments, through their designated agen-
cies, allocated routes, established fares, con-
trolled entry and exit into the market and
enforced standards on safety and service qual-
ity (Sinha, 2001; Rhoades, 2003). In this sys-
tem of tight domestic and international
regulation, carriers had only one avenue for
differentiating themselves from competitors –
service quality.

By the early 1970s, there were an
increasing number of studies that argued that
regulation forced competition based solely on
service, and thus created fares that in many
cases were 50% higher than comparable
intrastate (unregulated) fares. In addition, stud-
ies suggested that regulation forced carriers to
accept uneconomical load factors, raised
labour costs, protected inefficient carriers and
prevented the establishment of economies of
scale that would allow carriers to reduce unit
costs (Caves, 1962; Jordan, 1970; Kahn,
1971). In 1978, the USA became the first
nation to deregulate its domestic market. New
Zealand followed in 1983 and Australia in
1990. The European Union (EU), through a
process referred to as liberalization, removed
competitive barriers over a period of 10 years
through a series of three legislative packages
passed in 1987, 1990 and 1993.

Effects of deregulation

The expectation was that deregulation would
increase the number of carriers and lower fares
in domestic markets. Evidence prior to 2001
indicates that deregulation did not significantly
increase the overall number of carriers in the
Australian, New Zealand or European mar-
kets, although fares did fall in several cases
with the entrance of a new carrier.
Unfortunately, these new entrants generally
did not survive for long (Sinha, 2001). The

Australian market experienced a growth of
66% and an average airfare drop of 41.3% in
the year following deregulation, but both num-
bers have fluctuated in the years since as carri-
ers have started up and failed (Forsyth, 1991).
Recent entrants to the Australian market
include Impulse Airlines (recently acquired by
Qantas), VirginBlue (owned by Richard
Branson of Virgin Atlantic) and Australian
Airlines (a low-cost subsidiary of Qantas). In
Europe, the McKinsey Consulting Company
expects that 2001 and 2002 would be a turn-
ing point for European low-cost carriers which
appeared set to increase their overall share of
the intra-European market from 7% to 14%
over the next 5 years (Binggeli and Pompeo,
2002). The Boston Consulting Group pre-
dicted that German low-cost carriers would
achieve a 25% market share on routes to
European and German destination in 2003.
The low-cost market share of British and
French carriers is predicted to be even higher
at 55% and 30%, respectively (Flottau, 2003).
Overall, low-cost European carriers increased
capacity by nearly 50% between mid-2001
and mid-2002 and are set to continue to
expand into major carriers’ markets where a
company like Ryanair may have a seat-mile
cost that is half of their major carrier rivals
(Sparaco, 2002; Matlack et al., 2003). The
volatility of the current business climate in the
European airline industry can also be high-
lighted by recent industry restructuring that
began in 2001, which has seen the emergence
of 22 new entrants, while a record 40 carriers,
many of them small-sized companies, ceased
operations (Sparaco, 2002).

In the USA, where the market has expe-
rienced the longest sustained period of dereg-
ulation, airfares fell an estimated 33% in real
terms between 1976 and 1993 in large part
due to the number of start-up carriers entering
the market. At the same time, over 200 new
entrants started up and failed since 1978 in
the USA (Rosen, 1995). However, changing
market conditions, which preceded the events
of 11 September 2001, do not look
favourable for new start-ups at this time. With
the forces of economic instability, the open-
ness of Internet distribution systems and the
pricing information now in the consumer’s
hands, along with major corporate customers
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controlling air transport expenses (a major
source of airline revenue), airlines face a diffi-
cult operating environment that has led to the
bankruptcy of at least two major airlines,
United Airways and US Airways. While a
favourable market position is forecasted for
low-cost airlines (Southwest, JetBlue,
AirTrans), the US industry will have to undergo
a restructuring period to adapt to changing
market forces (Velocci Jr, 2002).

Trends in US service quality

The effect of deregulation on airline service
quality has not been widely studied and there
are few empirical studies examining the pre-
and post-deregulation levels of service quality,
although there is a general consensus in the
USA that service quality has declined signifi-
cantly (Kahn, 1990). Prior to the 1978 US
deregulation of the airline industry, service
standards were set by the Civil Aviation
Bureau. Delivering quality was a matter of con-
forming to standards. Since deregulation,
defining airline quality has become more prob-
lematic. By and large, surveys of frequent fly-
ers have been used by such organizations as
the Frequent Flyer magazine or Condé Nast
to rank airlines on issues considered key to
customer satisfaction such as on-time per-
formance, airport check-in, schedule, seating
comfort (Glab, 1998). While such surveys are
an interesting source of information, it is diffi-
cult to compare across surveys or even to
examine individual airline performance across
time (Rhoades and Waguespack, 2001).

The US Government began publishing
the Air Travel Consumer Report in 1987.
This report includes information on on-time
performance, flight problems, denied board-
ings, fare complaints, mishandled baggage and
other forms of customer complaint. One of the
first attempts to use these data to examine air-
line quality was the Airline Quality Rating
(AQR) report, which was first released in
1991. The AQR was a weighted measure of
19 factors including airline safety measures,
service factors (taken from the Air Travel
Consumer Report) and financial performance
measures. This measure was criticized on a
number of counts including the negative

weighting it assigned load factor, the failure to
address service factors such as seat comfort
and prices, and the difficulty in sorting out the
effects of safety, service and financial per-
formance on airline quality. The AQR was
recently changed to address these concerns
(Bowen and Headley, 1999; Rhoades and
Waguespack, 2001).

The data reported in this study of service
quality also come directly from the Air Travel
Consumer Report. These data are systemati-
cally collected each month from US carriers
and can be compared across years. Since the
data are reported in raw form, the study has
normalized it by the total number of depar-
tures recorded for each carrier in that year.
Table 8.1 examines the trend for the ten major
US carriers. The numbers represent the total
number of service problems from the above
categories per yearly departures, a measure of
service ‘disquality’ per departure. As the data
indicate, service quality improved for the
industry as a whole from 1987 to 1993 then
began to decline dramatically reaching levels in
2000 that led many in the USA to call for re-
regulation of the industry and the passing of
‘passenger bill of rights’ legislation. While the
effort to pass legislation has stalled in the
USA, the movement has gained support in
Europe with the European Commission (EC)
moving forward with legislation, which would
increase the compensation levels owed to cus-
tomers when facing service difficulties, such as
denied boardings, is expected to pass in 2003
(Baker and Field, 2003). Evidence from a sim-
ilar study of service and safety quality con-
ducted on US national and regional carriers
found that there is a significant level of varia-
tion in service levels within this group of carri-
ers. Some carriers posted service levels better
than their major counterparts while others
demonstrated a serious inability to achieve
even the average service quality level of their
peers (Rhoades and Waguespack, 2001).

The two studies cited above deal with
basic service, i.e. the ability to ticket passen-
gers correctly, check them in and fly them and
their baggage from point A to point B on time.
The studies do not address the issue of ameni-
ties such as meals, frequent flyer programmes,
legroom or entertainment. However, as
noted above, domestic air transportation is
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Table 8.1. Total quality rates for major airlines.

Airlines 1987 1988 1989 1990 1991 1992 1993 1994 1995 1996 1997 1998 1999 2000 2001

Alaska 0.4793 0.3907 0.3799 0.3810 0.3048 0.3535 0.3054 0.3269 0.3908 0.5184 0.5113 0.5175 0.4174 0.2603 0.2164
America 0.6631 0.6654 0.5399 0.6910 0.5054 0.3549 0.3693 0.3991 0.4296 0.4148 0.2943 0.3411 0.4087 0.6144 0.3932

West
American 0.8078 0.6497 0.5851 0.5444 0.3799 0.4424 0.4149 0.3664 0.3965 0.4430 0.3843 0.3614 0.4162 0.4481 0.3573
Continental 0.6017 0.4785 0.4945 0.4192 0.3905 0.4781 0.4482 0.4649 0.3320 0.2949 0.2799 0.3116 0.3507 0.4435 0.3681
Delta 0.6252 0.5970 0.5710 0.5006 0.4435 0.4858 0.4634 0.4364 0.4657 0.5235 0.4534 0.4443 0.4758 0.4847 0.4035
Northwest 0.6457 0.6240 0.5508 0.5281 0.4072 0.4157 0.4072 0.4239 0.4637 0.4034 0.4571 0.5216 0.3879 0.4326 0.3345
Southwest 0.8212 0.4943 0.3621 0.3030 0.3070 0.3063 0.3003 0.3395 0.3362 0.3110 0.2838 0.3446 0.3366 0.4167 0.3845
TWA 0.5218 0.4374 0.6046 0.6177 0.4927 0.5427 0.3353 0.4134 0.4703 0.4674 0.4234 0.4626 0.4756 0.5804
United 0.4928 0.4990 0.6029 0.5605 0.5095 0.5097 0.5241 0.4882 0.4650 0.6169 0.5958 0.7507 0.6745 0.6242 0.4737
US Airways 1.0052 0.8152 0.5770 0.3924 0.3414 0.4003 0.3596 0.4057 0.3520 0.3949 0.3236 0.3277 0.3955 0.3697 0.2941
Industry 

average
Quality 0.6664 0.5651 0.5278 0.4938 0.4082 0.4289 0.3928 0.4064 0.4102 0.4388 0.4007 0.4383 0.4339 0.4675 0.3584

by year
Confidence

interval
Upper limit 0.7859 0.6568 0.5900 0.5789 0.4639 0.4836 0.4445 0.4432 0.4504 0.5091 0.4771 0.5348 0.5024 0.5488 0.4142
Lower limit 0.5469 0.4734 0.4636 0.4087 0.3525 0.3743 0.3410 0.3696 0.3700 0.3686 0.3243 0.3418 0.3654 0.3861 0.3025



increasingly forecast to be the domain of the
low-cost, no-frills carriers, where consumers
are willing to trade service features for price
benefits. International service though, due to
the long times involved in travelling, continues
to strive for higher levels of service amenities,
but even these amenities are coming under
increasing financial scrutiny (Piling, 2003).

Changes in the International Air
Transport Industry

The international system that emerged in air
transportation after the end of the Second
World War was in many ways regulated tighter
than domestic aviation. In the absence of a
multilateral system governing air service rights,
governments negotiated on a one-to-one basis
for the right to fly passengers and cargo
between their home markets and other
nations. These bilateral air service agreements
designated the routes to be flown, carriers eli-
gible to fly and frequency of flights to be
allowed. Any changes in the agreed system
required carriers to petition their government
to reopen negotiations with the other nation
involved. Since reciprocity or the exchange of
rights was considered a guiding principle of air
service agreements, no country would agree to
increase the rights of one nation’s carriers
without receiving similar rights for its own car-
riers. In this system, the International Air
Transport Association, a trade association
composed of international carriers, set fares
and established the technical means of coop-
eration between carriers. Fares for a given
route were set to ensure that carriers made
money; revenue sharing was employed to
ensure that carriers profited equally from the
carriage of passengers on that route (Graham,
1995; Toh, 1998). These fares and arrange-
ments were acknowledged by national govern-
ments within their approved bilateral air
service agreements.

Having deregulated its domestic markets,
the USA began to pursue an international pol-
icy that was aimed at eliminating what it per-
ceived as the key barriers to free market
international aviation. To achieve its vision, the
USA began to negotiate a series of so-called

open skies bilateral agreements that remove
restrictions on pricing, capacity and routes
(Rhoades, 2003). The first such agreement was
signed with the Netherlands in 1992; however,
the open skies movement did not gain momen-
tum until 1997 when some 15 nations joined
the open skies regime. By the end of 2001, 56
nations had signed open skies agreements with
the USA. One key element not included in US
open skies agreements is cabotage (also known
as the ‘Seventh Freedom’), which is the right of
a ‘foreign’ carrier to transport passengers or
cargo between two points within another coun-
try. Europe also began to move towards the
creation of a single aviation market that would
eventually permit a carrier established in an EU
country to offer service between any two points
in Europe (including two domestic points within
another EU country) while allowing the market
to determine price and capacity. The
Association of European Airlines (AEA) has
recently proposed extending the single
European aviation market across the north
Atlantic creating a Transatlantic Common
Aviation Area (TCAA), a single common avia-
tion market between Europe and the USA
(Association of European Airlines, 1999;
Flottau and Taverna, 2002).

While many countries have entered into
open skies treaties, there are still other coun-
tries and airlines who have complained about
the process. To these critics, the open skies
process was just another artificial trade barrier
as the treaties tended to be affirmed at the
same time that an airline alliance was seeking
US anti-trust immunity. The complaint is that
the open skies treaties do not allow cabotage,
foreign ownership or effective foreign control
of domestic airlines; they simply create more
opportunities for collusion between airlines by
opening up the possibility of anti-trust immu-
nity (Walker, 1998). At the end of 2002, the
European Court in a ruling stated that portions
of the open sky treaties signed by individual
member states were in fact illegal. While a
period of uncertainty has been introduced, it is
expected that the EC will receive a mandate to
negotiate on behalf of all EC members (Field,
2003). The impact of this ruling could hasten
the creation of a TCAA and possibly open the
US market for cabotage and foreign owner-
ship of airlines (Flottau and Taverna, 2002).
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Effects of liberalization

A recent report has concluded that average
fares to open skies countries have declined by
20% since 1996 (US Department of
Transportation, 2000). In Europe, evidence
indicates that liberalization has increased the
number of cross-border routes served as well
as the frequency of flights offered on all intra-
EU routes. According to a study conducted by
the Civil Aviation Authority of Great Britain,
fares have declined on routes served by three
or more carriers (Abbot and Thompson,
1989; Civil Aviation Authority, 1995;
Humphries, 1996; Morrell, 1998).

Although the number of cross-border
routes served and the frequency of flights
offered have increased, at least one important
goal of liberalization has not been fully realized
– to increase competition by encouraging new
carriers to enter international markets and exist-
ing carriers to add new routes. In fact, most
international carriers have chosen not to serve
additional markets directly but to enter into a
variety of alliance relationships with other carri-
ers in an attempt to service the largest number
of destinations most frequently. Three issues
may account for an airlines choice of alliances
over direct entry. Firstly, the use of alliances
reduces the cost of entry into new markets.
Secondly, alliances allow carriers to ‘serve’ mar-
kets that may not otherwise generate enough
traffic to be profitable. Thirdly, carriers are
often reluctant to invest in new routes when
there is uncertainty about government reactions
to increased competition with national carriers.

As Table 8.2 indicates, the number of airline
alliances has increased dramatically since 1994.

By far, the overwhelming alliance activity
engaged in by the airlines is known as code shar-
ing. Code sharing occurs when two airlines
agree to offer a flight in which each carrier oper-
ates its own separate leg of the journey. For
example, a US and a British carrier may agree
that on a flight from Chicago to London, the US
carrier will fly the Chicago–New York leg and
transfer passengers in New York to the British
carrier who will then fly the New York–London
leg of the journey. Code sharing allows airline to
‘serve’ many destinations without actually flying
to them, therefore eliminating the need for local
facilities, personnel, landing slots, etc. Many of
these destinations may also not generate
enough traffic to fill the aircraft of major inter-
national carriers, thus making them uneconom-
ical to serve. When code sharing is combined
with arrangements that allow carriers to utilize
the baggage handling, check-in and mainte-
nance facilities of alliance partners, it can result
in major cost savings. Alliances that coordinate
on computer reservation systems and marketing
may also generate more passenger traffic and
revenue. This can be done through the coordi-
nation of prices, take-off and land schedules and
joint marketing efforts. In order for this level of
coordination to take place between ‘competi-
tors’, national governments must waive many
of their policies relating to competition (or 
anti-trust as it is called in the USA). The US gov-
ernment actually ties anti-trust immunity to the
signing of open skies agreements. The EC has
tied approval of alliances largely to the relin-
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Table 8.2. Alliance summary 1994–2001.

1994 1995 1996 1997 1998 1999 2000 2001b

Number of alliances 280 324 389 363 502 513 579 548
With equity stakesa 58 58 62 54 56 53 – –
Without equity 222 266 327 309 446 460 – –
New alliances 21 34 26 56 84 79 72 79
Number of airlines 136 153 159 177 196 204 220 163

Source: Airline Business, June 1994–June 2001.
aEquity calculations change beginning in 2000.
bThe drop in total alliances and airline is largely attributable to the end of the qualifier alliance and the bankruptcy of
Swissair and Sabena.



quishment of landing slots at key European
airports (Rhoades, 2003).

The other notable trend in airline alliances
has been towards the formation of the so-called
mega-alliance, a wide-ranging agreement
between multiple carriers to cooperate on
everything from code sharing to maintenance
to facility sharing. Table 8.3 shows the current
membership in the four mega-alliances (Ott,
2002). These mega-alliances, formed by the
airlines in the late 1990s to provide a global air
transportation network to their customers, are
themselves branded entities with the exception
of Wings which is the unofficial name assigned
in the industry to the Northwest–KLM alliance.
An ongoing issue with these mega-alliances is
the constant evolution of the alliance members
(Ott, 2002; Baker and Field, 2003). As alliance
members must constantly react to various eco-
nomic, regulatory and competitive forces both
locally and globally, this puts a strain on any
alliance relationships. With the worldwide
deregulation trend accelerating, and therefore
the potential for airline consolidation increas-
ing, the control and ownership of national air-
lines also impacts on alliance formation. For

example, in 1999, Air Canada faced the
prospect of takeover by Canadian Airlines
(which has since folded) that would have moved
the airline from the Star Alliance to the
Oneworld grouping. As this article is being pre-
pared, Qantas, which is a member of
Oneworld, is attempting to acquire a large
stake in Air New Zealand, a Star member,
which would effectively force Air New Zealand
to exit the Star Alliance. In the USA, an
announced domestic code-sharing agreement
among Delta, Northwest and Continental may
have an unknown impact on the SkyTeam and
Wings alliance.

International alliance quality

While the strategic alliance may allow an air-
line to reduce costs and serve markets without
an actual presence, it does generate several
problems. One major problem relates to the
ability of the carrier and alliance to brand
themselves in the eyes of the travelling public.
A more critical problem involves the ability of
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Table 8.3. International mega-alliances.

Oneworld SkyTeam Star Wings

Aer Lingus Aeromexico Air Canada KLM
American Airlines Air France Air New Zealand Northwest
British Airways Alitalia All Nippon Airways Continentala

Cathay Pacific Czech Airlines Austrian Airlines
Finnair Delta Air Lines bmi, British Midlands
Iberia Airlines Korean Air Lauda Air
LanChile Lufthansa Airlines
Qantas Airways Mexicana

SAS
Singapore
Thai Airways
United Airlines
Varig

Annual Pax (m) 227.5 220 302 110
Fleet 1974 1224 2123 1276
Destinations 563 507 700 531

Source: Alliance membership, Ott (2002), ‘Alliances may be fewer, but savings will improve’, Aviation Week and Space
Technology, November 18, 65–68. Alliance performance data – Star Alliance factsheet (2003); Northwest Investor
Report (2003); Continental Investor Report (2003); SkyTeam Communications (2003).
aData for Continental combined with Northwest (NW)/KLM information. While not an official member of Wings, the
broad code-share agreement with NW does increase the access and reach of Wings.



alliance partners to coordinate service quality
across the different carriers.

Coordinating alliance branding

For many airlines, the move into a global
alliance brings a brand dilemma to the fore-
front (Piling, 2001). While the airline is often
tied to its national identity, the airline wants to
project a global image. Therefore, the airline
has to project two brand images at once, the
‘home’ national brand and the global alliance
brand. The goal of many alliance-branding
efforts is to assure the global air traveller that
a certain level of quality, efficiency and service
exists across the alliance. So, while national
identities are not likely to disappear and be
replaced by a true global alliance brand iden-
tity, the global alliance brands are developed as
one way of representing the alliance’s quality
to the passenger.

Coordinating alliance quality

Since alliances involve structurally and legally
independent firms, cross-alliance teams are
frequently used in an attempt to ensure quality
of lateral/cross-airline processes. In addition, a
uniform awareness of organizational culture
plays an important role in airline and alliance
quality efforts (Ainsworth et al., 2001).

Cross-alliance teams

The use of cross-alliance teams is expected to
generate effects similar to cross-functional
teams, which have linked to innovation (Sethi
et al., 2001), product quality (Sethi, 2000),
collaboration (Freedman, 2000) and organiza-
tional commitment and shared identity (Irvine
and Baker, 1995). However, as Freedman
(2000) pointed out, simply creating such cross-
alliance teams is not enough to ensure quality
across the alliance. Careful consideration must
be given to such factors as team composition,
team leadership and team contextual variables.
Composition is particularly critical because
team members must not only be proficient in
their own specific task, but also be able to work
as part of a team, e.g. have teamwork skills.

Several attempts have been made to clarify
‘teamwork’ and the skills involved therein.

Although there are a variety of different
approaches to defining teamwork, almost all
definitions emphasize collaborative effort and
communication in order to build trust and coop-
eration (Brown, 2002). A variety of skills have
been identified as prerequisites for teamwork.
These include: interpositional knowledge, or
knowledge of teammate roles, tasks and infor-
mational requirements; the ability to adapt to
unpredictable situations; a willingness to moni-
tor each other’s behaviour; the ability to provide
feedback and motivational reinforcement, struc-
ture and organization for each other; assertive-
ness; and conflict resolution skills (Cannon-
Bowers and Salas, 1998). Thus, careful selec-
tion and appropriate training are required to
ensure that cross-alliance teams have the nec-
essary knowledge and skills to perform their
quality assurance functions effectively.

Team leadership is critical in that the team
leader impacts not only the team’s perform-
ance in terms of effectiveness but also influ-
ences such factors as team mood, cohesion and
commitment (Komaki et al., 1989; George,
1995; Korsgaard et al., 1995). Team contex-
tual variables cover a gamut of issues within the
areas of the organizational context and team
boundaries – particularly the degree of integra-
tion and differentiation (Sundstrom et al.,
1990), the nature of the industry, the degree of
environmental turbulence and the designs of the
team member’s respective organizations. These
issues will influence such factors as the amount
and type of support for the team, the amount
of autonomy given to the team, the permeabil-
ity of the boundary between the team and other
organizational units, the organizational climate
and the availability of dependable measurement
systems for providing feedback to the team
(Keller, 1994; Eisenhardt and Tabrizi, 1995).

Creating culture

A second critical consideration in assuring
alliance service quality is organizational culture.
Research in acquisitions and mergers has con-
sistently shown that cultural clashes are one of
the primary causes for integration failures (Hall
and Norburn, 1987; Buono et al., 1989).
Thus, Levinson and Asahi (1995) noted that
interorganizational learning in strategic
alliances requires attention not only to structural
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and technological factors but also to cultural fac-
tors. Ainsworth et al. (2001) found that beyond
the specific airline operations background, the
one ‘mandatory element’ of an alliance execu-
tive’s background is cultural sensitivity.

Larsson and Lubatkin (2001) examined
‘cultural clashes’ in 50 mergers, and concluded
that social controls, such as training, cross-
visits, retreats, celebrations and similar social-
ization rituals, were the most effective method
of creating a joint organizational culture. Thus,
while cross-alliance teams may be one method
of working to ensure intra-alliance quality, it
may also be desirable to ensure that the cul-
tures of the alliance partners with regard to
quality ‘fit’ and if they do not, to institute a def-
inite programme of interorganizational learn-
ing in order to develop a joint culture that
emphasizes quality.

Conclusion

The world’s airlines are being asked to choose
whether they will compete as low-cost, no-frills
carriers or as traditional full-service carriers. In
domestic markets around the world, con-
sumers are increasingly choosing low-cost car-
riers. These consumers want low prices but
they also expect good basic service. On the
other hand, international long haul travellers
continue to prefer the traditional carrier with
all the amenities that they have come to expect
from such carriers. Meeting these expectations
in the complex environment of the strategic
alliance has challenged the ability of airlines to
work together in cross-alliance teams. It has
also made it essential that airlines examine the
quality culture within their own carrier and
between the carriers within their alliance.
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Introduction

The increasing importance and growth of
tourism and hospitality services as a major
global industry has been of interest to academ-
ics and practitioners alike. Today, firms com-
pete on the basis of services provided, not on
the basis of physical products (Gronroos,
2000). The competitive advantage of the serv-
ice component within the hospitality and
tourism offer has become increasingly evident
as customers increasingly perceive little to dif-
ferentiate between the myriad of comparable
product offerings. For example, to a tourist,
there are limited differences between one hotel
and the other, or one tour operator and the
other. While their product offerings are largely
similar, within their services there may be con-
siderable difference – not in what is being
offered, but in terms of how it is being offered.
This how is the true outcome experience of
the service that manifests true value to the cus-
tomers.

Advances in information technology (IT)
have not only reduced the life cycle of services,
since service features are often emulated, but
have also assisted in their innovation and effi-
ciency. The global marketplace and the chang-
ing nature of business demands that hospitality
and tourism firms interact with their customers
and business partners using technology to pro-
vide services and information instantaneously

across international borders. Essentially, such
service interactions relate to ‘high-touch’ (tra-
ditional face-to-face interaction) and ‘high-
tech’ (those interactions that take place over
a long distance via a technology interface).
Moreover, services, whether provided face-to-
face or at a distance, form a required compo-
nent of almost every hospitality and tourism
business enterprise, and essentially constitute
the factor determining the firm’s success in the
global marketplace.

Changing Marketplace

The emergence of the global marketplace has
compelled the hospitality and tourism industry
to transform itself into a truly customer-
focused business enterprise – irrespective of
the products and services sold. Services have
thus become the recognized value assessment
variable for predicting a hospitality or tourism
firm’s success. Moreover, services have
become the uncompromisable core compo-
nent of hospitality and tourism business and,
from a management perspective, they have
evolved to assume a strategic function. There
has thus been a shift from production orienta-
tion to service orientation – essentially trans-
forming hospitality and tourism into a service
business. Hospitality and tourism firms’ service
function is concerned with almost every activ-
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ity or component of the firm, and includes:
people, process or physical evidence (both
tangible and intangible evidence representative
of the firm from the customer’s perspective);
internal and external customers; and the vari-
ous networks, alliances and partners
(Kandampully, 2002a). Indeed, external rela-
tionship networks have become an essential
prerequisite if hospitality and tourism firms
are to acquire the capabilities and know-
ledge required to serve the holistic needs of
customers.

Service leaders successfully introduce
products and services to the market far in
advance of customer expectation. Moreover,
in the customer’s mind, a firm maintains its
market-leadership position by continuing to
operate at the cutting-edge and by extending
conventional parameters. Service firms today
are expected to delight customers with their
creativity and innovation. Thus, in operational
terms, innovation can be translated as a firm’s
foresight to ‘think for the customer’ by creat-
ing services that ‘drive’ the marketplace in
offering superior value to the customer
(Kandampully, 2002a). Thus to stay ahead in
competition, hospitality and tourism firms
must constantly innovate and manage the serv-
ices they offer. Furthermore, as the core bene-
fit of business, services should maintain their
central position by ensuring a meticulous focus
on quality and value. This central position of
services as the benchmark within hospitality
and tourism businesses necessitates a holistic
and strategic perspective of services, and one
that renders them capable of interlinking with
all other activities of the business. The increas-
ing use of technology to support various busi-
ness activities has made it possible to maintain
standards, and to coordinate and support
activities throughout the organization.

Technology has traditionally been viewed
as the key to productivity in manufacturing
industries. However, in recent years, technol-
ogy has assumed greater significance in service
industries such as hospitality and tourism.
Technology should be used as a tool, imple-
mented to enhance the effectiveness of
employees and the system, and ultimately to
reflect on customer satisfaction (Bensaou and
Earl, 1998). Technology, Berry (1995) argues,
should be the servant not the master, and

engender its users with more control in achiev-
ing what they wish to accomplish. Technology,
thus, is not intended to replace labour input,
but to offer support and to elevate the compet-
itive advantage of hospitality and tourism
organizations by enhancing their employees’
capacity to offer superior service. Market com-
petition has thus forced hospitality and tourism
firms to incorporate modern technology into
their key offerings to discerning customers,
who have little product loyalty. To do otherwise
is to risk losing out to competitors who have
adapted their strategies to the technology-
based competitive environment (Bitner et al.,
2000; Olsen and Connolly, 2000).

Moreover, information and its timely
access through technology are often crucial to
the effective functioning of the various internal
activities in hospitality and tourism firms, fac-
tors that may be deemed to be particularly per-
tinent in nurturing employee empowerment.
Hospitality and tourism firms can effectively
utilize IT to support instantaneous access to
information and, essentially, to motivate and
energize hospitality and tourism employees to
embrace empowerment and perform at
exceptional levels of service by facilitating
action in any given situation – to serve both
internal and external customers. IT presents
service firms with the opportunity to store dig-
ital information. Such digital information has
become a powerful tool in the workplace by
enabling junior members of a hotel or tourism
firm to assume responsibility, and to make on-
the-spot decisions without the need to consult
senior management. Junior members of staff
who are equipped with both decision making
information and customer information will be
able to modify the firm’s service offer to meet
customer-specific requirements without delay.
IT will also assist the sharing of important
information between different units of a multi-
unit firm, different departments of a hotel or a
tourism firm, and between different levels of
staff; this can effect faster and better decision
making throughout the organization.

Customer data collection and its dissemi-
nation to various hotels of an international
hotel chain has become common practice in
endeavours to enhance customer service. At
La Mansion del Rio Hotel in San Antonio,
Texas, USA, employees are trained to gather
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information about customer preferences for
their database; this is further analysed and uti-
lized in customer-focused initiatives throughout
the hotel (Peppers and Rogers, 2000, p. 115).
IT, thus, represents a new addition to the list of
skills traditionally required from hotel and
tourism employees. Within this technology-
oriented new hospitality and tourism business
environment, it is thus not experience, but
immediate access to information at all func-
tional areas of the firm that will prove invalu-
able to employees in the delivery of exceptional
service.

To survive and prosper in this new global
marketplace, it is therefore imperative that hos-
pitality and tourism firms continually innovate
the services they offer while they simultane-
ously manage the quality of services valuable to
the customers – every time all the time. This,
however, not only requires a strategic focus,
but a collective orientation. In this chapter, we
discuss the use of a ‘service system’ capable of
bringing together the internal activities of the
organization and under a focus of superior
service delivery (Kandampully and Duddy,
2001). The benefit of the service system,
according to them, is the outcome of the col-
lective efficiencies of three strategies: (i) service
empowerment; (ii) service guarantees; and (iii)
service recovery. A cohesive service system
that permeates the conceptual and operational
interrelationships of the entire organization will
not only help the firms to excel in service deliv-
ery, but the outcome will prove difficult for
other organizations to emulate, thereby prof-
fering a competitive advantage.

Service Empowerment

Over the last three decades, both theory and
practice have concluded that people are the
key to both creating and sustaining an organi-
zation’s quality of service. According to Peters
and Austin (1994, p. 98), irrespective of
where the technology leads, quality comes
from people. Schneider (1994) similarly
expresses the view that ‘the people make the
place’. Many researchers and practitioners
have likewise identified the crucial role of the
‘people’ factor in organizations (Albrecht and

Zemke, 1985), particularly in relation to the
customer’s perception of enhanced service
value. Such perceptions are increasingly rec-
ognized as central to an organization’s contin-
ued success (Henry, 1994). For example,
Crosby and Stephens (1987) found that the
personal contact of the service provider was
the strongest influence on overall customer-
service satisfaction. Moreover, there is increas-
ing acknowledgement that service value is
associated not with production, but with what
the customer receives. Exceptional service, or
service that leads to customer delight, requires
organizations to ensure a continuous transfor-
mation of service – not in terms of what is
being offered, but rather how it is being
offered. The role of service personnel has,
thus, become an increasingly important con-
struct in the customer’s perception of service
value (Grieves and Mathews, 1997).

In recent years, empowerment has
emerged as the new orthodoxy of managing
human resources and has been promoted, at
least by its proponents, as central in extricating
an employee’s potential resourcefulness by
enabling them to assume increased responsibili-
ties, and to be more accountable for their
actions (Keenoy, 1990). Empowerment encour-
ages employees to exercise initiative and to use
their imagination in every aspect of their day-to-
day work, to improve or better their work, and
rewards them for taking self-directed action.
Customer requirements frequently extend
beyond departmental boundaries, rendering it
necessary for employees to operate across func-
tional boundaries.

Lawler (1992) presents a strong concep-
tual argument that advocates employee
involvement as a prerequisite to the concept
of empowerment. He believes that in organi-
zations where employee involvement in
empowerment is the norm, it would have a
direct effect on four organizational perform-
ance variables, such as cost and productivity,
quality, speed in responding to customer
requests and innovation. Additionally, when
employees are engaged in decision making,
the result is often enhanced employee
commitment to addressing the needs and
objectives of the organization.

Underlying empowerment is the premise
that an employee’s values will be in line with
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those of the organization. Organizations must
be prepared to allow employees the freedom
to act and to make decisions based on their
own judgement. For example, if a service
employee is empowered, then that employee
must be allowed to decide how best to deal
with the needs of the customer, and should
assume accountability and responsibility for
dealing with problems of customer complaint
and operational bottlenecks. Clearly, empow-
erment would allow the flexibility necessary to
respond quickly to the needs of customers.

Moreover, empowerment provides the flex-
ibility and confidence that allows individuals to
be more imaginative in creating new solutions
that meet customers’ needs (Antonacopoulou
and Kandampully, 2000). This implies that
rules and regulations to be followed should not
govern employees’ actions. Empowerment is
essentially the opposite of doing things by the
book. At times, it is often seen that service
personnel are willing to do the unusual to meet
the needs of the customer. However, organiza-
tional rules and procedures commonly impinge
on the willingness of employees to go beyond
their job task to serve customers’ needs.

One of the most cited service organiza-
tions, with reference to their management
style, is Nordstrom’s rulebook. Nordstrom is a
department store chain based in Seattle, USA.
Nordstrom’s management philosophy encour-
ages the development of a strong service cul-
ture. Its salespeople focus their attention, not
on sales, but in forming long-term relation-
ships with individual customers by personal fol-
low-ups and an unusual degree of personal
catering. The business culture presents them
with the ideal opportunity to take the initiative
in developing the customer relationship.
Nordstrom has relatively few rules and regula-
tions; it relies on the leadership of the store
and the departmental heads to instill the pri-
mary values of service-oriented selling into all
new employees. An excellent example of this
is Nordstrom’s employee handbook. It reads
just this:

Use your own good judgment in all
situations

There will be no additional rules.
Please feel free to ask your department
manager, store manager or division general
manager any question at any time.

There are two dimensions to empowerment:
(i) organizational and (ii) personal. Giving
employees overt permission and encourage-
ment to work creatively is in the customer’s
best interests. Management’s responsibility is
to support their employees’ efforts and to treat
them as management requires their customers
to be treated. Employees in such situations
need to be rewarded in a timely fashion and
applauded for their initiatives, triumphs and
achievements. This issue also implies a culture
that encourages employees to experiment with
new ideas (service innovation), and to be
afforded mistakes when their intentions are for
the right reason, thus providing the opportu-
nity to learn and improve. Such a culture is
comparable to the image of the ‘Learning
Organization’ (Antonacopoulou, 1998).

There are several examples of organiza-
tions which reflect this philosophy. One such
example is the SAS Airline. In his book
Moments of Truth, Carlzon (1989), CEO of
SAS Airline, recounts how his organization
was forced to readjust its systems and policies
to empower employees. An organization’s
rules, regulations, policies and structures are
set in place to assist their employees to be
able to serve the customers better; if they are
not, then one has to redesign those which
restrict an employee’s opportunity to offer an
exceptional quality of service. It should not be
necessary for an employee to work against
the system in meeting a customer’s special
needs.

Another example is Federal Express,
which is one of the most talked-about organi-
zations in the international arena. It is their
management philosophy and organizational
culture which impresses most. Federal Express
is a high-involvement, horizontally coordinated
organization that responds to customers with
empowered employees who are encouraged to
use their judgement above and beyond the
rulebook. In 1990, Federal Express became
the first service organization to win the highly
coveted Malcolm Baldridge National Quality
Award. The company’s motto is ‘People, serv-
ice and profits’. Their organization’s strengths
are embedded in their ability to manage their
business through self-managing work teams,
where managers and workers receive bonuses
through profit-share schemes. Under these



circumstances, empowered employees work
creatively and flexibly to serve the individual
and often diverse needs of their customers.

A pay cheque might keep a person on the
job physically, but it will not keep a person on
the job emotionally. Service leaders such as
‘Ritz-Carlton Hotels’ clearly communicate the
firm’s commitment: trust in every employee
and pride in the dignity of every employee’s
contribution to the organization and the value
they offer to customers. Ritz-Carlton proclaims
that ‘We are Ladies and Gentlemen Serving
Ladies and Gentlemen.’ This unique state-
ment, known as the ‘Credo of Ritz-Carlton’, is
today synonymous with trust and superior
service – both within customers and employ-
ees – rendering it the most valuable and mar-
keted commodity of their organization
(Kandampully, 2002a).

These examples indicate how empower-
ment can represent not merely another fad
superficially applied, but a central characteristic
of a hospitality and tourism company’s ethos
and culture. It is argued here that the empow-
erment orientation of a firm should extend the
concept of flexibility to encompass more than
those aspects normally considered people-
related. Service empowerment will prove effec-
tive only if the firm’s internal supporting
systems engender sufficient flexibility to permit
empowered employees to undertake creative
modification (service innovation) of their job
tasks – and to therefore deviate from the firm’s
standard processes and systems – for the ben-
efit of the customer (Hamel and Prahalad,
1989, p. 67). By nurturing service empower-
ment, managers are essentially creating com-
petitive intelligence within all employees and at
every level of the organization to build the
firm’s competitive advantage (Hamel and
Prahalad, 1989, p. 67). Empowerment should
thus permeate all functions and activities of the
firm if its true potential is to be realized.

Empowerment per se may not prove
effective unless management shifts its mindset
to acknowledge that it is the contribution of
the human mind (knowledge) that will play a
major role in tomorrow’s service industries
(Peters, 1994). Indeed, every enterprise today,
whether we are referring to a hospitality,
tourism or computer software business, will
operate in the global market and an age of

technology and knowledge; hence, the ‘cre-
ativity’ of the people within the organization is
more valuable than ‘experience’ in the innova-
tive world of business. Business success will
depend on an organization’s ability to imagine
and/or create a need (Pilzer, 1990). It can
therefore be argued that innovation in services
reflects the creativity of the human mind
(knowledge). It is, indeed, progress into the
unknown – through new knowledge – that will
enable an organization to attain wealth and the
all-important competitive advantage (Kelley,
1997). It is the people within a service organ-
ization who create and innovate an organiza-
tion’s service offer, as service differentiation
comes from people and their contribution to
the infinite field of knowledge.

In the past, labour represented, and was
considered by management to be the
inevitable cost incurred in the production of
goods and services. However, according to the
present understanding of ‘resources’, labour is
valued not in terms of physical assistance, but
in terms of mental contribution. The labour
within an organization or country is no longer
a designated cost but a valuable resource. The
true economic value of a person is primarily
attributed to his or her knowledge and creative
skills (Kandampully, 2002b). This view is high-
lighted by Moody (1991) in the New York
Times Magazine with his assertion that
‘Microsoft’s only factory asset is the human
imagination’. Hamel and Prahalad (1989,
p. 67) suggest that managers nurture and
develop competitive intelligence at every level
of the organization in order to build the firm’s
competitive advantage. A similar view is held
by SONY’s chairman, Morita (1988), who
indicated that it is not the manual labour of
employees that allows a company to dominate
the global market, but the contributions of the
employees’ minds.

Empowerment, as discussed here, is
beyond the concept of a single strategy; it is
the concept of creating a thinking and cre-
ative mind within the organization. Hence
empowerment should be viewed as only one
part of a holistic service strategy, since
empowerment alone may not prove sufficient
to proffer the firm a competitive advantage
unique in the marketplace. Service firms not
only have to create new and innovative serv-
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ices and convince customers to use them, but
also need to acquire instantaneous feedback
of their changing needs. More pertinently,
ensuring that the innovative and creative serv-
ices of the firm are supported by a superior
quality of service – every time all the time – is
imperative. The concepts of service guaran-
tees and service recovery can be effectively
employed to achieve such a result. 

Service Guarantees

If a firm is to gain market leadership in this
hypercompetitive global market, it must inno-
vate and offer new services far in advance of
customer request. It is therefore essential that
managers adopt strategies that will entice cus-
tomers to use the services on offer. Whether it
is a new service or existing service, customers
understand that they take a higher risk in
choosing a service because of the intangible
nature of its outcome and the fact that:

● services cannot be tested;
● services cannot be returned;
● services cannot be reworked.

Customers subsequently perceive a greater risk
when buying hospitality and tourism services
than when buying products (Zeithaml, 1981).
It is thus evident that, to attract prospective
customers and maintain market leadership,
hospitality and tourism firms are required to
reduce customer-perceived risk. In the past
few years, service guarantees have gained con-
siderable support and recognition among prac-
titioners and academics as a unique and
effective strategy in reducing customer risk.
Moreover, service guarantees will not only help
eliminate the perceived risk of customers, but
also assist the firm to:

● reinforce the service promise;
● enhance immediate customer feedback;
● identify fail points in the organization;
● communicate service standards to both

internal and external customers;
● increase customer satisfaction;
● develop a service-oriented culture; 
● communicate their commitment to the con-

sistent quality of their service offering.

A service guarantee, from the perspective of
the customer, thus has the potential to help
firms manage many internal and external fac-
tors more effectively than ever before. It has
been established that hospitality and tourism
firms that assume the commitment to offer
service guarantees command a substantially
greater market share (Sowder, 1996), enabling
them to enhance the value of their offer and to
gain a premium price for their services (Hart,
1988). For example, Promus Hotel
Corporation’s 100% satisfaction guarantee
elevated their ‘Hampton Inn’ hotels to the top
of the service league. PULSE research shows
that 84% of companies communicate their
dedication to quality to their customers
through service guarantees (Hill, 1994).
Similarly, research conducted by Sowder
(1996) and Evans et al. (1996) shows that
service guarantees provide a powerful com-
petitive advantage to hospitality and tourism
firms that are capable of delivering on their
promise.

Hart (1990, 2000) suggests that there
are some key attributes that a service guaran-
tee should possess. They should be: (i) uncon-
ditional; (ii) easy to understand and
communicate; (iii) easy to invoke; (iv) easy to
collect; and (v) they should be meaningful and
offer real value to the customer. Additionally,
since it may be difficult to predict exactly how
a customer will respond to a guarantee, a firm
should be willing to alter its service guaran-
tees as it learns of its customers’ reactions to
them. Thus, from a marketing perspective, a
service guarantee has the potential to influ-
ence customers to avail themselves of the
services on offer, in the knowledge that at
least they have the option of receiving a
refund of the payment should the outcome
not meet their requirements. To obtain mon-
etary reimbursement is not the reason that a
customer purchases such services. The ‘true’
intention of most customers is to receive a
service.

Service guarantees provide customers
with a source of reliable information that out-
lines the various specifications of the service
that they can expect to receive from the firm
(Maher, 1991). Moreover, Maher is of the view
that service guarantees constitute a double-
barrelled device, informing customers what to
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expect while, simultaneously, ensuring that the
services delivered are commensurate with the
firm’s service promise (standards).

Moreover, a service guarantee constitutes
a hospitality and tourism organization’s ‘blue-
print’ for service, which defines the service
promise to its internal and external customers
simultaneously (Kandampully, 2001). Service
guarantees not only set the criteria by which
customers evaluate the quality of service they
receive, but they clearly establish the standard
to which every member of the organization
must adhere to match customers’ expectations.
This offers a very clear focus to employees,
allowing them the opportunity to go beyond
their job to think for the customer, and to cre-
atively innovate and render services far in
advance of customers’ expectations. It is the
creative ‘thinking for the customer’ that pro-
vides engenders employees with pride and sat-
isfaction in their job, and helps them develop
the all-important relationship with the cus-
tomer that leads to long-term loyalty.

The firm’s service guarantee is thus not
merely a strategy, but will percolate through
every level of the organization to become the
firm’s service culture. A service guarantee will
therefore assist the organization in its meta-
morphosis to a service-oriented culture, where
every employee takes pride in upholding the
firm’s promise to its customers and transforms
every moment-of-truth to a memory of supe-
rior experience.

Service Recovery

Through numerous studies, researchers such
as Parasuraman, Berry and Zeithaml have
clearly demonstrated that service reliability is at
the heart of excellent service, and is consid-
ered the core attribute of good service by most
customers. Breaking the service promise is the
single most important way in which service
firms fail their customers (Berry et al., 1990).
Therefore, consistent superior service without
failure represents, for the customer, the firm’s
adherence to its service promise. However,
given the high involvement of the human ele-
ment in services, at both the production and
consumption stage, mistakes are inevitable,

albeit not intentional. Developing service sys-
tems with the expectation of producing supe-
rior service every time is unreasonable as ‘zero
defects’ approach to services may not be
entirely tenable.

The relative flexibility inherent to services
that lends itself to creative modification to
ensure that the needs of individual customers
are met equally renders it susceptible to possi-
ble failures. It is therefore imperative that serv-
ice managers with this knowledge prepare for
corrective action well before mistakes occur. It
is this preparedness that sets a firm apart from
the others. Preparation, not only for services
but also for correction, clearly reconfirms the
firm’s competency and commitment to its cus-
tomers. Moreover, it is when mistakes do hap-
pen, that the firm’s true service orientation is
made explicitly clear to the customer (Zemke
and Bell, 1990; Oliver, 1997).

If, however, a firm fails to rectify its mis-
takes immediately following a service failure, it
has, in effect, failed to regain customer confi-
dence, and the situation could clearly lead to
negative word-of-mouth communication (Berry
and Parasuraman, 1992). In not recovering
from service failure, the firm essentially com-
municates to the customer that it has failed
twice – described as ‘double deviation’ by
Bitner et al. (1990). Customers are, in fact,
seldom unhappy about service mishaps, but
are unhappy when the service organization is
unwilling to claim responsibility for the mishap
and, more importantly, when the service
provider is unable to undertake immediate cor-
rective action to recover from the failed serv-
ice. Thus it is not the service failures that
upsets the customer, but the way in which the
firm handles the failure (Tax and Brown,
1998). Research clearly indicates that, irre-
spective of the nature of the failure experi-
enced, customers remain loyal to the service
firm provided that an effective recovery is exe-
cuted Kelley et al. (1993).

While the primary purpose of service
recovery is to return the aggrieved customer to
a state of satisfaction, the firm is able to actu-
alize the true benefit of recovery only if it uti-
lizes the information to make changes so that
service offered in the future will meet cus-
tomers’ expectations without failure. Hence, it
is suggested that every service failure/recovery
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experience trigger an organization-wide learn-
ing process, and effect correction and
improvement of the organization’s people,
systems and procedures. Moreover, technol-
ogy can effectively help both inter- and intra-
organizational learning so that employees are
instantaneously updated with new information
(knowledge) across international borders.
Knowledge-empowered employees can there-
fore utilize their creativity to make continuous
changes in the standards and procedures, and
satisfy customers’ changing needs. In this age
of information, technology not only supports
every employee by providing access to the
firm’s collective knowledge, but also facilitates
interdependency between the three strategies
(service empowerment, service guarantees and
service recovery). The collective focus of the
three independent but interrelated strategies is
referred to here as a ‘service system’ (see
Kandampully and Duddy, 2001). Knowledge
sharing using IT and interdependent strategies,
we argue, will prove crucial if hospitality and
tourism organization are to create an environ-
ment conducive to innovation, and to maintain
the quality of services they offer.

Conclusion

It is this collaborative interdependency which
proffers the service system the potential to

strengthen the firm’s service culture and com-
petency while, at the same time, rendering it
difficult for competing organizations to emu-
late. The benefit of the service system is
embedded in its ability to facilitate the ongoing
process of innovative rejuvenation of the serv-
ice offered, thus helping the firm to maintain its
market leadership. Firms that seek to maintain
consistent market leadership in this new age of
technology and a global market economy value
both their internal and external customers.

A service system helps the entire organi-
zation to focus on the customer; and, in so
doing, it recognizes the innovative ability of
every employee that makes up the organiza-
tion. Adopting the service system clearly indi-
cates a firm’s commitment and trust in its
employees which, in effect, nurtures the pride
and ownership that motivates employees to go
beyond their job tasks and creatively modify
(innovate) services to meet customers’ individ-
ual needs. In the competitive world of hospi-
tality and tourism business, the use of IT and
the subsequent access to knowledge/informa-
tion can represent a powerful contributing fac-
tor to employee creativity. Moreover, it is this
creativity that manifests within each individual
employee and their job tasks that can propel
hospitality and tourism organizations to mar-
ket leadership. It is the creative service that
ultimately imparts the uniqueness of a firm’s
offer, and the service system that helps to ren-
der it possible.
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10 Marketing Tourism Online
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Introduction

Marketing tourism via the Internet is a com-
plex exercise with its own peculiar challenges.
Tourism itself cannot be reduced to one spe-
cific product or service, nor does the Internet
simply replicate the potentials of any one spe-
cific promotional medium or advertising
venue. As society has evolved, changes have
occurred in lifestyles and spending patterns
and, in conjunction with technological
advancements, such as those in transportation
and information technology, have combined
to shape current travel patterns. Competition
to attract tourists has also changed from trying
to stimulate people to engage in travel, to try-
ing to capture an increase in market share.
Growing number of tourism professionals are
turning increasingly to the Internet in the hope
that it will give them an edge in their attempts
to compete for market share.

At the same time, many businesses
remain unconnected to the Internet as scepti-
cism regarding the effectiveness of adopting
the Internet as a marketing medium is still
prevalent among many tourism operators.
Cited as being ‘too much trouble’ or ‘too
expensive’, the Internet and its role in market-
ing remain a mystery for some who might be
able to benefit from its use.

There are still many unknowns and uncer-
tainties surrounding the marketing of tourism

businesses through the Internet. Many opera-
tors of tourism enterprises grapple with their
annual marketing budgets and face decisions
whether or not to invest more in marketing
through the Internet, and to what extent might
they engage in e-commerce. Gaps exist in the
knowledge requirements felt to be associated
with adopting this technology, including how
to justify the expenditures required to establish
and maintain a presence on the Internet. For
those still not comfortable with computers, or
perhaps for the technologically challenged, the
idea of marketing their business using the
Internet may seem to be out of reach. Thus,
although literature on the use of the Internet in
tourism is growing rapidly, because the tech-
nology is changing continually and because of
the lack of quality information on Internet use
by both suppliers and tourists, there is an
ongoing need to share current information and
experiences.

This chapter explores both the supply and
demand sides of the marketing of tourism
through the Internet. The suppliers are those
tourism businesses that provide information on
the Internet. If there was no tourism-related
information on the Internet, then potential or
actual tourists would not be able to use the
Internet as an input into their decision making.
Potential and actual tourists constitute the
demand side and they may access information
on the Internet prior to, during or after their
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travel is undertaken. There are also intermedi-
aries, such as travel agents, who may choose
to have a presence on or access information
from the Internet. Thus, a comprehensive
understanding of Internet use in tourism
requires a holistic perspective, including an
appreciation of the roles of numerous players.

This contribution consists of two main
components. It will begin with a general dis-
cussion of Internet use in tourism through an
examination of literature on the use of the
Internet by suppliers, tourists and travel inter-
mediaries. This will be followed by a case study
on Internet use in Banff, Alberta, Canada. The
case study is used to illustrate how a major
tourism destination that is a small community
within a National Park with significant restric-
tions on further development, brings together
both large and small tourism enterprises suc-
cessfully and markets to attract approximately
4.6 million annual visitors. The use of
the Internet by visitors to Banff will also be
examined.

Suppliers and Tourists

Both marketing and tourism researchers have
traditionally focused separately on either the
supply or the demand side both in general and
specifically, with respect to Internet use. The
majority of academic studies of Internet use
have investigated the demand side, i.e. the uses
of the Internet by tourists (Aroch, 1985;
Crouch, 1994; Lee, 1996; Klaric, 1999;
McCabe, 2000). However, there has been a call
for a more integrated approach to tourism
research (Jamal and Hollinshead, 2001) to pro-
vide a greater understanding of particular issues
by exploring them from more than one per-
spective. The use of the Internet as a marketing
tool, then, should be explored from multiple
perspectives. For example, as indicated above,
use of the Internet in tourism depends on the
fact that suppliers have an online presence.
However, it would be insufficient to only exam-
ine the supply (the presence of suppliers on
the Internet) without considering aspects of
demand (Internet use by potential and actual
tourists) and, accordingly, both are considered
in this chapter.

Suppliers

Examples of products or services that are
aspects of tourism supply include hotels, attrac-
tions, airlines, car rental companies and enter-
tainment outlets. However, because this
chapter examines uses of the Internet, supply
can be extended to include destination market-
ing organizations, governments, Internet serv-
ice providers, Web browsers, online travel
agencies and other online travel intermediaries
(although intermediaries will also be considered
separately below). According to Smith (1994),
supply-side research has typically centred in
one of three perspectives: (i) a comprehensive
planning approach; (ii) a product-specific analy-
sis or (iii) the development of supply-side statis-
tical measures (Smith, 1994). This, however,
appears to be an unnecessarily narrow per-
spective for there is a plethora of research on
service quality, aspects of employment in
tourism, resource evaluation and other topics.
Nevertheless, the supply-side of tourism has
not been a strong aspect of academic research
on Internet use. On the other hand, there is a
wide variety of industry research which includes
and even emphasizes Internet use in tourism
(Ference, 1996; Evans, 1998; O’Connor,
1999; WTO, 1999). Much of this research has
been undertaken from a marketing perspec-
tive, with an economic focus (Kotler et al.,
1993; Ference, 1996; Seaton and Bennett,
1996). This literature is drawn upon to provide
insights on Internet adoption and use by
tourism suppliers.

Airlines were among the first tourism busi-
nesses to offer use of the Internet to their cus-
tomers to facilitate planning a trip or reserving
a seat and, most recently, purchasing a ticket
online (Lipman, 1998). As a result of their
early adoption of the Internet, much of the
published literature uses the experiences of the
airlines in case studies (Lee, 1996; Sheldon,
1997; Lafferty and van Fossen, 2001),
although the majority of these case studies 
pertain to the use of central reservation sys-
tems and not specifically to the use of the
Internet as a marketing tool. Most of the data
on e-commerce in the tourism industry has
also been generated from business conducted
through airlines. The New York Times
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reported that airline tickets are still the domi-
nant product in e-commerce transactions
(Hansell, 2001). However, there are ongoing
debates about the reliability of online statistics
(Schonland and Williams, 1996; Sora and
Natale, 1997).

The Internet can add immense marketing
power to both small and large tourism busi-
nesses (Milne, 1996). One large company, the
National Car Rental Company, was on the
brink of bankruptcy, but attributes its recent suc-
cesses to the use of information technology,
especially the Internet (Greenfield, 1996).
Smaller tourism businesses can also benefit
from the Internet by aligning themselves with
larger firms or organizations to gain a presence
on the Web (Marcussen, 1997). The hotel sec-
tor, from small bed and breakfasts to interna-
tional hotel chains, regularly use the Internet to
enable customers to book rooms and many
have reciprocal links with government and
tourism organization’s Web pages (Yoakhum,
1998). It has been shown that many tourism
establishments, such as hotels, are putting a
larger proportion of their marketing budgets
into Web pages on the Internet (Sheldon,
1997; O’Connor, 1999). Promoting tourism on
the Internet has also been discussed by Hanna
and Millar (1997) and they have offered sug-
gestions on Web page composition, managerial
issues (such as ensuring that online information
is kept up to date) and information content.

In spite of the seeming advantages of being
able to contact millions of potential customers in
their own homes, many tourism suppliers have
been cautious in spending money to setting up a
Web presence. Suppliers have commonly exhib-
ited an interest in the demographics of Internet
users (Marcussen, 1997). While suppliers see
marketing, including use of the Internet, as a
means of achieving an increase in business activ-
ity (Churchill, 1991), ultimately it is economics,
or increased profits generated through the
Internet, that interests them. However, in terms
of return on investment, it has been difficult to
gauge the economic effects in actual monetary
figures (Vellas and Becherel, 1999). Connolly
et al. (1998) revealed that not all shoppers use
the Internet for the actual purchase of a product
or service even though information ascertained
on the Web may have been the influencing fac-
tor. A Commerce Net-Nielsen survey found that

53% of Internet users used the Web to reach a
purchase decision, yet only 15% completed
their purchase online (as reported by
CyberAtlas.com, 1998). The volume of e-com-
merce has been particularly difficult to measure
accurately, let alone predict (Loader, 1997).
Thus, the most difficult obstacle for many sup-
pliers is to justify the expenditure when they are
unable to quantify the results. Calantone and
Mazanec (1991, p. 110) noted that tourism is
one of the last industries to experience the
change from a seller’s to a buyer’s market. As a
result, marketing techniques have been slower
to advance and have focused too long on influ-
encing customers rather than developing an
explanatory model of travel decision making and
testing its applicability.

The above circumstances give rise to the
main concern which is a lack of clarity on
exactly how the Internet can be used by sup-
pliers to persuade customers to choose their
product. Vellas and Becherel (1999, p. 115)
have stressed the importance of obtaining a
deeper understanding of the behaviour of
potential e-commerce users in the tourism
industry. Clearly, simply having a website does
not ensure the generation of more business.
Consequently, there is a need to examine the
demand side to gauge the extent to which
tourists and potential tourists are using the
Internet and why. Before this topic is
addressed, the use of the Internet by travel
intermediaries will be considered briefly.

Intermediaries

Intermediaries include travel agents and tour
operators. Travel agents can play a key role in
influencing a traveller’s choice of destination
by marketing and selling the products or serv-
ices of tour operators (Milne, 1996). The
Ecotourism Working Group (1995) suggested
that the most important actors in international
nature tourism are the tour operators.
Research in Canada has shown that 50% of
vacationers seek the advice of travel agents in
making their airline selections and that 66% of
those seeking tour packages are strongly influ-
enced by travel agent recommendations
(Milne, 1996).



It is not only some of the suppliers who
have been reluctant to embrace the Internet.
Typically, travel agents have been opposed to
the increasing use of the Internet for tourism
purposes. Fearing that the Internet would
reduce and eventually eliminate the need for
travel agents, the Internet was not initially
embraced by this segment of the tourism indus-
try. The Internet has been viewed by them as
being a competitor for reserving and purchas-
ing travel and not as an information supple-
ment. Travel agents have traditionally relied
heavily on brochures in their marketing strate-
gies and were not quick to employ the Internet.
Since many people pick up brochures prior to
making decisions on a destination to visit, they
are seen as being a very important resource.
However, travel agencies could certainly benefit
from the Internet if they were to use it as an
additional information source, for example to
gain familiarity with a region. It has been shown
that ‘the ability of travel agents to act as infor-
mation brokers is limited by an agent’s knowl-
edge of a region’ (Wilkinson, 1991, p. 39).
There is an opportunity to access travel pages
online and to look up destination alternatives,
different prices and rack rates for hotels and air-
lines. The fear is that potential customers are
then able to use the Internet as leverage with
the travel agency networks (Walle, 1996).

In order to deal with competition from the
Internet, many travel agencies are opting to set
up an Internet presence of their own to provide
services for their clients. By joining the Internet,
travel agencies may reduce the loss of market
share among those who would prefer to book
travel using this medium. The Internet also
allows travel agents to find travel opportunities
for specific market niches quickly and easily.
For example, the Internet provides the ability
for a travel agent (or a golfer) to search for all
holidays catering to golfers. With online travel
databases such as Golfis or Lanier’s Golf
Guide online, destinations that may have been
previously unknown to a travel agent or poten-
tial tourist become new possibilities.

Tourists

In order to study demand, the tourists or poten-
tial tourists themselves must be considered.

Demand is more widely researched than supply.
Pearce (1993, p. 113) indicates that tourism
demand is ‘the outcome of tourists’ motivation,
as well as marketing, destination features and
contingency factors such as money, health and
time relating to the traveller’s choice behaviour’
(Pearce 1993, p. 113). Baloglu and McCleary
(1999) define potential tourists as ‘people who
engage in information searches about destina-
tions’. Such information searches may include
use of the Internet. Demand emanates from all
types of tourists, although its consequences may
differ, and considerable information is available
on tourist typologies, satisfaction, values and
motivations. Many opportunities exist to
explore Internet uses as a part of this research
and such studies have become more pervasive
in recent years.

In service industries, one way of defining
success is achievement of satisfaction by the
consumer (Fornell et al., 1996). Furthermore,
one of the key factors in determining tourist
satisfaction has been the quality of informa-
tion sources available to them. Although the
Internet is rarely discussed specifically in this
literature on expectations and satisfactions,
the fact that information sources play a crucial
role in tourists’ decision making is a good indi-
cator of the need for further research on this
topic.

Hanna and Millar (1997) have identified
three categories of Internet uses related to
travel:

1. Tourists planning a trip – seeking informa-
tion on air routes and accommodations, dis-
tances between cities and towns and
attractions, locations of local information cen-
tres, and other related topics.
2. Travel agents seeking information for their
clients – this has been discussed above in rela-
tion to intermediaries.
3. Those who emigrated from the region and
use information to ‘keep in touch and as a pro-
motional brochure for their friends’.

Studies that profile the pleasure traveller have
also begun to explore Internet use. Bonn et al.
(1999) determined that the pleasure traveller
who uses the Internet is generally college-
educated, less than 45 years of age, stays at
commercial lodging establishments and spends
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more money each day when travelling than the
average traveller. Japanese foreign independ-
ent travellers (FITs) use the Internet most often
in pre-trip planning to gain as much informa-
tion as possible on the destination. On the
other hand, the traditional Japanese group
tour market will most likely use a travel agent
when making tour plans and not consult the
Internet to assist with destination decisions.

Understanding how a potential visitor
responds to destination images is crucial to
studies of motivation and the decision-making
process (Dann, 1996). Based on the fact that
motives determine what is desired as an out-
come of a decision, it is believed that the affec-
tive appraisal of alternative destinations can
occur well before the final decision stage
(Gartner, 1993, p. 196). Motives for travel have
been shown to be affected by various modes of
information dissemination and advertising
(Dann, 1996; McWilliams and Crompton,
1997). Thus, exposure to information about a
type of trip or a particular destination prior to
making the decision can affect the actual
choice. Thus, it is important to examine the
effects of the people’s choices of destinations.
In fact, recent studies concerning the affective
components of images have been examining
the Internet as one factor among many (Dann,
1996). This is a departure from traditional moti-
vation studies that have employed simple word
descriptors in questionnaires (Dann, 1996).

The search for more information about
travel, whether it is to research a destination,
book a trip or just check availability, is clearly
one of the motivations behind current Internet
use (Walle, 1996). Hanna and Millar (1997)
revealed that although a relatively high number
of users accessed travel pages, low numbers of
users actually accessed the reservation pages.
They concluded from these results that many
Internet users at that time still preferred to use
their travel agents for making bookings
(Hanna and Millar, 1997).

Summary

In summary there is growing interest in the use
of the Internet in tourism from both supply and
demand perspectives. Just as the Internet is a

novel form of information technology, and its
use is evolving rapidly in tourism, so, inevitably,
research on the Internet and its actual and
potential uses by all those involved in the indus-
try lag both the phenomena itself and the
needs of tourism enterprises. Futhermore, a
holistic perspective requires that one address
the activities of suppliers and intermediaries as
well as the tourists. In order to ground the gen-
eral discussion in the use of tourism in a spe-
cific place, aspects of Internet use in Banff,
Alberta, Canada, will now be discussed.

Use of the Internet in Banff, Alberta

The town of Banff is one of the most impor-
tant tourist destinations in Canada. Since the
focus of this chapter is with broad aspects of
the use of the Internet in tourism, Banff is an
appropriate location to explore Internet use as
it is an important destination for both interna-
tional and domestic tourists. Visitors to Banff
National Park reached 4,678,000 in 2001.
Banff National Park covers an area of 6641
km2 but the town of Banff, where the majority
of accommodations and tourists are located, is
only 4.84 km2. There are 7135 residents of
Banff and more than 1500 businesses are reg-
istered as being active in the area. In the win-
ter season, the majority of visitors are skiers
and snowboarders.

In order to explore the use of the Internet
as a marketing tool, surveys and interviews
were conducted over the course of a winter
tourist season (December–March 2002) with
both tourists and suppliers. Examples of
tourism suppliers are car rental companies,
hotels and destination marketing organizations
such as Ski Banff and Banff/Lake Louise
Tourism Bureau. In Banff there are three main
‘suppliers’:

1. Ski Banff, which promotes skiing at three
world-class ski resorts in the area.
2. Banff National Park, the marketing of
which is controlled at the national level by the
federal government of Canada.
3. Banff/Lake Louise Tourism Bureau
(BLLTB) which represents every business in
Banff.
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The third ‘supplier’, BLLTB, is of particular
interest here because it represents more than
1500 business members and provides them all
with some form of Internet presence. Since
there is no Chamber of Commerce or other
business organization in town, all have become
members of BLLTB. Every member has been
provided with an Internet link on the main
BLLTB website so that there is complete par-
ticipation from the supply perspective.

Most of the winter visitors to Banff were
found to originate from Canada, closely fol-
lowed by USA, and then UK, Germany,
Australia, China and New Zealand in that
order. There are also small numbers of visitors
from many other countries. As indicated
above, the primary activities and/or reasons
for travelling to Banff in the winter season
were skiing/snowboarding, but some came for
sightseeing, conferences or weekend getaways
to relax in a mountainous environment.

When examining effectiveness of market-
ing tools, one is trying to understand their
influences upon decision making with an inten-
tion, ultimately, to use this information to
match supply and demand. Many models and
theories related to decision making have been
proposed but they all include the information
source or sources as a key variable or compo-
nent. For example, one may be interested in
whether a particular advertisement, book or
experience influenced the decisions of potential
or actual visitors. Similarly, for this discussion,
the role of the Internet in these decisions is the
focus of attention. More specifically, the extent
to which the Internet is perceived as being an

important information source by winter tourists
to Banff is the topic of concern here.

In order to address this question, a survey
of visitors to Banff was undertaken: 202 com-
pleted an in-depth questionnaire and 68 par-
ticipated in informal interviews in various
locations throughout the town of Banff. The
survey of visitors was conducted between
December 2001 and March 2002 as a means
to explore in what capacities tourists are using
the Internet. Are they accessing the Internet
for e-commerce (to actually purchase some-
thing), to make reservations, as a means of
making comparisons (to compare possible des-
tinations or the options within a destination, or
the means of getting to a destination), as an
information source to embellish their knowl-
edge of the area, product or service, or to
communicate with someone who has been
there or used the product (through chat rooms
or e-mail)? The first step was to examine the
sources of information that tourists used most
often and also to determine their Internet use.
It is necessary to make a distinction between
the two because there are many reasons for
using the Internet that are not connected with
tourism. Figure 10.1 shows the sources of
information that the respondents regularly
draw upon in connection with tourism. It indi-
cates that all of the respondents to this survey
used the Internet as a source of information.
Friends (or by word of mouth), television, mag-
azines, brochures and travel catalogues were
used by successively smaller proportions of
respondents. Less than half of the respondents
used travel agents. Television use included
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more than commercials as many informants
indicated that they gained information from
travel shows.

Equally important in examining whether
or not the Internet is used is learning how and
when it enters into tourists’ decision-making
processes. Mackay and Fesenmaier (1998)
broke down travel planning into five stages:

1. No intention to travel.
2. Preplanning a trip.
3. Finalizing travel plans.
4. Reserving and/or purchasing a travel
product.
5. Decisions made on a trip.

The level of Internet use of Banff winter
tourists for each of these five stages of travel is
presented in Fig. 10.2. High levels of Internet
use were found among Banff winter visitors in
all stages of travel. Internet use is most fre-
quent during the preplanning stage, suggesting
that information searches are a frequent
Internet use activity. Some people are still
reluctant to actually purchase travel items via
the Internet and this was the phase in which
the Internet was least used among this group
of tourists. However, the Internet was still used
to actually purchase travel products by almost
70% of respondents. Respondents frequently
indicated in conversation that they liked sites
that allowed them to check availability, make
reservations and pay, and a majority per-
formed monetary transactions over the
Internet (engaged in e-commerce).

Many respondents indicated they have vis-
ited travel websites when they had no intention
to take a trip. This is less common with other

marketing media. For example, requesting
brochures or travel catalogues in the absence of
an intention to take a trip would be unusual,
and seeking information from a travel agent
with no trip intention is unlikely behaviour.

It is apparent that people look for differ-
ent types of information from the Internet
depending upon their stage of travel. Eight
types of information were generally sought
from the Internet:

1. General information about a destination.
2. Accommodation.
3. Attractions.
4. Transportation.
5. Events.
6. Cultural information.
7. Website links.
8. Types of travel (e.g. skiing).

When tourists had no intention to take a trip,
they mostly sought general information about a
destination. During preplanning, accommoda-
tion information became very important as well.
When finalizing travel plans, respondents con-
sidered accommodation information to be the
most valuable, followed closely by general infor-
mation, transportation and event information.
As the respondents moved to the purchasing
point, transportation was deemed to be most
important followed closely by accommodation
and attractions. While on a trip, tourists contin-
ued to place a high value on general informa-
tion, but accessed cultural information as well.

Overall, general information was of pri-
mary importance and categories of travel were
viewed as being least important, followed by
Web links, events and cultural information –
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on a scale of 1 (the most important) to 7 (the
least important) – Fig. 10.3.

Having looked briefly at how Banff winter
tourists are using the Internet and the types of
information they are seeking, we will draw our
attention back briefly to the supply side. So
what is the role of the suppliers? Why is it nec-
essary to examine supply at all? The most
obvious answer is that there have to be web-
sites to use for the potential or actual tourist to
use the Internet for tourism-related purposes.
In a marketing context, suppliers are usually
attempting to communicate with a particular
target or market. Thus, suppliers should know
why they wish to use the Internet, who they
wish to communicate with, and what informa-
tion they wish to convey. At first sight, this
may seem to be simple but, when asked, it was
found that many suppliers had not previously
thought seriously about these questions and
had difficulty in answering them.

In Banff, most of the business operators,
especially the smaller or newer ones, felt they
needed Internet presence. However, it was
often perceived as being too expensive to have
a website designed and many felt that they did
not understand the process sufficiently and so
were hesitant to get involved. Only one sup-
plier who had a website had actually thought
carefully about what they hoped to gain from
the Internet; that was the BLLTB. Their main
objective for developing the website was to
avoid personal contact by potential or actual

visitors with the Bureau. The site was intended
to be used for information only and to provide
information tourists may want, in particular,
links to their members’ (local businesses) own
sites. In fact, if someone does contact the
Bureau with a question, the Bureau will update
the website to include the answer so that they
will not receive further inquiries about it.

Suppliers really control use in the sense
that if it is not available, it cannot be used.
From advertising and marketing perspective, if
a supplier wants to increase market share, the
Internet should be included and budgeted for in
their marketing plans, particularly if they wish
to attract frequent Internet users, such as most
skiers. To neglect the Internet as an advertising
medium is to ensure that a certain, but
unknown, percentage of potential tourists will
not visit or use the tourism product or service.
Tolerance for non-representation is low
among many Internet users. There is a preva-
lent attitude among many potential tourists
that suggests that they will not stay at a prop-
erty that has no presence on the Internet.
They will choose a different product or service
that can be accessed via the Internet – perhaps
even regardless of which tourism product or
service was their original intention when they
initially went online. Thus, the referrals from
friends and relatives are not as effective in
influencing decision making if the potential
tourist cannot access and corroborate similar
information online. Thus, among Banff skiers,

Marketing Tourism Online 111

0

0.5

1

1.5Li
ke

rt
 s

ca
le

2

2.5

3

3.5

4

Overall use

General

Accommodation

Transportation

Attractions

Cultural

Events

Web links

Types of travel

Fig. 10.3. Importance of type of information available.



recommendations by friends were often put
aside if they could not book online.

It is possible to conclude from the Banff
case study that most suppliers in this tourist
town have a Web presence and almost all win-
ter visitors are Internet users. Of course, the
situation may be different among tourists who
visit at other times of the year, among other
market segments and in different destinations.
It appears that the Web is an effective means
of providing information to tourists, although
there is still reluctance among some users to
pay through the Internet and, thus, become
fully involved in e-commerce. Since potential
tourists have to look actively to acquire infor-
mation, it is unlikely that the Internet can be
used successfully to lure a new market seg-
ment. However, if suppliers wish to increase
market share in existing market segments,
they should be willing to invest resources into
their websites. Failure to have a Web presence
can discourage potential purchasers, espe-
cially highly educated, high-spending tourists,
such as Banff skiers, who are frequent users of
the Internet.

Conclusion

It is necessary to examine how innovations
affect current systems to identify the changes
occurring as a result of adoption of new tech-
nology. The Internet represents ‘the emer-
gence of a new medium, mixing forms of
communication which were previously sepa-
rated in different domains of the human mind’
(Castells, 2000, p. 392). The Internet has
been called ‘a new form of orality expressed by
an electronic text’ (Castells, 2000, p. 392).
Marketing through the Internet requires a dif-
ferent strategy than with traditional media.
The Internet does not target and overtly con-
tact specific people since the user initiates the
interaction (Walle, 1996). Current ‘outbound
Internet tactics are primarily intended to mass
market and promote products to all interested
Internet users’ (Walle, 1996).

This chapter has explored how the Internet
is becoming intertwined in many facets of
tourism. Goeldner et al. (2000) acknowledge
that the Internet is both an information source

and a means of making transactions:
‘Consequently, the Internet is a new marketing
medium. It has the advantage that it can be used
by virtually everyone in the tourism industry
from the largest operator to the smallest.’ It
provides the opportunity to inform, motivate
and provide contacts that are often used to eval-
uate destination alternatives and make choices.

This chapter has examined the Internet
and the role it is playing in tourism marketing.
The use of the Internet by tourism suppliers,
travel intermediaries and tourists has been
reviewed and a case study of Banff, Alberta,
has been outlined. A common feature through-
out these discussions has been an emphasis on
the role of the Internet as an information
source and a marketing tool. While the effec-
tiveness of brochures in marketing destinations
has been documented (Wicks and Schuett,
1991; Goossens, 1994) and the influences of
friends and relatives are not disputed (Gitelson
and Kerstetter, 1994), the full effects of the
Internet on decision making are only just
beginning to be discovered.

It is also important to appreciate that the
Internet may be used differently by different
market segments. If potential tourists have spe-
cific expectations of the form and contents of a
worthy website and their criteria are not met,
then the website will be ineffective in promoting
the destination or business (Murphy, 1999). On
the other hand, it may be possible to attract
large number of tourists to an area or attraction
as a result of having an Internet ‘link’. If the par-
ticular tourist supplier is not prepared for a sud-
den influx of customers, it may result in
dissatisfaction among clients and the risk of
damage to the resource on which the supply is
based through overbooking, environmental
degradation, insufficient supplies and related
management challenges. Since there is a lack of
conclusive evidence concerning who is using the
Internet and to what end, it is possible that an
inappropriate target market may be reached
(Loader, 1997). For example, Milne (1996,
p. 122) noted that ‘the socio-economic profile
ascribed to eco-alternative travellers’ are the
same as for Internet users. As many ‘eco’ vaca-
tioners have certain expectations about appro-
priate group sizes and behaviour (Ecotourism
Working Group, 1995), could there be a poten-
tial problem with controlling the Internet
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‘masses’ that may be attracted to this form of
tourism?

Regardless of such uncertainties, the
Internet does appear to be an effective means
of marketing various types of tourism. The
Banff case study illustrates the pervasiveness
of Internet use among both suppliers and

tourists in some markets. It is likely to con-
tinue to be an important means of informa-
tion exchange between suppliers and tourists
for the foreseeable future. As such, Internet
use needs to be understood by tourism suppli-
ers and marketeers and merits further
research.
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Introduction

The total demand and supply for nature-based
activity services such as skiing, trekking and
fishing has risen rapidly during the last ten
years. Lapland is particularly well known as a
nature-based adventure destination in several
target groups: short Christmas packaged tours
for British families, wilderness trekking for
individual tourists and incentive-adventures for
foreign and inbound tourists are an especially
growing business. For Finnish companies,
nature-based activities are an important means
of corporate entertainment, and local busi-
nesses are, in many cases, the most important
customer group for activity operators, espe-
cially outside the tourism peak seasons.

The number of businesses that specialize
in nature- and adventure-excursions, fishing
services and similar nature-based activities
have increased significantly since 1993. In
Lapland and a few skiing or other holiday cen-
tres in southern Finland most of the activity
companies are small employing only the own-
ers. Only a few operators employ staff in addi-
tion to the owner and these operators are
usually restricted to serving a maximum of 50
customers at any one time. Almost a quarter of
the nature-based activity operators do not have
full-time personnel (Aalto et al., 1999).

Many of the businesses providing these
services are so-called rural tourism companies,

which often operate on a part-time basis only.
Generally, the hospitality, tourism and leisure
industries have low entry barriers. Many new
businesses are created as a result of identifying
an opportunity following experiences of neigh-
bours, or are built on the back of a hobby or
an interest. For individuals with no business or
industry background, many of the skills have to
be learnt whilst ‘on the job’ (Morrison et al.,
1999, p. 128; Komppula, 2002). There is no
legislation in Finland that regulates start-ups in
the tourism industry, so it is possible to begin
offering activity service without any profes-
sional training or experience.

These characteristics of the industry mean
that it is difficult to guarantee the quality of
these services. Nevertheless, nature-based
activities are often marketed as unforgettable,
memorable and unique experiences, which
promise excellent product quality. While
nature-based activities are most often the basis
for incentive products, the quality demands for
the products are high, in general.

The purpose of this chapter is first to
briefly present the results of a tourism 
development project called the MONO project
and then assess the results from a services per-
spective. The aim of the MONO project was to
develop voluntary guidelines for the produc-
tion of a range of nature-based activity services
in order to help the service providers, inter-
mediaries and customers in the production,
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purchase and evaluation of the products. After
discussing the outcomes of the project the
chapter examines the concept of tourist prod-
uct followed by a presentation of a descriptive
model of prerequisites for the customer-
oriented tourist product. A short theoretical
review on the service quality is then presented,
after which the results of the MONO project
are discussed in the light of these theories.

The MONO Project – Guidelines for
Professional Activity Services in

Tourism

In order to develop the quality of the nature-
based activity service offering, a national project
(the MONO project) was funded by the
European Social Fund through the
Administrative Board of South Finland, and
conducted by South Karelian Fair Center Ltd
during 2000–2002. The aim of this project was
to develop voluntary guidelines for the activity
operators in order to develop the quality and
professionalism of these services. The project is
discussed in detail in Komppula et al. (2002).

The problem for businesses within the
field of activity services was seen to be the ver-
satility of available products and the fact that
there are no clear basic concepts to define the
actual product. In addition, it was felt that
there are no existing meters or systems, which
would assess the functional quality of the prod-
uct, the professional skills of the providers of
the service, safety, environmental and con-
sumer protection standards and the functional
quality of subcontractor relationships.

The objective of the guidelines was to be
as comprehensive as possible and to meet
international standards while also providing
practical instructions for the operator in serv-
ice production. Snowmobiling and trekking/
cross-country skiing product groups were cho-
sen for the pilot products of the first stage of
the development work. After the pilot stage,
products based on adventures and experi-
ences, riding and cycling and water activities
were also examined.

The development of the guidelines was
conducted by six product-based teams. The
National Consumer Administration, the

Ministry of the Environment, the Ministry of
Education, the Finnish Forest Research
Institute and several organizations represent-
ing each activity as well as numerous entrepre-
neurs from the industry were represented in
the teams. The work was based on a work-
book, which contained the appropriate legisla-
tion and the known practices in the field for
each type of activity. A consultant, who led the
teamwork, prepared the workbook. The work
groups checked and specified the demands set
for products, professional demands, guidelines
for sustainable development, safety demands,
guidelines regarding consumer protection and
customer service expertise presenting these as
clear instructions. The consultant in charge of
the work, together with the project manager,
drafted a final manuscript which was based on
the workbooks and contained completed
guidelines for professional activity services in
each activity area.

The guidelines packages produced by the
product teams consisted of 38 pages: 11
pages of definitions for concepts and terms,
21/2 pages of defining the professional quali-
fications for the activity sector, 3 pages of sus-
tainable development, 7 pages of safety
instructions, 1 page of consumer protection,
business-to-business agreements and customer
service expertise and 6 pages listing laws and
other existing norms that regulate the activity
service production.

In the definitions section, there are, defi-
nitions of activities, e.g. snow-mobiling routes,
trekking routes, hiking routes and different
kinds of cycling routes. The definitions indicate
how easy or difficult the route as well as the
type of facilities and services there are along
the route (e.g. toilets, camp fires, shelters).
Where internationally known and accepted
definitions or national norms were identified,
they are adapted as definitions. Otherwise, the
definitions were created through teamwork.
An important contribution of the definitions
section was an agreement on the product def-
initions, for example, the difference between a
snow-mobile safari and snow-mobile excursion
is defined: an excursion is 1–3 h long guided
trip and a safari is a more than 3 h guided tour
with a destination and with at least one meal.

The minimum content of product specifi-
cation is also defined, as well as equipment
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required for the activity. For each product
group the ‘demandness level’ is defined and
described. This description includes the level of
difficulty of the activity and a description of
how demanding a track or activity is. An
example of an easy activity, in this case cross-
country skiing, means a short track on open,
even terrain, normal is a track on passable
terrain, exacting means skiing in a variable
terrain and very exacting means long term ski-
ing in a variable terrain. For riding and cycling,
the definitions also contain recommendations
in relation to customers’ capabilities. The defi-
nitions also contain recommendations for
terms of cancellation as well as terms of pay-
ment. The following illustrates the type of def-
initions that were developed:

LEVELS OF RIDING
Easy: former experience of riding not
required;
Normal: some experience of riding required;
Demanding: advanced skills of riding required;
Extremely demanding: advanced skills and
long experience of riding required.

The definitions section of each report offers an
important contribution to the relationships
between the customer and the service provider,
especially in marketing. If all the counterparts
use the same ‘language’ it is more probable
that customers know what they can expect,
which may reduce the risk of disappointment.

The legislation section comprised the last
part of the report but it was the first part of the
report written during the MONO project. The
need for an in-depth review of legislation was
important and highlighted the absence of leg-
islation for a number of nature-based activities.
As a consequence of this legislative deficiency,
a number of activity-based operators have had
to resort to borrowing guidelines from existing
laws. As a consequence the great majority of
entrepreneurs, most of whom were the pio-
neers in their fields, have experienced a diffi-
cult and time consuming task attempting to
clarify legal requirements. It was obvious that a
few entrepreneurs started building their facili-
ties and business activities without sufficient
knowledge of legal requirements and responsi-
bilities. This has not posed a problem in the
absence of accidents, but following an accident
legal action to ascribe responsibility and claims

for compensations have posed considerable
problems for operators.

Because a remarkable part of the legisla-
tion refers to safety requirements, consumer
protection as well as indemnification regulations
and the sections relating to consumer protec-
tion and business-to-business agreements are
quite short. The safety section contains detailed
recommendations on safety checks and guid-
ance before and during the activity, recommen-
dations on the number of guides per group and
recommendations for rescue plans. Guidelines
for professional demands and customer service
expertise contain listings of skills and knowledge
needed in different professional tasks in the
activity industry.

Environmental responsibility and sustain-
able development had a central position in the
objectives of the project. In the final publica-
tion guidelines on sustainable development
concentrated mainly on ecological sustainabil-
ity and, in particular, on the sustainable use of
the natural environment. The chapter contain-
ing the guidelines included practical advice and
examples for an entrepreneur to avoid actions
that might spoil the environment. There is also
one sentence about cultural and social sustain-
ability: it is recommended that entrepreneurs
not cause any inconvenience to local people in
terms of their social, economic or cultural life.

These guidelines were launched for the
industry during 2003. A new project with the
objectives of training the entrepreneurs and
teachers in the educational sector began at the
beginning of 2003. In the first stage of the
training project teachers of vocational educa-
tion, consultants in the travel and tourism sec-
tor and the representatives of rural advisory
centres are trained up for the basic principles
of the MONO. These stakeholders are impor-
tant intercessors of the guidelines in the indus-
try. At the second stage specialists of the
respective activities in the MONO will organize
specialized courses for the entrepreneurs.

Nature-Based Activity Service – a
Tourist Experience Product

Several definitions of the tourist product
(Middleton, 1989; Murphy et al., 2000;
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Middleton and Clarke, 2001), as well as the
theory of service marketing (cf. Grönroos,
2000), emphasize the added value of the prod-
uct, which emerges at each stage of the produc-
tion process. The aim and the desired outcome
for the customer is value, which at each given
time is a subjective experience (cf. Gunn, 1994).
This value has to be balanced against those sac-
rifices that the customer is willing to make in
order to obtain a particular experience.

Particularly with holiday tourism, the cus-
tomer hopes to have memorable positive
experiences defined as events, which often fol-
low each other as a process. The experiences
may be singular, sudden or they may be con-
tinuous, like a travel experience. An emotional
experience requires both physical and mental
presence in order to come true. When buying
an experience, a customer pays to be able to
spend time and enjoy a series of memorable
events, which the enterprises ‘set on display’
(Pine and Gilmore, 1999; Mossberg, 2001).
According to Cho and Fesenmaier (2001), the
most important challenge in travel and tourism
marketing in the future is that of creating
expectation of experience.

Because the emotional experience is sub-
jective, it is not possible to produce emotional
tourism experiences in enterprises.
Edvardsson and Olsson (1999) (cf. also
Edvardsson et al., 2000) argue that the serv-
ice company does not provide the service but
the prerequisites for the various services. The
company sells opportunities for services,
which are generated in partially unique cus-
tomer processes. The central goal of service
development is to develop the best and right
prerequisites for well-functioning customer
processes and attractive customer outcomes.
The prerequisites for the service are the end-
result of the service development process. The
correct prerequisites can be described by a
model with three basic components: (i) a serv-
ice concept; (ii) a service process; and (iii) a
service system (Edvardsson and Olsson, 1999).

The core of the tourist product, the serv-
ice concept, consists of the idea of what kind
of value the customer expects and how to cre-
ate the prerequisites for this experience. In
marketing terminology, the service concept is
expressed in such a way that it evokes mental
images of being able to gain, through a partic-

ular product, the very experiences and value
that the customer expects from travelling. The
service concept is based on the needs of the
customer, which are based on the primary and
secondary motives of the customer to travel
(Komppula and Boxberg, 2002).

The description of the service process of
the tourist product includes the definition of the
formal product (cf. Kotler et al., 1999;
Komppula and Boxberg, 2002). For the cus-
tomer, it is expressed in the form of a brochure
or an offer. In the company and for the staff, the
formal product might mean the determination
and definition of the chain of activities in the cus-
tomer process and the production process
(Komppula and Boxberg, 2002). This chain can
be illustrated as a service blueprint, which first of
all charts those activities and processes (cus-
tomer processes), which the customer goes
through at different stages of the service
(Zeithaml and Bitner, 2000, pp. 206–207).

The service system includes those
resources available to the service process for
realizing the service concept. This includes the
involvement of the service company’s staff, the
customers, the physical and technical environ-
ment and the organization and control of these
resources. The hospitality element of the tourist
product is mainly produced by the staff and
other customers. Freedom of choice and cus-
tomer involvement are highly dependent upon
the service process, the customer himself and
the physical environment. All these together, the
service concept, the service process and
the service system create the prerequisites of the
tourist experience, the augmented product,
the very intangible expectations, which will or
will not be fulfilled as the outcome of the cus-
tomer process (Komppula and Boxberg,
2002).

For the customer, the tourist product is an
experience based on his or her subjective 
evaluation, which has a certain price and
which is the outcome of a process, where the
customer exploits the services of those who
offer them by taking part in the production
process of the service himself or herself.
Figure 11.1 illustrates the nature of the
customer-oriented tourist product.

The underlying prerequisite for successful
tourist product development is a continuous
service system development, which involves
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continual development of the company strat-
egy (Edvardsson et al., 2000). So the ‘aug-
mented tourist product’ mentioned by
Middleton and Clarke (2001) (see also
Lumsdon, 1997; Kotler et al., 1999) is actu-
ally the company itself, its reputation and
image. The corporate image refers to the
kinds of ideas and impressions people have of
the organization in general. The corporate
identity is made up of the perceptions formed
by external audiences of everything a com-
pany is seen to do. Branding does, at the level
of the product, what corporate identity does
at the level of the firm (Seaton, 1996,
pp. 126–127).

The tourist product, which is created with
these prerequisites may also be described as a
service package, which consists of several
molecules (Shostack, 1977). In the context of
the tourist product, these are often called mod-
ules. The core of the product is formed by the
service concept based on the needs of the cus-
tomer, a description of the value, for which the
enterprise creates the prerequisites with differ-
ent activities. These activities form the service

process, in which the customer takes part. The
parts of the chain are service modules pro-
duced by the tourist businesses. The customer
experiences the product in that service envi-
ronment and within the framework of that
organization which the business has to offer
and filters the experience through the expec-
tations and mental images which he or she has
had on the operator and other corresponding
products. When a customer turns to the activ-
ity operator, he or she expects it to offer expe-
riences, which are created together with the
customer and businesses. The task of the oper-
ator is to provide the best possible prerequi-
sites for the experience, an attractive idea and
description of the product, successful service
process and a reliable, functioning service sys-
tem. The tourist experience product could be
illustrated as in Fig. 11.2.

The customer-oriented model of the
immediate prerequisites of the tourist product
presented in Fig. 11.1 and the packaged
tourist product presented in Fig. 11.2 may be
applied to the description of the tourist prod-
uct both in singular tourism businesses and in

Fig. 11.1. Prerequisites for the customer-oriented tourist product. Source: Komppula and Boxberg
(2002, p. 24).
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tourist destinations. It is essential that the start-
ing point for examination is always the value
expected by the customer. This value may,
however, be the outcome of several businesses
or activities, even in many destinations, as is
noted in the definition of the total tourist prod-
uct put forward by Middleton.

A typical Finnish incentive product for
foreign customers could take shape in the fol-
lowing manner. The service concept is created
by a business customer’s need to offer his or
her staff an exclusive nature adventure experi-
ence, which rewards its participants mentally
with the feeling of exceeding one’s limits and
indulges the customer with luxurious care
afterwards. From this need, those businesses
offering this tourist product start to outline
those activities and processes, which would
belong to the actual product. Each of these
activities form their own module, for which a
specific production plan and blueprint will be
drafted, as with those activities which bind the
modules together. The modules form an

entity, which is implemented in an appropri-
ate environment. Figure 11.3 illustrates the
description of a product when the target cus-
tomer group is, e.g. the male salesmen of a
car factory.

The formal product of the same service
concept, i.e. the service process, would
seem quite different if the target group was,
e.g. a senior club consisting of former
female managers of a large bank. The serv-
ice system and concept could be the same,
but the activity models would emphasize far
softer adventures.

The Quality of the Tourist Product

Through the years, researchers have been on
a quest to identify the most significant compo-
nents of service quality. The SERVQUAL bat-
tery developed by Zeithaml et al. (1990) has
produced a generic measure of service quality

Fig. 11.2. Packaged tourist product. Source: Komppula and Boxberg (2002, p. 25).
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through an examination of 22 service items,
which factor into five basic service dimensions:
reliability, tangibles, responsiveness, assurance
and empathy.

Reliability reflects the service provider’s
ability to perform service dependably and
accurately, including ‘doing it right the first
time’. Tangibles consist of the appearance of
physical facilities, equipment, personnel and
communication materials. Responsiveness
represents the willingness to help customers
and provide prompt service. Assurance reflects
the knowledge and courtesy of employees and
their ability to inspire trust and confidence.
Guests expect to feel safe in their transactions
with employees. Empathy involves the caring,
individual attention a firm provides for its cus-
tomers (Parasuraman et al., 1988). Although
the original SERVQUAL instrument has been
challenged by a number of academic
researchers, there have been many adapta-
tions of the tool to suit specific operational
characteristics of the hospitality environment.
As a result, such terms as LODGQUAL,
LODGSERV, DINESERV, HOLSAT and
GROVQUAL have become common in the

industry (Knutson et al., 1991; Stevens et al.,
1995; Tribe and Snaith, 1998; Augustyn and
Ho, 1998; O’Neil, 2001).

Perceived service quality reflects the dif-
ference between the guest’s expectations and
the actual services performed. The extent to
which expectations and service performance
are similar or different influence the extent to
which guests are satisfied or dissatisfied. A cus-
tomer’s expectations are derived partly from
personal needs, previous experience of similar
products and word-of-mouth (WOM) recom-
mendation from others, as well as from
marketing communication. Grönroos (1984)
distinguishes three dimensions of perceived
service quality: technical, functional and
image-dimensions. Technical dimensions rep-
resent what the consumer actually receives
from the service as a result of the interaction
with the service provider. Examples include a
restaurant meal or a hotel room. Functional
quality represents the actual performance of
the service, the manner in which the service
provider delivers the service to a customer.
Attitude, tact, skills, knowledge and friendli-
ness are examples. They are seen subjectively

Fig. 11.3. An example of a typical Finnish incentive product. Source: Komppula and Boxberg (2002, p. 33).
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by the customers. Together, technical quality
and functional quality represent a bundle of
goods and services that create an image.

In his later work, Grönroos (2000) has
presented seven criteria for good perceived
service quality, which he divides into three
dimensions as illustrated in Table 11.1.

The guest’s overall perception of service
quality results from a variety of experiences
with the service provider over a period of time.
Service providers have to look not only at the
on-site personal experience of the guest, but
also at events that precede and follow. On this
service, continuum services can be described
as: those the guest experiences before enter-
ing the facilities of the service provider (these
include customer information, reservations,
hours, grounds); those the guest encounters
while the service is actually being performed
(including check-in/point of entry, payment
terms, guest assistance, physical facilities,
guest services, checkout/point of departure);
and those that occur after the guest has
departed (customer follow-up, complaint reso-
lution, frequent guest incentives). Quality serv-
ice emanates from total service commitment,
which requires a commitment on all the levels

of the service provider organization. Everyone
in the organization should work together
towards the common goal of delivering quality
service (Schlagel Wuest, 2001, pp. 57–64).

If we adapt the above discussion about serv-
ice quality to the description model of prerequi-
sites of customer-oriented tourist product as well
as the model of a packaged tourist product, we
may suggest the following: the quality of service
concept evaluated before the experience refers
to the image-dimension and image-related crite-
ria of the tourist product. Outcome-related
criteria are adapted during and after the service
process. The quality of the service process eval-
uated refers to process-related criteria, which
contain both technical and functional qualities.
The service system quality is a combination of all
the other dimensions, but the system quality
especially reflects the overall commitment of the
service provider to the good quality. Grönroos
(1990) argues that excellent service quality can-
not be provided without committed, dedicated
and capable staff. This argument suggests that
internal marketing and employee satisfaction
are as vital to organizational success as is effec-
tive external marketing and functional and
technical quality.

Table 11.1. The seven criteria of good perceived service quality.

1. Outcome-related criteria
● Professionalism and skills: Customers realize that the service provider, its employees, operational

systems and physical resources have the knowledge and skills required to solve their problems in
a professional way.

2. Process-related criteria
● Attitudes and behaviour : Customers feel that the service employees are concerned about them

and interested in solving their problems in a friendly and spontaneous way.
● Accessibility and flexibility : Customers feel that the service provider, its location, operating hours,

employees and operational systems are designed and operate so that it is easy to gain access to
the service, and that the services are adjusted to the demands and wishes of the customer in a
flexible way.

● Reliability and trustworthiness : Customers know that whatever takes place or has been agreed
upon, they can rely on the service provider, its employees and systems, to keep promises and
perform with the best interest of the customers at heart.

● Service recovery : Customers realize that whenever something goes wrong or something
unpredictable happens the service provider will immediately and actively take action to keep them
in control of the situation and find a new, acceptable solution.

● Serviscape : Customers feel that the physical surrounding and other aspects of the environment of
the service encounter support a positive experience of the service process.

3. Image-related criteria
● Reputation and credibility : Customers believe that the service provider’s business can be trusted

and gives adequate value for money, and that it stands for good performance and values which
can be shared by customers and the service provider.

Source: Grönroos (2000, p. 81).
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Discussion

The MONO project was initiated by practition-
ers who have not incorporated an understand-
ing of any service quality or tourist product
theory into their project plan. The goals of the
project were based on obvious needs
expressed by all the important stakeholders in
the business: the service providers, intermedi-
aries and the most important customer group,
the business sector customers.

Nevertheless, the idea of the project
seems to accept the description of the prereq-
uisites for the customer-oriented tourist prod-
uct. The idea of the service concept is
illustrated by one typical activity operator from
Eastern Finland who actively participated in
the MONO process: 

Very often the business clients are looking for
a product that is short (maximum a day),
sharp and attractive. Sharp means that the
idea has to appeal. If we think, for example,
of a four hours canoeing trip, the activity itself
is not yet attractive, but the idea comes from
where the customer is going to canoe and
why. The objective of the trip is as important
as the activity itself. The presentation of the
core product, the idea of the product, has to
appeal. One can almost sell an old activity
with a new presentation and a new aim, the
same activity for a different reason, which
then comes as a new activity. 

This activity operator sells about 40% of its
turnover directly to the corporate entertain-
ment customers. About 40% of its income
comes through intermediaries (Komppula,
2001, pp. 14–15).

The technical and functional dimensions
of service quality played the most important
role in the MONO project. Considerable atten-
tion was paid to safety regulations as well as to
the efficiency and effectiveness of the imple-
mentation of the service process. The integra-
tion of the modules in the chain of activities in
the service process guarantees the accessibility
and flexibility and reliability and trustworthi-
ness of the service and the business.
Professionalism and skills were generally dis-
cussed from a technical point of view, but the
interactive dimension of service quality (atti-
tudes and behaviour) were also briefly dis-

cussed. Customer service expertise may have a
central role in the follow-up project, once the
training of the entrepreneurs begins.

The image-related criteria of service qual-
ity, reputation and credibility, as well as servis-
cape refer to the service system quality. The
system includes the company’s organization,
including the service culture and employees,
customers and the physical and technical
resources. These components must form a
whole and work together if the company is to
be able to offer services that offer good qual-
ity. From the customer’s point of view, most of
those qualities that comprise the technical and
functional dimensions of quality goods are
qualities that they require to be granted as a
‘normal’ quality. High quality is something
extra, which makes the product valuable. The
above-mentioned entrepreneur states:

The fact is that most of the products that sell
well, are easy: cooking coffee and making
sausages and pancakes by the fire. Behind all
the product development procedures there is
the underlying business mission: we must not
be cheaper than others, not the most ‘visible’
in the market but the best in customer service.
This indicates that the equipment does not
have to be better, the places do not need to
be better, but the customer service must be
the best, because that is what the customer
will remember. The customer needs to
remember that he had a great time. Customer
service means all the activities that aim at the
best possible customer care during the
customer process, including the pre-purchase
phase and the presentation of the product in
the brochures.

(Komppula, 2001, pp. 15–16). 

It is easy to agree with Seaton (1996), who
argues that the firm is just as much a product as
the individual packages of offerings it makes.

It is reasonable to assume that the signifi-
cance of sustainable development in the MONO
project will not grow until matters that are
‘closer’ and more concrete from the point of
view of the producers and clients are in good
order in all enterprises. Not until the products
are safe and comparable in relation to their tech-
nical properties everywhere, will ‘higher’ values
such as sustainable development become a com-
petitive advantage in an enterprise. The project
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manager of the MONO project has, during the
process, stressed that the objective is not to cre-
ate any kind of quality system, which could be
audited by some kind of organization. The pur-
pose of the project is to present the guidelines
as a ‘theory-in-use’, which would create its own
legitimacy through the demands of the cus-
tomers. If the customer counterpart demands
agreed qualifications and the businesses can pro-
vide the quality in practice, competition between
the businesses will take care of the rest.
Nevertheless, many stakeholders, especially edu-
cational organizations, have expressed an inter-
est in creating these guidelines as a quality
system with quality ‘visible’ badges or labels. It is
an open question as to what the customers’
opinions are, but the customers will decide if the
MONO project will gain the legitimacy and if the
guidelines will become a theory-in-use.

Conclusion

This case shows that tourist product quality is
in practice (and in theory as well) often seen as
a key to customer value. Several researchers,
nevertheless, suggest that service quality is
only one of a number of factors that influence
value for the customer. Little research has
been undertaken to understand the role that

different value dimensions (such as functional
value, emotional value, social value and epis-
temic or novelty value) play in the different sit-
uations (Soutar, 2001). In relation to tourist
experience products, it may be that social and
emotional aspects play more important roles
than the technical and functional dimensions
of service quality, which still seem to have a
remarkable role in service quality models and
theory. Understanding the customer needs and
wants helps the service provider to offer the
best possible prerequisites for the customer-
oriented tourist product. By participating in
customer processes, the customer hopefully
may then experience the value proposed in the
marketing of the tourist product.

In the MONO project, a sustainability
dimension was also included. It must be noted
that this dimension is not underlined in general
service quality theories. The case shows that
requirements of sustainability in tourism busi-
nesses are more common in strategic plans,
business missions and marketing, than in prac-
tical actions. Sustainable development will
become a competitive advantage in an enter-
prise, if it finds that sustainable development is
a property of a product or the enterprise that
affects its competitiveness in the market. Then
an enterprise will attitudinally commit itself to
the development of such property.
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12 Tourism Development: Hard Core
or Soft Touch?
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Introduction

The tourism product of an area is subject to
the influence of many factors, but often it is
the effectiveness with which factors are
deployed rather than their abundance that are
important considerations. It is the supply-side
elements of tourism development, and in par-
ticular, approaches to management and mar-
keting that provide the focus of this chapter.
Through the medium of case studies, the
authors explore how the motivations of
tourists are encouraged (via promotion) and
ultimately met (via provision) in terms of the
supply-side of tourism. More importantly, what
form does tourism development take in order
to meet the requirements of tourists and is this
development appropriate, in terms of scale
and benefit to the rural locality?

A common research proposition is that
small-scale endogenous tourism developments
(that are characteristic of ‘soft’ tourism
approaches) are more beneficial and appropri-
ate in the periphery than large-scale develop-
ments controlled from the core (characteristic
of ‘hard’ tourism). It is anticipated that periph-
eral areas (relative to core areas) will place
greater reliance on natural and cultural fea-
tures that necessitate ‘softer’ development for
purposes of protection.

This chapter aims to investigate this
proposition, by drawing upon empirical evi-

dence from six European case-study regions
(exhibiting varying degrees of peripherality),
based on the findings of the EU FP5 project
entitled, ‘Aspatial Peripherality, Innovation
and the Rural Economy (AsPIRE)’. The
tourism product and its marketing and man-
agement are contrasted and compared with a
view to examining how differential approaches
to tourism development in rural areas reflect
not only the natural and cultural assets associ-
ated with the rural product, but the nature and
effectiveness of actors in the tourism realm.
More specifically, the authors will attempt to:

● explore how the motivations of tourists are
encouraged (via promotion) and ultimately
met (via provision);

● establish the relationship between accessibil-
ity, and the type of tourism product available;

● examine the relationships between types of
tourism and their access to vertical and hor-
izontal networks.

Perspectives on Peripherality

The transition from an industrial economy
towards a service economy presents new
opportunities for tourism sector growth, par-
ticularly in rural and peripheral areas where
returns from the traditional primary industries
(e.g. farming and fishing) are limited or fluctu-
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ating (Ravenscroft, 1994). It is widely acknowl-
edged in literature that the tourism sector,
through capitalizing on the natural environ-
ment, is one of few development opportunities
open to rural areas, as they undergo a signifi-
cant restructuring and diversification process
(Swarbrooke, 1992; Butler and Hall, 1998;
Bryden and Bollman, 2000; Wanhill, 2000).

Yet the competitiveness of tourism and
other enterprises in peripheral regions has
been historically constrained by a number of
factors. A classification provided by Copus
(2001) is a useful means by which to consider
the spatial peripherality issues present in the
tourism literature. Conventional concepts of
peripheral disadvantage are classified into three
broad groups: the causal, contingent and asso-
ciated. Causal elements include increased travel
or transport costs and the absence of agglom-
erative advantage, both as a result of remote-
ness relative to the main population centres or
hubs of economic activity. Contingent ele-
ments of peripheral disadvantage are conse-
quential of the causal elements, such as the
high cost of service provision. Associated ele-
ments are connected with peripherality,
although the causal links are less direct.

First, consider the causal elements of the
classification in relation to tourism literature.
There have been attempts to model transport
mode selection (e.g. Mill, 1992) and identify
common decision variables (e.g. availability,
frequency, cost/price, speed/time and com-
fort/luxury). The inhibiting aspects of the dis-
tance decay function on travel decisions are
incorporated in such models. For example,
Prideaux (2000) concludes that increased dis-
tance generally leads to increased transport
access costs and assumes greater importance
within the total holiday cost. Absence of
agglomerative advantage has also been cited as
a barrier to tourism development in remote
locations characterized by small and medium-
sized enterprises (SMEs). Wanhill (1997) high-
lights a number of weaknesses in tourism SMEs
that can be attributed to lack of agglomerative
advantage. These include transactions and
information costs prohibitive to obtaining
knowledge, and supply dominated by family
businesses with limited business skills.

Secondly, contingent elements include
limited market opportunities or markets in

decline, limited ability to appreciate market
needs and demands, little statistical informa-
tion or market research and a lack of strategic
management (Wanhill and Buhalis, 1999).
Finally, barriers ‘associated’ with peripherality
include seasonality coupled with poor climate,
a lack of tourist infrastructure, and that tourism
alternatives are usually primary resource
economies with small manufacturing bases.

Paradoxically, although weak characteris-
tics have traditionally defined peripherality,
the residual qualities have been recreated
as a tourism product in recent years, to the
point that distance itself may become a
function of the destinations popularity. Under-
development has favoured the preservation of
unique landscapes, environmental features,
culture and tradition, which are being revalued
in postmodern society. Embedded in periph-
eral localities are local identities which form
the ‘culture’ or ‘essence’ of an area and effec-
tively provide further resources available for
development by local actors (Ray, 1999).
These resources are inextricably linked with
the local territory and can be strategically used
to add value to local products and services, and
to create positive images that motivate people
to visit. Therefore, many of the conditions of
marginal territories embody features which act
as a product, and have the potential to be ben-
eficial to tourism development. At the same
time, reduced travel time and cost has decon-
structed spatial notions of distance from the
core.

Approaches to Development – the
Product in the Periphery

Lying within the transformation of peripheral
regions from zones of production to zones of
consumption is a paradox: the modern tourist
is now consuming the very qualities that make
these localities peripheral (Gomez and Lopez,
2001). However, whilst peripheral areas may
have tourism assets from which to harvest
opportunities, ‘the preconditions for effective
peripheral area tourism development may con-
tain within them the potential seeds for their
destruction (or at least erosion): pristine envi-
ronments can be sullied by tourism impacts’
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(Slee, 2001, unpublished data). The type of
tourism activity promoted can influence the
effectiveness of peripheral localities in deriving
benefits from this phenomenon. As such, the
success of tourism in peripheral areas can be
said to reflect both the strategic management
of an appropriate tourism product, and the
ability of the tourism sector to overcome the
implicit challenges of inaccessibility.

In order to reduce such detrimental effects
often associated with large-scale mass develop-
ment, experts advocate soft tourism models
(WTO, 1998, p. 131). Soft tourism emerged
as one of the multiple forms of sustainable
tourism in the late 1980s and early 1990s, par-
ticularly favoured by peripheral areas. Such
models coincided with conditions of increased
economic well-being coupled with decreased
travel costs, and sensitivity to the detrimental
effects of mass tourism on socio-cultural and
environmental milieux. Soft tourism is charac-
terized by small-scale endogenous develop-
ment, comprising activity that makes use of
local products, employs local people, does not
place unacceptable burdens on the environ-
ment and respects local traditions and ways of
life (Lane, 1994). Its antithesis is hard tourism
which is typified as large-scale developments,
often controlled by external actors, with neither
little cognizance of the impacts on local cultures
and environments nor little connection to them
(Slee, 1998). Such tourism systems are likely to
be weakly connected to the local economy, due
to the foreign business ownership, and supply
chains. Relationships with external suppliers,
distributors and retailers may result in ‘leak-
ages’ from the local economy.

The advocacy of the soft tourism model
has coincided with a growing interest in
endogenous approaches to rural development,
‘favouring local control and direction and more
integrated strategies based on combined and
sustainable economic, social and environmen-
tal development’ (Bryden and Dawe, 1998,
p. 5). Such development strategies utilize dis-
tinctive aspects of the economic, social and cul-
tural environments in order to raise the profile
of a locality whilst simultaneously linking peo-
ple, products, innovation and investment to a
particular place and encouraging a strong local
participation in development (Ray, 1999).
Such integrative strategies are characterized by

trust-based relationships between local tourism
providers, consumers and institutions, and the
use of place-based promotional schemes. This
system is deemed beneficial for the area not
least because, in terms of simple regional mul-
tiplier analysis, tourism enterprises that have
strong local linkages tend to utilize, and offer
the consumer, locally produced products and
services. From the perspective of the tourist,
locally embedded tourism provides interesting
and educational product attributes, and a more
authentic experience.

Proposition

The success of tourism in peripheral areas is
dependent upon creating links with external
actors, and in attracting international cus-
tomers to the locality. Therefore, we expect
effective tourism development in peripheral
areas to utilize soft tourism approaches and to
display not only strong local (or horizontal)
networks within the locality, but strong exter-
nal (vertical) networks to intermediaries, which
have traditionally assisted with the movements
of tourists. It is anticipated that hard tourism
approaches, which are commonly exogenous
in nature, are more likely to be dominated by
external networks, with less integration into
the locality. In such cases, external agents
may control capital and expertise, with little
financial benefit to the locality (Buhalis,
1999).

It is proposed, therefore, that small-scale
endogenous tourism developments (character-
istic of soft tourism approaches) are more ben-
eficial and appropriate in the periphery than
large-scale developments controlled from the
core. Consequently it is anticipated that the
tourism product in more inaccessible regions
will demonstrate characteristics of ‘soft’
tourism, i.e. a dedicated product and special-
ized processes. Conversely, the tourism prod-
uct in more accessible regions is likely to be
characteristic of ‘hard’ tourism, exhibiting
standardized processes and a generic product.
Simultaneously (as shown in Fig. 12.1) it is
expected that there will be greater local and
external integration, through horizontal and
vertical networks of the local tourism industry
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in the more peripheral regions, relative to
those with greater accessibility.

Methodology

In order to investigate these issues the authors
draw upon empirical evidence from six
European case-study regions (both peripheral
and more accessible), based on the findings of
AsPIRE.

The methodological instruments used are
part of the AsPIRE project’s integrated case-
study work, which has been undertaken in six
countries represented in the research team.1 A
broad research design was formulated that
adopted common interview schedules for all of
the case-study regions. This paper draws on
data derived from four primary data collection
instruments: (i) a visitor survey; (ii) intermediary

survey; (iii) business survey; and (iv) organiza-
tional survey (Table 12.1).

Brief description of survey instruments

Two different but complementary surveys were
carried out under a ‘consumer’ banner. Both
surveys utilized a questionnaire used for face-
to-face interviews. First, a visitor survey was
conducted with 50 visitors in each study area.
Consequently, this questionnaire was relatively
short and the questions were largely closed.
Both factual and perceptual information was
sought from visitors with questions targeted at
the collection of behavioural and attitudinal
data and that for purposes of classification.
Likert rating scales (relating to designative
attributes of the areas) and verbal bipolar

Soft

A

Hard

B

Horizontal
networks

Vertical networks

Fig. 12.1. Diagrammatic summary of the research proposition.

1 SAC, Aberdeen, Scotland (coordinator),
TEAGASC Rural (Dublin) and National University
of Ireland (Galway) (Ireland), University of
Valencia (Spain), University of Patras (Greece),
University of Dortmund (Germany), University of
Helsinki (Finland).

Table 12.1. Type and number of interviews.

Survey type No. of interviews

Visitor 300
Intermediary 23
Business 64
Organization 20
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scales (relating to evaluative attributes of the
areas) were included. There was limited infor-
mation available regarding the numbers and
nature of visitors to the study regions,
i.e. there is no all-encompassing, coherent
sampling frame. Hence the surveys were
dependent on using a range of sample sources
available in the study areas, namely visitor
attractions, transport terminals and accommo-
dation providers. These sample sources are
obviously subject to seasonality constraints and
visitor movements. A combination of quota
and purposive sampling techniques were
adopted. A distinction was made (as far as
available information allowed) between differ-
ent segments of the market and given the
information available, an approximate repre-
sentative (quota sample) was used. Interviews
were ‘staggered’ as far as possible, in season
and to encompass weekend and weekdays.

Secondly, an intermediary survey was uti-
lized for interviews with those organizations
who ‘package’ the study areas in some way,
i.e. they act as an intermediary between the
area and the potential consumer for purposes
of tourism. As previously factual and percep-
tual information was sought from the survey.
Information relating to those organizations
offering packaged products within the study
area was fragmented, hence a ‘snowballing’
sampling approach was adopted.

A face-to-face business survey of at least
ten tourism service providers in each study
region was undertaken and examined aspects
of service provision, business relations, per-
formance and market orientation. The organi-
zational survey was designed to encompass
both public/statutory, quasi-public, and third-
sector organizations involved with the promo-
tion and/or development of tourism in the
study regions. The questionnaire was semi-
structured consisting of open and closed ques-
tions. Some of the questions were attitudinal
and involved Likert rating scales.

Results and Analysis

The case-study regions

A case-study region in each of the six participat-
ing countries was selected on the basis of a

peripheral location relative to the European core
(see Fig. 12.2). For purposes of the AsPIRE
project a single Baseline Peripherality Indi-
cator was developed, which enables the
regions to be ranked according to accessibility
within the European Union (EU). This indica-
tor describes the peripherality of the study
areas in conventional (and relative) terms as a
function of potential accessibility to main cen-
tres of EU population, calculated from multi-
modal travel times.2 Table 12.2 shows the
indicator values for our study regions, standard-
ized to the EU’s average.

The regional scores highlight that Shetland
(Scotland), in the upper northern part of
Europe is the most peripheral of all the regions,
the Spanish region of L’Alcoia is somewhat
middling, whilst the regions of Clare (Ireland)
and Rottal-Inn (Germany) are relatively more
accessible. As such, softer tourism approaches
were anticipated to be characteristic of
Shetland, Evrytania and Keski-Soumi, whereas
it was expected that more commercialized,
generic tourism products would be increasingly
found in L’Alcoia, Clare and Rottal-Inn.

Using this indicator as a basis for com-
parison, in the sections that follow we attempt
to contrast and compare the product in the
study regions and discuss the influence of
accessibility/peripherality on the nature of the
product and on its promotion, development
and management.

Volume and value

The measurement of tourism is problematic.
Harmonized tourism statistics and the devel-
opment of integrated systems of tourism data
collection, remain elusive – more so at the
regional and local levels. Consequently, mean-
ingful statistics as to the economic contribution
of the tourism industry in the study areas are
not readily available. However, the data in
Table 12.3 can give us some indication of
the tourism market in our areas and also the

2 A detailed account of the indicator’s calculation
can be found in Spiekermann et al. (2002) Review
of Peripherality Indices and Identification of
‘Baseline Indicator’. http:// www.1sac.ac.uk/aspire.

http:// www.1sac.ac.uk/aspire
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Table 12.2. Case-study region’s baseline peripherality index score.

Baseline peripherality index score

Country Study region Centroid Study region National average

Scotland Shetland Lerwick 3 70
Greece Evrytania Karpenision 19 54
Finland Keski-Suomi Jyvaskyla 38 41
Spain L’Alcoia Alcoy 50 69
Ireland Clare Ennis 57 64
Germany Rottal-Inn Pfarrkirchen 61 123

Rottal-Inn

Shetland

Keski-Suomi

Evrytania
Camp de Morvedre

Midwest (Clare)

Fig. 12.2. The case-study regions. Note: The region of L’Alcoia, Spain, forms part of the larger
administrative region of Camp de Morvedre.
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significance (or otherwise) of the tourism sec-
tor in the area, relative to the rest of the coun-
try. It is acknowledged that the years to which
the data refer differ – where possible the most
recent statistics available were utilized.

The relationship between peripherality
and regional market share (within the national
context) is not linear. The more peripheral
regions of Shetland and Evrytania capture
only a small percentage of the national mar-
ket, as would be expected. Accessibility to
Clare in Ireland (baseline 57) is increased by
the proximity to Shannon International air-
port, which may have enabled it to capture
such a large share of the national market. On
the other hand, the most accessible region of
Rottal-Inn has a very small market share,
despite its greater accessibility (baseline 61).
The type of visitor market is also contrasting:
only 4% of Rottal-Inn’s market is interna-
tional, whereas 61.4% of Clare’s visitors are
international. Indeed, Table 12.3 illustrates
that, in Clare and Shetland, the international
market is proportionally greater than that for
their respective countries. This is also
reflected in the visitor survey (origin of visitors)
as shown in Table 12.4.

Although an absence of comparable
employment or expenditure figures for the
tourism sector in the six regions makes it difficult
to establish the economic importance of the

tourism industry, where figures do exist, they do
not often reveal the true significance of the sec-
tor. For example, in Rottal-Inn 3.3% of the
employees are directly employed in the tourism
sector, but it is perceived locally to be ‘one of the
main economic pillars’ (Bayer SLU, 1993,
p. 59) of the county, having shown steady
growth over recent years. As such, a more accu-
rate assessment of importance of tourism sector
to the local economy in our regions is captured
by a comparative evaluation by local tourism
organizations, as illustrated in Table 12.5.

The interviewees were asked to rank the
importance of tourism as a sector on a scale of
1–5 (unimportant to very important). Five of
the six regions considered the tourism industry
to be important or very important in spite of
vast variations in the volume of visitor traffic.

Table 12.3. Volume of trips in case-study regions.

Trips (actual)

Indicator/study Region’s 
Trips (% total)

region Domestic International Total % of total Domestic International

Shetland (2000) 37,743 9,435 47,178 0.23 80 20
Scotland (2000) 19m 1.7m 20.7m – 91.8 8.2
Evyrtania (1998) 46,253 745 46,998 0.36 98.41 1.59
Greece (1998) 5.6m 7.5m 13.1m – 42.8 57.2
Keski-Suomi (2000) 440,218 63,488 503,706 5.9 87.3 12.7
Finland (2000) 6.5m 2m 8.5m – 77 23
L’Alcoia n/a n/a n/a n/a n/a n/a
Spain (1999) 6.9m 6.3m 13.2m – 52.5 47.5
Clare (1999) 709,000 1,128,000 1,837,000 14.2 38.6 61.40
Ireland (1999) 6.6m 6.3m 12.9m – 51.10 48.90
Rottal-Inn (2001) 127,324 5,235 132,559 0.12 96 4
Germany (2001) 90.2m 18m 108.2m – 83.4 16.6

Table 12.4. Origin of visitors (visitor survey).

% of Sample

Study region Domestic International

Shetland 72 28
Evrytania 98 2
Keski-Suomi 94 6
L’Alcoia 98 2
Clare 24 76
Rottal-Inn 92 8
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This is also reflected by the provision of dedi-
cated development strategies to guide tourism
development, or as in the case of Rottal-Inn,
as part of a wider area-based development
strategy.

The one exception is the Spanish region
of L’Alcoia, which forms part of one of three
provinces in the Valencian region of Spain.
This inland area, consisting of rugged, dra-
matic terrain is a sharp contrast to the sun and
beach tourism of adjoining areas, which attract
international visitors. As Tables 12.4 and 12.5
illustrate, tourism in the L’Alcoia area is not
well developed: the region is dependent nearly
entirely on domestic visitors, and there are no
defined strategies to foster the growth of
tourism. This is primarily because the area has
been traditionally dedicated to agriculture and
manufacturing, and the tourism industry is
small and fragmented. The lack of statistics
and the relative lack of importance attributed
to the sector in this area are characteristic of
the situation.

The results from the business survey also
reveal differences in the state of the tourism
industry. The small sample of tourism service
providers (including accommodation and
leisure services providers) revealed the majority
of firms (55%) had been operating less than 10
years, and the average firm age was signifi-
cantly lower within the relatively peripheral
Scottish and Greek study areas, and less
peripheral Spanish region. This may suggest
tourism development is still in its infancy in
these regions, as their ability to gain compara-
tive advantage over other regions is impeded
by distance costs.

The infancy of tourism development in
the more peripheral regions, relative to the
more established industry in Rottal-Inn and
Clare, is also highlighted by business perform-
ance figures (Table 12.6). Both operational
and financial indicators of performance were
used to assess firm performance. A high pro-
portion of firms reported growth across all
measures, though less so in employment

Table 12.5. The importance of tourism to the local economy.

Study region Average score Strategy to guide development 

Shetland 4.0 3-year strategy tourism strategy. Also numerous individual 
projects ongoing, e.g. interpretation, access, signage

Evrytania 4.25 Regional promotion for Kapenisi/Evrytania: includes website 
creation and development of traditional products, cultural
shows, etc.

Keski-Suomi 4.50 Recently completed tourism strategy
L’Alcoia 2.0 No dedicated tourism strategy
Clare 4.0 Strategic plan to ‘generate tourist activity’
Rottal-Inn 4.0 County Development Concept 2006

Table 12.6. Tourism business performance.

Measure of
% of firms reporting growth in the last 5 years

performance Shetland Evrytania Keski-Suomi L’Alcoia Clare Rottal-Inn Total %

Employment 27 40 55 50 – 20 32
Profit margins 75 80 73 50 – 20 48
Total sales 86 80 82 50 – 40 54
Investments 86 60 55 50 – – 39
Market extension 63 – 18 50 – 10 22
Total (No.) 11 10 11 8 11 10 61

Note: There are no data for Clare, due to firm confidentiality.
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generation and market extension. The fact
that a higher percentage of firms in Scotland,
Greece and Finland reported growth in profit
margins, sales and investments is indicative of
the infancy of the firms, and the tourism devel-
opment, in these regions.

Although it was expected that foreign
ownership would be more pronounced within
the more accessible regions of Germany,
Ireland and Spain, this was in fact, not the case
as businesses across all regions were predomi-
nantly created (66%) and managed (64%) by
family owner-managers.

Further indication of the character of the
supply-side of the product can be attained
from consideration of the nature of the market
that it is servicing. The main purposes of visits
across all regions, as found in our visitor survey
sample, are holidaying (overnight stays)
(Fig. 12.3). The visiting friends and relatives
(VFR) market is more pronounced in Keski-
Suomi and Clare. Keski-Suomi, L’Alcoia, and
the Rottal-Inn experience a larger number of
day trippers. This is attributed to the nature of
the attractions (particularly in Keski-Suomi)
and in the cases of Rottal-Inn and L’Alcoia,
their proximity to large centres of population:
Munich, Passau and Salzburg to Rottal-Inn and
the coastal markets in the areas adjacent to
L’Alcoia. This highlights the advantage of local
accessibility in developing a domestic market.

The majority of the respondents (on holi-
day) in the Scottish, Finnish, Spanish and
German study areas were staying in one main
location in the region and taking day trips. In
the Irish and Greek areas half of the above

respondents were touring in the region, stay-
ing in 2–3 (plus) locations.

Nature of the Product

The tourism product in all of the areas is similar
in that it draws very much upon the natural and
cultural heritage endowments of the case-study
regions. For example the county of Rottal-Inn,
situated on the Austrian border in south-east
Germany offers a traditional farming landscape
and culture, and also benefits from being part
of a ‘spa-triangle’ in eastern Bavaria. The
Shetland Isles (northernmost Scotland) have
developed a specialist niche market that draws
upon the abundant wildlife and birdlife on the
islands. A combination of outdoor recreation
and built heritage is evident in Co. Clare in the
midwest of Ireland. The mountainous Greek
area, Evrytania, has a product bias towards the
provision of ‘wilderness’ sport.

The main features of each area utilized for
tourism purposes (as stated by the various
public sector organizations responsible for the
development and promotion of tourism and
also tourism intermediaries) are summarized
in Table 12.7. The themes of landscape, the
environment, natural and cultural heritage and
outdoor recreation are common throughout
and given the predominantly ‘rural’ status of
the areas this is to be expected.

These themes are also reflected by busi-
ness provision (Table 12.8). Firms were more
likely to offer traditional hospitality, cooking
and outdoor leisure recreation than relaxation

Visitors away from home on holiday

0

15

30

45

60

75

90

Shetland Evrytania Keski-
Suomi

L'Alcoia Clare Rottal-Inn

%

Fig. 12.3. Purpose of visit.
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Table 12.7. Tourism themes and provision.

Themes/provision Organizations Intermediaries

Shetland ● Archaeology ● Stopover/touring
● Viking heritage ● Crafts
● Wildlife (in particular birds and special ● Wildlife

interest)
● Landscapes/seascapes

Evrytania ● Natural beauty (mountains, rivers, ● Outdoor pursuits
lakes)

● Skiing
● Alternative tourism (conferences,

events)
● Traditional local products

Keski-Suomi ● Winter tourism ● Outdoor pursuits
● Tourist centres
● Natural landscape
● Sauna culture

L’Alcoia ● Historic (Roman) heritage ● Mountains
● Industrial archaeology
● Natural heritage

Clare ● Marine (sea angling) ● Golf
● Open countryside: walking, cycling, ● Landscape and heritage

equestrian
● Heritage (indoor attractions)

Rottal-Inn ● Spa/health water ● Wellness and beauty
● Regional culture and tradition
● Attractive, varied landscape

Table 12.8. Services offered by tourism businesses.

No. of firms offering tourism service

Services Keski-
offered Shetland Evrytania L’Alcoia Suomi Clare Rottal-Inn Total Total %

Relaxation and 2 2 4 6 8 3 25 40.3
rest

Leisure and  3 3 5 4 9 3 27 43.5
outdoor
recreation

Sports and related 2 3 4 2 8 3 22 35.5
activities

Cooking (cuisine) 2 2 11 7 1 6 29 46.8
Culture and 5 – 3 2 9 19 30.6

tradition
Traditional 7 6 10 6 7 1 37 59.7

hospitality
Other 4 2 4 – – 6 16 25.8
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Table 12.9. Unique selling features identified by firms.

No. of firms

Keski-
Shetland Evrytania L’Alcoia Suomi Clare Rottal-Inn Total no. Total %

Nature 9 10 9 10 11 6 55 88.7
History 4 3 3 4 4 1 19 30.6
Architecture 3 – 4 3 1 2 13 21
Culture/tradition/ 8 5 3 7 8 4 35 56.5

heritage
Services and 3 7 6 6 8 4 34 54.8

facilities
Other 8 – 2 1 1 2 14 22.6

Unique selling
features

and rest, sports and culture and tradition. The
popularity of ‘culture’ in the case of Co. Clare
reflects its strong international market.

Perceptions among tourism businesses of
unique selling features of the areas are depicted
in Table 12.9. Nature is considered the most
important unique selling feature, whereas his-
tory and architecture are considered less
important. Although only a minority of the
business respondents stated that they offered
cultural products and services, the overall sig-
nificance of local culture and tradition to all six
regions tourism products is well recognized.

In order to investigate the consumption of
the product, visitors to the regions were asked
to list their three main activities or pursuits
whilst in the area. The numbers attributed to
each activity are outlined in Table 12.10. The
more popular activity categories of ‘general
touring/visits’ and outdoor recreation’ draw
upon the unique selling features mentioned
above in particular ‘nature’ and ‘culture, tradi-
tion and heritage’.

Visitors were also asked whether they
agreed or disagreed with a number of state-
ments made about the product (Table 12.11).
There was little variance in response between
countries. An attractive natural landscape was
attributed to all of the areas, as were friendly
local people. Five of the areas (excluding
Greece) could also be said to exhibit seasonal-
ity given a less appealing winter climate in
these areas. The Greek area, Evrytania has a
ski infrastructure that attracts a local winter
market, thus helping to overcome the tradi-
tional off-peak season experienced elsewhere.

The statement about ‘interesting wildlife’ did
differ quite significantly between the regions,
being more of a feature in the more periph-
eral regions of Shetland, Evrytania and Keski-
Soumi. This may hint at the development of
niche markets in the more peripheral areas
and the existence of unique resources upon
which to draw.

Product Promotion

The main features of the areas utilized for pur-
poses of promotion (by both the tourism organ-
izations and intermediaries) are summarized in
Table 12.12. Whilst at first glance the product
in our areas has appeared very similar, the
approaches to promotion of the destination
area differ among the regions. This is, in part,
attributable to a positive utilization of the
distance/peripherality factor and product char-
acteristics attributed to it. For example, organi-
zational representatives in Shetland were keen
to develop the evaluative aspects of the product
in terms of the promotional message – remote-
ness, safety, escape, lack of pollution, tranquil-
lity and other aspects of the product associated
with distance from the core. The promotion of
such attributes is designed to appeal to a high-
earning, predominantly urban-based market
both domestic and international.

The utilization of the peripherality ‘factor’
is also true of Evrytania. The Greek area pos-
sesses a strong image as a recreation/amenity
area and as a producer of traditional and
authentic products. A focus on alternative or
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Table 12.10. Visitor pursuits (no. of visitors).

Activities
undertaken Shetland Evrytania L’Alcoia Keski-Suomi Clare Rottal-Inn Total %

General touring/ 40 28 43 28 39 36 214
visits

Recreational 20 2 18 23 50 44 157
(outdoor)

Eating/drinking 3 10 11 11 24 8 67
Rest/relaxation 3 3 13 10 17 13 59
Shopping 3 1 0 4 7 1 16
Specialist nature 10 0 0 0 0 0 10
Photography/art 3 0 0 1 0 0 4
Total 82 44 85 77 137 102 527

Table 12.11. Visitor ratings of the tourism product.

% of visitors to area agreeing with statement

Shetland Evrytania Keski-Suomi L’Alcoia Clare Rottal-Inn Mean %

Good 62 84 84 54 72 70 71
recreational
opportunities

Good 24 90 72 38 60 44 55
sporting 
activities

Attractive 96 84 96 100 98 92 94
natural 
landscape

Interesting 62 92 50 18 60 0 47
industrial 
heritage

Appealing 94 86 52 44 96 74 74
historic 
sights

Interesting 90 88 58 84 94 56 78
local
culture/
traditions

Friendly 94 92 92 96 96 90 93
local people

Interesting 96 96 88 30 66 64 73
wildlife

Appealing 62 100 88 96 56 92 82
summer
climate

Appealing 8 100 58 50 2 24 40
winter
climate

Aspect of 
product
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adventure tourism in recent years has drawn
upon the area’s remoteness from major urban
centres to assist in the development of the
‘adventure’ message.

The relatively less peripheral areas in
Ireland and Germany draw upon natural
resources and heritage, and products associ-
ated with ‘rural’. Their relatively higher level of
accessibility enables the regions to appeal to a
less specialized, generic market. For example,
the existence of Shannon airport in Ireland has
been responsible for the tourist traffic to Co.
Clare being dominated by large-scale
American tours, attracted by golf and heritage.
The German region of Rottal-Inn is striving to
overcome its national perception of peripher-
ality, through promoting its products to neigh-
bouring Eastern European countries.

The role of external (vertical) linkages

Evidently place-specific products are important
in all regions. Notwithstanding this, the extent

to which the tourism industry is itself localized
and integrated appears to vary.

In order to gain an insight into the linkages
between consumer and place, organizations in
the study areas were asked to agree/disagree
(on a scale 1–4) with a number of statements
made about the nature of the market and coop-
eration within the area. The average scores
against each statement for each region are
shown in Table 12.13. External linkages,
through intermediaries providing customers to
businesses, are particularly apparent in Clare.
There is also evidence of intermediary activity
in Shetland and Evrytania though this is not as
pronounced – the independent market appear-
ing more dominant in these areas.

The visitor survey also revealed evidence
of prior bookings, for transport and accom-
modation, being made through intermediaries
(operators) in Clare, and to a lesser extent in
Shetland whereas in Evrytania, Keski-Soumi,
L’Alcoia and Rottal-Inn prior bookings tended
to be made directly with the provider. The role
and significance of intermediaries emerged in

Table 12.12. Organization and intermediary promotional messages.

Promotional message Organizations Intermediaries

Shetland ● ‘Stimulating mind, body and spirit’ ● Coastlines and islands
● Natural choice ● Skeins and skerries 
● Island of adventure
● More than you’d ever imagined
● Discovery, explore, freedom

Evrytania ● ‘The Switzerland of Greece’ ● Land of adventure
● Alternative forms of tourism
● Adventure
● Culture and tradition

Keski-Suomi ● Proximity to nature ● Stories you can live by 
● Heritage: attractions based on tradition yourself 
● High quality
● Festivals of Moors and Christians

L’Alcoia ● A town to discover ● Heart of the mountain
● Heart of the mountain ● Discovery
● Natural resources – water, outdoor 

Clare pursuits ● Explore the land of your 
● Recreation and cruising, golf ancestors
● Heritage – Bunratty Park
● Wellness and health

Rottal-Inn ● Nature and water ● Rural spa
● Varied landscape
● Recreation
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the business survey: the majority of firms sur-
veyed had arrangements with businesses out-
side of the region to regularly supply them with
customers. For example, all of the firms inter-
viewed in Clare had formalized contractual
agreements with businesses (customers) out-
side the area to supply a specified number of
tourists at predetermined prices. Such vertical
linkages were also apparent in Shetland and
Rottal-Inn. The only obvious exception to this
was Keski-Suomi in Finland where few firms
had contact with external businesses as a
means to source custom.

To investigate the relationships operating
within these various networks, intermediaries
known to service the areas were asked to spec-
ify whether relationships with businesses were
informal or formal. Relationships between
businesses and intermediaries in Shetland,
Evrytania, L’Alcoia and Rottal-Inn were all
described as ‘regular’ and ‘informal’. The
Finnish intermediaries appeared divided in that
half of the intermediaries described their busi-
ness relationships in the previous manner and

the remainder described the relationship as a
‘formalized contractual agreement’. All of the
intermediaries sampled in connection with
Clare stated that the relationship was wholly
formalized, characteristic of a ‘hard tourism’
system. The intermediaries interviewed stated
that they had working relationships with public
institutions responsible for the promotion of
tourism in the regions.

The level of internal (horizontal) linkages

There was, however, less consensus of opinion
as to the extent of cooperation between
indigenous tourism firms and institutions.
Although it was hypothesized that such hori-
zontal linkages would be a feature of all
regions, and more so in the more peripheral
regions, this was not the case. Only 20% of the
firms surveyed stated that they, and other busi-
nesses in their region, had business relations
with public institutions for the promotion of
tourism. Furthermore, only a quarter of firms

Table 12.13. Business relations.

Average score (1–5) by tourism organizations

Statements Shetland Evrytania Keski-Suomi L’Alcoia Clare Rottal-Inn

Tourism business in the 
area is largely a conse-
quence of tour operators 2.7 2.8 2.5 1.3 3.0 1.25
(based outside the area) 
bringing tourists to the 
area

Tourism business in the 
area is largely a conse-
quence of independent 4.0 3.75 2.5 3.0 1.0 3.4
travellers deciding to 
visit the area

Tourism businesses within 
the area collaborate 
together in order to gain 
mutual benefit from 2.3 2.8 3.0 2.3 4.0 3.2
visitors

Tourism businesses within 
the area and public 
institutions cooperate in 
order to promote tourism 2.6 2.0 3.0 2.0 4.0 3.0
to the area
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had informal relations with other businesses for
the exchange of customers. The tourism
organizations confirmed this finding, believing
although there was some evidence that tourism
businesses within the area collaborated, this
was not ubiquitous (Table 12.13). The only
exception was in Greece, where firms were
more likely to collaborate on a range of pro-
motional, sales and provision activities.

On the other hand, the findings from the
business survey suggested that local linkages to
the economy were more pronounced in the
more peripheral regions. For example, 83% of
firms in Shetland sourced their business inputs
from within the region and from regular sup-
pliers, whereas this was the case for only 36%
of firms in Clare, and 40% of firms in Rottal-
Inn. The latter two regions were more likely to
use spot-trade, or external suppliers.

Development – the Influence of
Peripherality

The perceived influence of location on the
tourism product and its development and man-
agement is outlined in the charts and tables
that follow. Table 12.14 contains a summary
of the immediate effects of location as sum-
marized by organizational representatives. The
influences are considered to be both positive
and negative and relate to the causal, contin-
gent or associated aspects of peripherality. For
example, many of the perceived barriers can
be linked directly to increased travel cost or
lack of agglomerative advantage. Equally the
perceived benefits of location are characteris-
tics that can be described as, contingent to, or
associated with, peripherality.

Undoubtedly the location of the study
regions has affected the management of the
product. The maturity of the product and the
way in which the product has developed also
tell us something of the influence of access
and location. Whilst at first glance the prod-
uct attributes in the regions appears similar,
the means by which they have been devel-
oped differ considerably. In Clare, the exis-
tence of Shannon International Airport has
allowed the development of a high volume
market, dominated by operators (of US and

European origin). However, this creates prob-
lems in terms of undesirable impacts, such as
overcrowding and pressure on local utilities.
A positive slant on this is the economic bene-
fit to be derived from large-scale tourism
activity. This said, it was acknowledged in the
organizational survey that the distribution of
these benefits among local businesses is
unequal. The public sector organizations
responsible for promotion and development
are keen to distribute economic benefits more
evenly between large and smaller providers
(currently trade is dominated by large hotels
and coach tours).

The other relatively more accessible
region in the group is Rottal-Inn (Germany).
Here the product has developed steadily over
a period of three decades, focusing upon the
themes of ‘health and well-being’ and servicing
both operators and independent travellers.
The dispersion of these visitors (and thus the
benefits to be derived from them) is much
dependent upon the motorization of tourists so
once again attempts are being made to ‘inte-
grate’ the product more fully into the wider
economy of the area. The proximity of Rottal-
Inn to potential markets in Austria and Czechia
is also deemed to have potential for develop-
ment. Thus whilst the cases in Ireland and
Germany are at different stages of maturity
they both show similar characteristics in terms
of access to markets and the problems associ-
ated with this.

At the opposing end of the peripherality
scale are Shetland and Evrytania. In both cases,
the product is low volume and as we have seen
draws upon the ‘remoteness’ of the regions in
a favourable sense for purposes of promotion.
Tourist infrastructure and service provision is
deemed problematic in both areas, with the
sustainability of wholly tourism businesses
being questionable. Thus what has tended to
evolve are more specialist products targeted to
small-scale, niche markets. The nature of
tourism in these areas appears more integrated
with other sectors of the economy. Both areas
have established links with intermediaries in
recent years, for the provision of tourists. The
intermediaries appear to be national to the
regions, small-scale and specialist.

Issues of accessibility and characteristics
‘associated’ with peripherality play an impor-
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tant role in the decisions of firms to locate
and/or operate in a given area. Unsurpris-
ingly, firms in the more accessible regions of
L’Alcoia, Clare and Rottal-Inn were more
likely to state that accessibility was an impor-
tant aspect of their business location, whereas
this was less important in the more peripheral
regions (Table 12.15). A high percentage of
firms stated that place-specific attributes, such
as image, culture and landscape, were signifi-
cant location factors. The extent to which such
trade-offs in terms of business decisions pay
dividends can also be considered from the per-
spective of consumer trade-offs and overall
satisfaction with the product.

Tourist’s perceptions of inaccessibility are
sensitive to a range of factors; origins, destina-
tions, impedance, types of transport or cost.
Table 12.16 shows the extent to which visitors
agreed with statements pertaining to travel to

the regions. The perceptions largely agree
with our baseline indicator of peripherality pre-
sented in Table 12.2. The most peripheral of
our areas, Shetland, was considered to be the
least accessible according to visitors and con-
sequently the most expensive to travel to.
Although the majority of visitors surveyed in
Clare were of international origin, compared
to Shetland the area was not considered overly
expensive to access.

It is also useful to consider visitor percep-
tions of aspects of the product once in the
regions. In other words having made the trip
(albeit lengthy and/or costly or otherwise) did
particular product attributes meet their expec-
tations? Visitors were asked to assess the
expense, value and quality of the goods/serv-
ices within the region. What we assume from
the results in Table 12.17 is that the visitors to
Shetland were content with the tourism

Table 12.14. The influence of location on the tourism product and market.

Influence of location Benefits Problems

Shetland ● Little in the way of impacts ● Expensive to travel
as small volume ● Little in the way of sustainable

● Location – remoteness, getting business, i.e. stand-alone tourism
away, useful for developing niches ● Lack of awareness (education among

● Community involvement (strong) markets) relocation/access
● Staffing problems
● Landscape attraction (public good)

Evrytania ● Long staying tourism ● Low level of infrastructure and 
● Good horizontal networks and services

developing vertical networks ● Remoteness from major urban 
● Strong image as a recreation area centres

Keski-Suomi ● Potential domestic markets easily ● Foreign visitors use air/boat traffic – 
accessible increases cost of the area

● Natural landscape is the main ● Unawareness of the area among 
attraction potential markets

● Easier to get financial support 
(peripheral status)

L’Alcoia ● Attractive natural landscape ● Poor infrastructure: bottleneck roads 
● Proximity to mass tourism in coastal 

areas (day-visitor market)
Clare ● Scenery is deemed to be attractive ● Uncertainty regarding the weather

● Poor roads
● Crowded facilities and short season
● Trade dominated by large companies

Rottal-Inn ● Proximity of attractive foreign ● Emphasis on one area (Bad 
tourism destinations Birnbach, a natural spa)
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product in spite of relatively greater expense to
travel to the islands.

Measuring visitor satisfaction is only one
means of viewing ‘success’, but is deemed cru-
cial to the ongoing, positive development of a
tourism product. The positive evaluations (of
value and quality) evident in Table 12.17 are
surely an encouraging sign for the study
regions, particularly for those with dual high
counts. It would appear that a great deal has
been done to overcome the barriers associated
with a peripheral location and that there are
positive practices attributable to these areas.

Conclusions and Recommendations
for Further Research

In order to investigate the management, mar-
keting and development of tourism in periph-
eral areas, this paper has drawn upon empirical
evidence taken from six European case-study
regions, all exhibiting varying degrees of con-
ventional peripherality. The emphasis has been
upon the relationship between accessibility and
the type of tourism product available and also

the relationship between the product and
forms of vertical and horizontal networks.

Comparable data in official statistics are
effectively not available, therefore a ‘true’ con-
trast in terms of the economic contribution of
tourism to the economies of our study regions
is very difficult to determine. This also begs the
question as to how the measurement of ‘suc-
cessful’ tourism can be undertaken in a mean-
ingful way. Existing indicators tend to focus on
the economic impacts of tourism, yet the
social, cultural and environmental impact is of
equal importance to the sustainability and
longevity of the industry; hence should be
incorporated into any measure of ‘success’.
The perceived importance of the sector in the
local economy was ascertained (according to
public sector organizations), indicators of the
performance of tourism businesses were
sought as was the satisfaction of visitors as to
particular aspects of the product. The results
across the three surveys were largely consis-
tent in their assessment of the areas. In five of
the six regions tourism was considered to be
an important sector. This was particularly
marked in terms of the three more peripheral
areas of the group and a higher percentage of

Table 12.15. Important aspects of business location.

% of firms stating that the factor is decisive to business location

Shetland Evrytania Keski-Suomi L’Alcoia Clare Rottal-Inn

Accessibility 25 50 27 60 100 57
Regional image 58 80 18 40 73 71
Local culture 58 20 27 40 82 85
Landscape and 83 80 54 60 100 100

nature

Table 12.16. Visitor perceptions of accessibility
and cost (no. of visitors).

Accessible High travel costs

Shetland 26 35
Evrytania 41 13
Keski-Soumi 45 19
L’Alcoia 40 5
Clare 46 15
Rottal-Inn 47 5

Aspect of 
region

Table 12.17. Visitor opinion of goods and
services (no.of visitors).

Expensive Good value Quality

Shetland 23 40 44
Evrytania 16 30 40
Keski-Soumi 24 28 35
L’Alcoia 4 40 38
Clare 20 36 45
Rottal-Inn 6 35 41
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firms in these areas also reported growth in
profit margins, sales and investments. Visitor
satisfaction appeared high in terms of value for
money and quality and did not vary greatly
between more or less peripheral regions in
spite of perceptions of higher travel costs to
the less accessible of the areas.

Maintaining the proposition that ‘soft’ is
better in the case of tourism development in
peripheral regions, we have attempted, by com-
paring the tourism product and its promotion,
to draw out those characteristics associated with
soft tourism. All of the regions capitalize to
varying degrees on the natural and cultural
resources present in the areas – these resources
forming the basis of the tourism product. What
has been more challenging to establish is the
degree to which this cultural and natural her-
itage is embedded in the locality, is linked with
the local territory and portrays a local identity.
However, within the results there are signs that
some of our areas have a ‘softer’ approach to
development. For example, the nature of the
market, particularly in terms of volume did dif-
fer considerably, with Clare having a particu-
larly large volume of visitor traffic in season,
with the ensuing overcrowding and negative
impacts. Shetland and Evrytania had much
lower visitor numbers and had developed a very
specific product to their areas, such as wildlife
tourism and adventure tourism, respectively.

Within the various products, the utilization
of the regions’ ‘peripherality’ differed consid-
erably and the influence of ‘peripherality’ for
the product and its promotion became more
apparent as the ‘pictures’ of our areas evolved.
The two relatively (to the group) more accessi-
ble areas (Rottal-Inn and Clare) tended to play
up the accessibility aspects of the area through
proximity to main markets (as in the case of
Rottal-Inn) or transport infrastructure (as with
Co. Clare). Conversely, the more peripheral
Shetland and Evrytania used the characteristics
of the regions’ associated with peripherality
(and perceived distance from the core) to add
value to the product (particularly in terms of
product promotion).

The various networks operating in the
regions also indicated at the validity of our sum-
mations, though not conclusively. For example,
the existence of strong, formalized vertical net-
works in Clare was particularly prominent. In

Shetland and Evrytania there was evidence of
some vertical linkages with consumers via inter-
mediary activity, though this was far less pro-
nounced and of a predominantly informal
nature. Stronger horizontal networks and col-
laborative activity were apparent in the Greek
area but there was little evidence of this else-
where, despite an acknowledgement of the
need to integrate the product more fully into
the locality (as in Clare and Rottal-Inn).

The question remains as to the causal 
elements of these relationships. Is a tourism
sector that is small-scale, integrated and
endogenous in nature, a consequence of a
focused management effort in terms of desti-
nation strategy and development or is it simply
the only, viable approach available to remote
and peripheral areas?

The evidence presented is largely anecdotal
and less in the way of quantified per se, but as
we have seen the complexities of the variables
and relationships between them make this a par-
ticularly challenging task. A conclusion that can
be drawn from the work is that despite evidence
of conventional peripherality, the associated
development barriers, and a similar product base
in all regions, the more peripheral areas appear
to be performing equally as well as those more
accessible areas. Can we therefore assume that
there are aspects of management that compen-
sate for disadvantage? Whilst the AsPIRE project
has touched on some of these issues, i.e. gover-
nance, social capital, information technology, it
is clear that the complexities and disparities of
these phenomenon are not yet fully understood
and a great deal of work remains to be done.
The authors believe that this work provides a
springboard to further investigation that may
consider specific aspects of linkages and
hard/soft approaches to development within the
tourism context. Indeed the subject matter lends
itself to more rigorous qualitative analysis that
can be afforded by other disciplines such as
sociology and cultural geography.
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13 Quality Management for Events

Donald Getz1 and Jack Carlsen2

1University of Calgary, USA; 2Curtin University, Australia

Introduction

This chapter explores the meaning and man-
agement of quality for events, including a dis-
cussion of quality standards and quality
management methods. A case study is pre-
sented to illustrate the use of quality evaluation
methods, particularly service mapping.

Event ‘quality’ can be conceptualized as
the amalgam of programme and service deliv-
ery as presented to consumers. It requires skil-
ful management of the interactions among the
setting (venues, decoration, atmosphere), peo-
ple (guests, staff, volunteers and participants),
management systems (e.g. health, security and
communications) and the event programme
(whether a competition, celebration, entertain-
ment, education or business). To a large
degree event quality is dependent upon orga-
nizational and personnel quality, as it is difficult
to imagine a high-quality event being produced
by incompetent organizers.

Quality control is a fundamental responsi-
bility of event managers and should consist of
the setting of quality standards, customer and
market research, evaluation and control mech-
anisms and continuous improvement systems
(including benchmarking, and staff and volun-
teer training), all within a customer-oriented
culture (Getz, 1997). Each event and event-
producing organization must consider the
meaning and importance of quality as applied

to their specific type of event and its key goals.
To the owners and managers of events, adopt-
ing quality standards and management should
lead to continuous improvement, better per-
formance in terms of achieving the event’s
goals and fewer problems. Tourism-oriented
events will gain from heightened appeal, as the
tourism industry wants better events to attract
and satisfy specific market segments. Quality
standards can also provide assurance to cus-
tomers that basic services will be provided at
least to a reasonable standard, and that they
do not have to fear for their safety or health.

Those who fund events (government agen-
cies at various levels), or sponsor them commer-
cially, will associate quality standards with risks.
In other words, top-ranked or certified events
should be better able to use the money wisely
and therefore provide the desired return on
investment. Governments at all levels have an
important stake in many festivals and events,
both directly (when funded or produced by an
agency) or indirectly (because events reflect upon
the place in which they are held). When the per-
spective of external stakeholder groups is taken,
event impacts become a measure of quality.

Although each event must assume respon-
sibility for its own quality management, increas-
ingly there are collective initiatives being taken
by professional associations and industry groups
to develop quality standards and related event
accreditation programmes. For example,



Carlsen (2001) reported on the approach taken
by the event industry in Western Australia. The
Canadian province of Quebec has adopted qual-
ity standards for event organizations, and a col-
laboration between the tourism ministry in the
province of Ontario and Festivals and Events
Ontario is developing even more comprehen-
sive standards (Getz, 2003, unpublished report).

Dimensions of Quality for Events

Table 13.1 summarizes the ensuing discussion in
which three major dimensions of event quality
are examined; the organization, its personnel
and management systems; programme and serv-
ice quality (including the setting); and impacts.

Organizational quality

Generic quality assurance programmes, such
as the widely employed ISO 9000 series, focus
upon the organization itself by prescribing
standard processes and management systems.
ISO 9000 places the emphasis on adoption of
policies, procedures and management systems
and documenting everything to do with provi-
sion of quality products or services. This was

the approach taken in Western Australia and
Quebec.

Event managers are increasingly required
to be certified by professional bodies such as
the International Festivals and Events Associa-
tion, International Special Events Society, the
Convention Industry Council or the Interna-
tional Association of Exhibition Managers.
Unfortunately, many small event organizations
cannot afford to help their managers get for-
mal, event-related education or certification,
and many people in the industry have migrated
into it from other backgrounds. The main chal-
lenge, therefore, is to ensure that all event staff
and volunteers are well trained and competent
in fulfilling their specific, assigned tasks.

As indicated in Table 13.1, organizational
quality standards should begin with philosophy
and values, and cover all management systems
including human resources. For tourism-oriented
events, a separate set of ‘tourism readiness’
standards will apply, such as procedures for
greeting and orienting visitors and policies cov-
ering price and packaging.

Service quality

Organizations and personnel are means
towards the end of producing a great customer
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Table 13.1. Main dimensions of event quality.

1. Organizational and personnel quality
● philosophy and values (including a code of ethics; environmental and social responsibility;

consumer orientation; leadership; being a learning organization; stakeholder participation)
● management systems in place and documented: business and strategic planning; site planning;

organization and coordination; risk and security; health and safety; financial controls; human
resource management and specifically training; service quality; marketing and communications;
impact assessment and evaluation

● staff and volunteer competence: evidence of training programmes and professional certification;
performance evaluation

● a separate set of ‘tourism readiness’ standards and criteria should apply to those events with a
tourism orientation

2. Service and programme quality
● tangibles, including the ‘hygiene factors’ (health, cleanliness, safety, security, comfort, information,

signage, crowd control), accessibility and setting
● reliability, responsiveness, assurance, empathy (how services are delivered)
● programme (determined either by expert judges or customer satisfaction)

3. Impacts
● evidence of impact assessment and forecasting (ecological, environmental, economic, social and

cultural)
● green operations implemented (in itself this is a graduated compliance system)



experience. The way a visitor experiences an
event can be described mostly as a ‘service
encounter’. The well-known SERVQUAL
model (Zeithaml et al., 1988) adds considerably
to service quality management by highlighting
the dimensions of quality that are important to
consumers. Getz (1997, p. 177) applied these
to events, as illustrated in Table 13.2. The ‘tan-
gibles’ consist of the setting (venues or site),
equipment, food and beverages, the appear-
ance of staff and volunteers and communica-
tions about the event. All events have to satisfy
the tangible ‘hygiene’ factors (cleanliness,
safety, comfort and essential services).

Programme quality from the consumer’s
perspective is certainly implicit in designations
like the annual Top 100 Events in North
America (by the American Bus Association).
However, other criteria might apply, such as
judgements regarding the event’s tourist attrac-
tiveness or recognition for long-term success.

‘Programme quality’ refers to the event as per-
formance. It is more difficult to judge, espe-
cially if artistic or cultural in nature. Consumer
satisfaction measures are useful (e.g. what was
your overall level of satisfaction with this
event?), as are the evaluations of other stake-
holders including the tourism industry (e.g.
how would you assess this event in terms of its
tourist appeal and satisfaction of visitor
needs?), professional artists or cultural inter-
preters (e.g. how would you rate this event’s
artistic programme in terms of cultural authen-
ticity and artistic merit?) and those who fund
the event (e.g. did it meet your expectations
and requirements?).

Bowdin and Church (2000) equated qual-
ity at events with meeting customer needs
and measures of customer satisfaction. They
argued that quality programmes have costs,
but they are quickly recovered by the event
organization – first by reducing waste and
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Table 13.2. Service quality elements for events.

1. Tangibles ● the ‘hygiene’ factors (safety, health, comfort, convenience)
● appearance and cleanliness of all venues and equipment
● appearance of symbols, logos and other representations of the event
● hours of operation
● physical accessibility (including for special needs)
● waiting times and conditions (queuing)

2. Reliability ● absence of problems (getting it right the first time)
● accuracy (e.g. of information, money handling, food service)
● running programmes on time
● honouring promises
● consistent treatment of all guests
● different standards of service are clear to all patrons

3. Responsiveness ● prompt service when needed and asked for
● returning calls; following up on all requests
● readiness of staff and volunteers to give service (empowerment!)
● accessibility of staff and assistance when needed by guests
● coordination of efforts (teamwork)

4. Assurance ● competence of staff and volunteers; display of knowledge and skills
● courteous service to all
● security (absence of real and perceived threats; confidentiality)
● credibility (honest and trustworthy staff and volunteers; reputation of the

organization and the event)
● communication (listening to customers; accurate, understandable and 

on-time information; assuring guests that problems and queries will be
handled in a timely, effective manner)

5. Empathy ● caring (customers feel they are cared about)
● individualized attention (e.g. for tour groups and special needs or requests)
● approachability (guests feel comfortable asking for help)

Source: adapted by Getz (1997) from Zeithaml et al. (1988).



failures, and second by reducing quality inspec-
tions and evaluations over time.

Impacts

Events are globally valued for their economic
benefits, and event managers might be
tempted to stress their success in attracting
tourists and generating favourable publicity for
the destination or host community. This is a
legitimate measure of event quality, but should
be carefully balanced through conducting ben-
efit–cost evaluations that also consider the
often-intangible social, cultural and environ-
mental impacts. More and more events are
becoming ‘green’ through recycling, reducing
and reusing practices, and this introduces a
whole new set of quality standards.

Review of Related Research

Numerous events conduct visitor studies, but very
few academic studies of event quality have been
published. A notable exception is that of the
Dickens on the Strand Festival in Galveston,
Texas, which has been studied systematically.
The early research (Ralston and Crompton,
1988) examined service quality within the con-
text of reliability, tangibility, responsiveness,
assurance and empathy, and identified high- and
low-ranked items through a series of statements
presented to visitors. Crompton and Love
(1995) concluded that the tangible dimension
was most important at Dickens on the Strand,
specifically ambiance, sources of information at
the site, comfort amenities, parking and interac-
tion with vendors. Actual performance measures
were found to be substantially better predictors of
quality than importance assigned by customers
to various service attributes and various disconfir-
mation operationalizations, which incorporated
expectations of service quality. They concluded
(Crompton and Love, 1995, p. 19): ‘It appears
that respondents either did not form meaningful
expectations or, if they ever formed, did not use
them as criteria against which they measured
performance to determine quality’. The authors
recommended that different measures of quality
be employed in event evaluations. Also, they

suggested that importance measures were of
practical value to managers.

Love and Crompton (1996, unpublished
data) also used research at the Dickens festival to
test the hypothesis, based on the works of
Herzberg (1966) that some event elements are
‘dissatisfiers’ which can undermine the visitor
experience, while others are ‘satisfiers’ which
provide benefits. ‘Dissatisfiers’ are like
Herzberg’s ‘maintenance’ factors – they must be
provided to expected levels of quality, but in
themselves do not satisfy visitors. The
researchers argued that most of the physical fac-
tors at events, such as parking, rest rooms and
information, are dissatisfiers, while ambiance,
fantasy, excitement, relaxation, escape and
social involvement are satisfiers. High-quality
events must meet expectations in both cate-
gories, but they are non-compensatory in that a
single or small number of attributes can deter-
mine perception of overall quality. Tentative
support for this model was confirmed, and the
researchers believed that certain attributes were
perceived to be of so poor or high quality that
visitors disregarded or discounted other attrib-
utes in giving their overall appraisal.

Baker and Crompton (2000) argued that
‘quality’ is an output of the event management
system (i.e. the opportunity provided to event
guests), whereas ‘satisfaction’ is an ‘outcome’
equated to ‘quality of experience’. The satis-
faction or experiential outcome is not fully
controllable by event producers because of
external influences. From the responses of a
sample of 524 festival-goers they identified
four ‘quality of opportunity domains’:
(i) generic features of the event; (ii) specific
entertainment features; (iii) information; and
(iv) comfort amenities. Information and com-
fort amenities were called ‘hygiene’ factors,
and they can provoke dissatisfaction if poor,
but not add to overall satisfaction if exception-
ally good. Generic and entertainment features
of the event were found to be more likely to
generate increased satisfaction and motivate
return visits or positive word-of-mouth (WOM)
recommendations. The authors recommend
that event organizers evaluate both the quality
of the performance and visitor satisfaction.

Saleh and Ryan (1993) found that quality
of the music programme is the most important
service factor in attracting people to jazz festi-
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vals. Overall satisfaction levels affected the
intention for repeat visits. Similarly, Thrane
(2002) explored the link between satisfaction
and future intentions of festival-goers. The
study took place in Norway. He and students
conducted interviews asking for performance
ratings concerning music quality, plus an over-
all satisfaction rating and future intentions
regarding repeat visits and giving positive rec-
ommendations about the event. Analysis of
results suggested that music quality affected
overall satisfaction which in turn affected the
intention for repeat visits. However, regarding
the potential for recommending the festival to
others, music quality had both a direct and
indirect affect (as mediated by overall satisfac-
tion). The most important conclusion is that
event managers must try to improve pro-
gramme quality (in this case music) and be
concerned with other factors that shape over-
all satisfaction.

Stiernstrand (1997), in Sweden, deter-
mined that high perceived quality of ‘essential
services’ (i.e. hygiene factors) did not translate
into repeat visit intentions, but low perceived
quality of essential services would result in
lower repeat visitation. For tourists, who often
seek novelty, low satisfaction ratings would
definitely result in low repeat visits, but high
ratings did not necessarily translate into repeat
visits. Price, accessibility and weather were
also found to be important factors – in addition
to perceived service quality – in explaining
satisfaction with events.

Case Study

This case study was first documented by Getz
et al. (2001) and has been updated for this
book by way of an interview with the general
manager. The researchers evaluated service
quality using triangulation (direct observation,
participant observation and visitor survey) and
employed service mapping as an analytical and
management tool.

The Margaret River Masters is an annual
professional surfing event, which is part of the
World Qualifying Series (WQS) linked to
the World Championship Tour (WCT). Many
of the world’s top male and female surfers

compete, alongside numerous local and other
Australian surfers, thus ensuring that the event
will attract keen interest among the large Aus-
tralian surfing community. Margaret River itself
is an attractive destination for residents of Perth,
a large city some 3–4 h drive to the north.

In 1998 attendance was free of charge,
so it is difficult to know exactly how many
attended, but organizers announced a crowd
of 4500–5000 on the final Sunday of the
meet. Competitions ran over an entire week,
culminating in the women’s finals on Saturday,
the 4th April and men’s finals on Sunday.
Observations and surveys were only completed
only on these two days when it was known
that the largest audiences would be present.

Methods and analysis

Three evaluation methods were simultaneously
employed: direct observation; participant
observation; and a visitor survey. The direct
observation involved checklists covering obser-
vations of attendance, crowd behaviour and
visitor characteristics. The same nine observers
also kept diary notes that were afterwards tran-
scribed by each observer into a narrative of
their experience and assembled into a compos-
ite (see Table 13.3). Then a service map (based
on Bitner, 1993) was prepared from the com-
posite notes. Because of the details involved,
the map was subdivided into two sections cov-
ering: (i) approach, site orientation and depar-
ture, and (ii) on-site experiences. Analyses of
the map, narratives and composite notes, are
complementary. On its own, the map provides
a clear picture of the sequence of visitor move-
ments surrounding the event, including the
range of on-site experiences, together with
interactions with setting and staff or volunteers.
But it does not provide essential details such as
notes on quality, problems observed or even
potential areas of improvement.

Visitor flows and actions were first assessed
(see Fig. 13.1). The sequence can be inter-
preted in the context of anticipation, arrival and
orientation that mark all visits to attractions or
new areas. Event mangers can enhance their
customers’ experiences by maximizing anticipa-
tion of an enjoyable experience (through
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Table 13.3. Example of diary notes at the surfing event.

1. Approach to site
Signage and access to the parking area was adequate, but there were both vehicles and pedestrians
using the same narrow entrance to the car park. This was not only causing delays for vehicles but
was also potentially dangerous for pedestrians. There was also a heavy vehicle wetting down the
road at 8:30 a.m. and this also caused minor delays.

2. Parking area
The parking was not in marked bays, but there are attendants to give direction to parking areas. They
also maintain a presence there all day, which provides some security for parked vehicles. Leaving the
parking area required a steep walk to the site, which some would find arduous.

3. Enter site
No sense of arrival or welcome statement at the main entrance to the event, which was
disappointing. Some banners/signage at the entry point along the road would be appropriate,
perhaps with some information handouts and audio commentary.

4. Information search
No signage on site as to direct access to main viewing, beach or VIP areas. Programmes were
available in the VIP area, and an update of the surfing heat winners and progress was displayed on a
board OUTSIDE of the VIP area. There was no dedicated information centre, but the commentary on
each heat was enough to give spectators information on the surfing, provided it was audible.

5. Seating/comfort
Seating in the viewing area was in short supply, and seats were difficult to find and keep. As soon as
one person vacated a seat, someone else would occupy it. This was a problem around meal times,
when visitors wanted to sit and eat. Viewing from the seating was inadequate, with people standing
along the front of the marquee disrupting the view of those seated behind. The grandstand provided
good viewing of the surfing, but seating was uncomfortable and difficult to access when the
grandstand was full. There was also the risk of sunburn sitting in the uncovered grand stand – it
should be covered in case of rain as well.

6. Food and beverage
Food service was adequate at most times during the event and food quality was acceptable. Pricing
of food was reasonable, but there was some evidence of over-pricing of sponsors’ products (Coke
products, Emu Bitter and Southern Comfort). This impeded enjoyment and discourages consumption
of beverages as prices were about double normal bottle shop prices. The range of beverages was
also limited to sponsors’ products only so, for example, flavoured milk was not available. This appears
to be a monopolistic approach to beverage provision at the event.

7. Viewing competition
The commentary enhanced viewing, although the commentators did not always know who was
competing, and sometimes were a bit ‘over the top’ with their off-hand comments. However, a major
problem exists with the lack of a PA system in the VIP area, and there was inadequate commentary
in those areas. This was a source of frustration and annoyance, that people in these areas were not
informed of the progress of heats. Other areas such as the car park and the beach had good audible
PA systems. Binoculars certainly enhanced viewing of the event, and should be available to VIPs or
at least recommended to all visitors to the event. People standing along the front of the marquee
disrupted viewing of the event in the VIP area.

There were some disruptions to the power supply, but were quickly resolved. A major problem
exists with the cordless microphones used during the presentation ceremonies. The signal was
frequently lost, or broken up, so that speeches were inaudible. This was especially annoying during
the winner’s speeches on both days, and all winners need to be briefed on speaking clearly into the
microphone. The presentation and speeches should be the highlight of the event, but were very flat
on both days.

8. Toilet break
Toilets were adequate most of the time, although by Sunday afternoon the toilet in the VIP area was
wet and smelly, and may not have been cleaned all weekend.



communications), facilitating an efficient and
smooth arrival and providing a user-friendly
orientation through information, signage or
greeters. The design of the site can also con-
tribute by providing an obvious and attractive
entrance (both physical, as in a gateway, and
symbolic as with signs, greeters, decorations or
other visual cues). Of critical importance is the
direction of visitors to important areas, in this
case viewing, vendors and sponsors’ facilities,
the stage with scoreboard and the VIP area.

Figure 13.2 details the customer actions
associated with on-site experiences. These are
non-sequential because visitors were free to
come and go from the site, choose their view-
ing spots (with the exception that the VIP area
was restricted to pass holders) and make use of
toilets, vendors, sponsors’ booths and promo-
tions. VIP pass holders had the greatest num-
ber of options, as they could also enjoy all the
public areas.

Physical evidence of service quality was
evaluated, revealing a number of good points,
problems or potential problems and suggestions
for improvements. No major problems were
observed, and in fact the audience on both Sat-
urday and Sunday enjoyed fine weather and
good surfing within a relaxed atmosphere. Spe-
cific observations are shown on the map, cov-
ering the following topics: signage and access;
entrance; information and signage on-site; site
layout and aesthetics; seating and viewing; toi-
lets; cleanliness; public safety; communications
with audience; food and beverages; other ven-
dors; officials and police; parking; security;
information; announcers; sponsors; and staff
contacts.

Overall, there was some confusion as to
who was staff (owing to a lack of obvious uni-
forms or badges), and between the various vol-

unteer and staff groups (e.g. security, uniformed
police, parking crew, clean-up crew, food
servers and other vendors, management staff).
Unclear staff/volunteer identification might have
accounted for a noted absence of staff where
and when they were expected.

Visitor surveys were conducted, taking the
form of a direct disconfirmation, self-comple-
tion questionnaire, on which 21 items were
provided. These covered the degree of visitor
satisfaction or dissatisfaction on a 5-point scale
with physical elements of the site (i.e. parking,
access, cleanliness, food and beverages, per-
sonal comfort, safety, seating, signs and direc-
tions, toilets, viewing and overall satisfaction
with the site), the staff (helpful, knowledgeable,
presentable, available, approachable/friendly/
pleasant, overall satisfaction with staff) and
‘other’ (souvenirs, crowd behaviour, running
on time, the surfing competition, hours of
competition).

Detailed results of the visitor survey have
been reported elsewhere (Carlsen, 2003) but
the highlights are worth noting here. Of 500
questionnaires distributed over two days, a
total of 239 useable responses were obtained
(48%). In many cases the forms were picked
up immediately, but others were held on to by
event-goers who did not complete or return
them to the researchers. An effort was made
to distribute a questionnaire to everyone within
a selected area at the predetermined times.
Respondents were gender balanced (51.5%
male), mostly young (59.4% aged 16–25
years, and only 3.3% aged 45 or over) and
mostly from Western Australia. However, 22%
were from out of the state or country.

Visitors’ overall perceptions of the site
were positive, with a total mean score of 3.74
out of 5, and the ‘overall’ rating of the site was
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Table 13.3. – Continued

9. Special elements
The VIP area has already been described. There were VIP areas for sponsors, which seemed like a
double standard. There was also an ad-hoc VIP area set aside for surfing administrators, using a roll
of plastic barricade material. This segregation also seemed unnecessary, and left the VIP area
feeling like a VUP (very unimportant persons) area.

10. Depart site/leave area
Leaving the site and the car park was easy, with parking attendants and police directing traffic on to
Caves Road. Traffic along Caves Road was heavier than normal, and combined with the trucks and
local traffic to make driving fairly hazardous.
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Fig. 13.2. 1998 Margaret River Surfing Masters, Stage 2: on-site visitor experiences.

4.09. The lowest means were recorded for
parking (3.30), toilets (3.41) and viewing the
event (3.41). Safety ranked the highest (4.25).
Looking at individual responses, 15% were
clearly dissatisfied with personal comfort and
21% were dissatisfied with seating. Regarding
staff, the ‘overall’ rating was a mean of 3.94,
and none of the items rated 4 or higher, or
lower than 3.84. Ten per cent were dissatisfied
with the availability of staff. The ‘overall’ mean
for the ‘other’ items was 4.06, with only one
item yielding a mean of less than 4.0 – sou-
venirs were thought to be inadequate, attract-
ing a mean of 3.69.

Despite the fact that the event ran behind
schedule and the waves were relatively small,
clearly most respondents were at least satisfied
with the event. One key measure of satisfac-
tion was the finding that 77% of respondents
intended to return next year, while fully 88%
indicated a readiness to recommend the event
to others. In fact, 53% had attended the event
previously.

In addition to completing log books, the
observers also made periodic notes, in assigned

locations covering the entire site, on the follow-
ing: attendance; gender and approximate age (by
categories) of event-goers; types of groups (e.g.
family, friends, alone); ‘involvement’ (anticipa-
tion, arousal, action or aggression); expenditure
(evidence of spending on sponsors’ products or
others); and environment (evidence of impacts,
including litter or vegetation trampling).

While this technique is potentially very accu-
rate on some points, there is also a risk of bias,
especially on interpreting crowd mood. Basically
this was a fairly passive, well-behaved crowd, and
observers summarized the most frequent state of
involvement as being ‘arousal’. This can be inter-
preted to mean that the audience was paying
attention to the competitive surfing.

Management implications

The surfing event appeared to be a success
from the points of view of both spectators and
observers. There were no major problems
observed, and analysis of the visitor survey



revealed a fairly high level of overall satisfac-
tion. However, several issues and potential
problems that should be dealt with to improve
future events were recorded.

Overall visitor experiences and service could
be improved by providing more visible and wel-
coming staff/volunteers. Readily identifiable uni-
forms and badges should be worn by all ‘event
staff’ so that visitors know who to approach for
information and assistance. A central information
point and better directional and informational sig-
nage (both to and on the site) are required. A few
technical problems interfered with the public
address announcements and awards presenta-
tions, and these can easily be fixed.

Food and beverage service should be
expanded and improved, particularly for peak
times. Litter prevention and trash removal
needed improvement, as did maintenance of
the toilets. The site appeared to be at or near
its maximum capacity during the Sunday finals
of the competition, with crowding posing
potential safety problems and interfering with
visitor enjoyment of the competition and
awards ceremonies. A full separation of vehic-
ular and pedestrian traffic might not be possi-
ble, but should be attempted.

Reassessment of the free-admission policy
is one approach to the crowding problem. More
visitors might be willing to pay for reserved seat-
ing and VIP treatment, including larger or more
tents for covered dining. But this in itself would
not solve the difficulty of controlling access to an
otherwise open park and beach area. Expansion
or redesign of the site might be a better option,
with the aim of providing for more viewing
areas. Relocation of some of the sponsors and
vendors’ equipment would help.

There are some indications that the service
quality feedback provided to the event organiz-
ers has had the effect of improving visitor expe-
riences, based on observations of the event and
visitor surveys in 2003. The event continued to
grow in profile and popularity between 1998
and 2003, and attracted a new title sponsor
on a lucrative 3-year arrangement from 2002.
The event is now referred to as the Salomon
Masters at Margaret River with the global adven-
ture sports company providing a new chapter in
the sponsorship story of the event (Carlsen,
2003). Accompanying this new arrangement
came a need to present an even more profes-

sional and successful event to ensure optimiza-
tion of the event experience not only for visitors,
but sponsors and participants as well.

It appears from a visitor survey in 2003
that satisfaction levels with the event are
increasing, with some 82.1% of respondents
either satisfied or very satisfied with the event
experience (based on a sample of 112 visitor
and participant responses). Further inferences
can be drawn from the finding from the same
survey that 92% of respondents intended to
return to the event next year and that the
‘loyal’ participants in previous events remains
high – with 46.9% of respondents in 2003
attending previously. In terms of other con-
cerns identified in the 1998 studies, there have
been several improvements including:

● Event staff are now issued with shirts and
identification.

● Audio-visual and technical problems have
been fixed.

● A wider range of food and beverage is now
available, although food quality remains an
issue.

● The site is now secured and illegal access is
restricted.

● An admission fee to cover the cost of the
shuttle bus from the off-site public car park
has been introduced.

● The main viewing area is undercover, mak-
ing the event more enjoyable even in bad
weather.

Overall, it has been interesting to note how
systematic observation and recording of event
visitor experiences and impressions has led
directly to management decisions which have
improved the quality of the event.

Conclusion

Event ‘quality’ management is a complex issue,
commencing with the realization that it embod-
ies dimensions of organizational, service and
programme quality as well as event impacts.
Multiple stakeholders, including customers, can
have different perspectives on the meaning and
measurement of quality. Quality standards,
either for individual events or across the event
industry, must encompass all these elements.

154 Donald Getz and Jack Carlsen



Researchers have demonstrated several
important facts about the experience and per-
ceptions of quality at events. First and fore-
most, it is the programme itself that motivates
and satisfies visitors. This helps to explain why
service quality failures do not seem to detract
from overall enjoyment, nor will they neces-
sarily generate low satisfaction ratings.

Service quality at events can also be
evaluated objectively by skilled observers

such as staff or external researchers. Ideally,
multiple methods and measures will be used.
Service mapping is a very useful evaluation
tool that can lead directly to development of
service blueprinting and standards, or can be
used to evaluate the existing quality specifi-
cations. This technique also has value as a
check against visitor comments that might
tend to be skewed towards the negative or
positive.
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Introduction

The success of any project depends on the
interest and commitment of the people in-
volved. This case study of international links
between two World Heritage status cities pres-
ents the economic partnership between
Vladimir in Russia and Canterbury in the UK
and demonstrates how techniques and know-
how have been successfully transferred across
different cultural backgrounds and legislative
systems. The case study explains the concep-
tual framework for the actions undertaken and
assesses how the techniques learnt have been
adapted by the Vladimir City Administration
and by businesses in Vladimir to develop a
sound basis for a sustainable heritage tourism
industry in the city.

Background to the Case Study

A link between the city of Vladimir, 120 miles
(190 km) north-east of Moscow and
Canterbury, 60 miles (95 km) south-east of
London, has existed since the mid-1980s
when the ‘Three Towns Association’ linking
Canterbury and Vladimir with Bloomington-
Normal, Illinois, USA, was established. The
link was initially cultural, leading to the
exchange of artists, musicians, theatre groups

and so on, although a limited amount of edu-
cational links also occurred through student
exchanges. In 1994 the Mayor of Vladimir,
Igor Shamov, sent, via the Three Towns Asso-
ciation, an open letter to the Tourism Officer
of Canterbury City Council asking for assis-
tance in redeveloping the tourism industry in
Vladimir. Particular assistance was sought for
help in finding suitable partners to take this
work forward.

Historically, tourism had been one of the
most important sources of income for
Vladimir. It is one of Russia’s oldest towns and
preceded Moscow as the nation’s capital.
A wealth of historic monuments dating from
the 12th and 13th centuries, frescoes, rare
wall paintings and icons are the main attrac-
tions for heritage tourism. A total of
1,050,000 tourists came to Vladimir in 1989
but by 1995 this had fallen to 125,000, pri-
marily due to the many political and economic
problems in Russia resulting from the break-up
of the Soviet Union (see Fig. 14.1).

Under the former State-controlled econ-
omy individual freedom to travel was
restricted. Trade unions and various govern-
ment agencies controlled and paid for the cost
of transportation to and accommodation in
Vladimir for the majority of visitors, who came
from the Soviet republics and the Russian
Federation. With the move towards a market-
controlled economy following the break-up of
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the Soviet Union these organizations reduced
the scale of their operations and the number of
tourists fell rapidly. Although domestic tourism
had been the main source of Vladimir’s visi-
tors, there had also been a significant market
in foreign tourists (70,000 in 1991) from more
than 25 countries, including the USA and
Japan. Even though this market also declined
it was not, proportionately, as steep a decline.
This foreign market, together with the revival
of trade from Russia and the Commonwealth
of Independent States (CIS), was seen as the
nucleus for reviving the city’s tourism industry,
but in the new free-market economy the city
needed to learn how to market itself and to
provide the quality experience foreign tourists
expected, skills which had been unnecessary
under a State-controlled economy.

Before any meaningful practical advice
could be given by Canterbury, it was necessary
to visit Vladimir to assess what was already
established and what potential there was for
re-establishing a thriving tourism industry. The
authors visited Vladimir, on behalf of the City
Council in 1996. As a result, the Canterbury
and Vladimir International Action for Rege-
neration (CAVIAR) project was born. Its pur-
pose was to devise a Heritage Tourism
Development Plan for Vladimir.

Theoretical Overview

Providing practical assistance to Vladimir
posed an interesting theoretical challenge. The
destination management techniques widely

referred to and accepted in the literature
(Butler, 1980; Ryan, 1993; Russell and
Faulkner, 1998) implicitly assume the exis-
tence of an underlying free-market economy,
within which the tourist exercises free choice
between competing destinations. In turn, the
element of competition and the destination’s
position in the destination development life
cycle elicits a well-documented range of
actions and market responses. The state-
controlled economy under which Vladimir had
until recently been operating did not offer that
element of free choice. A major consequence
was that the city’s decision makers had not had
to concern themselves with matters such as
profit, price and quality. How then to position
Vladimir as a destination, in order to advise on
appropriate techniques?

Vladimir had to be conceived, from a his-
torical perspective, as two markets: the free-
market nucleus of foreign visitors, which
conforms to the ‘Exploration’ stage of the
Irridex – destination development model (Le
Pelley and Laws, 1998) and for which tried-
and-tested management responses are known
and secondly, the state-controlled domestic
market, which did not fit the destination devel-
opment model. The sudden and rapid decline
of Vladimir’s state-controlled domestic tourism
sector, as a result of factors beyond the city’s
control, can be conceived as being comparable
to the sudden collapse in western economies
of a subsidized industry such as shipbuilding,
forestry or coal mining when government deci-
sions suddenly withdraw support for that
industry causing the region’s economy to go
into steep decline. In the West, tourism is often
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seen as an alternative economic generator in
such circumstances.

In Chemainus on Vancouver Island in
Canada, for example, the final closure of the
timber industry and the construction of a new
highway, bypassing the town, resulted in
severe decline with the very real prospect that
the town would fail. This crisis led the residents
to fight back, by deliberately turning the town
into a visitor attraction based on a spectacular
trail of murals depicting its former industry
(Kotler et al., 1993). Ironically, Vladimir was
in the position where a sudden, unforeseen
decline in the state-controlled tourism industry
was to be replaced by the development of a
free-market tourist industry! Again,
Canterbury’s experience would be invaluable
to Vladimir. Canterbury City Council had
gained considerable experience of using
tourism as an economic regenerator through
its work in reviving the seaside towns of Herne
Bay and Whitstable (Le Pelley et al., 2002).

The example of Chemainus demonstrates
a practical application of the concept of
community-driven tourism planning described
by Murphy (1985), whereby ideas initiated by
interested members of the community are
brought before a larger forum for deliberation
and a consensus is reached on actions to be
undertaken. This approach is now widely
adopted by communities in British Columbia
working within the Provincial Government’s
Community Tourism Action Programme.
A development of this concept had already
been tested in Canterbury through the setting
up of the Canterbury City Centre Initiative, a
stakeholder-benefits approach to tourism man-
agement in a historic city (Laws and Le
Pelley, 2000). This had demonstrated that a
community-driven approach could be adapted
and was as applicable to a mixed-economy
European historic city as it was to rural com-
munities in British Columbia. Could the
community-driven approach also be applica-
ble to a large Russian city which had, until
recently, not experienced a free-market econ-
omy and had been subject to significant top-
down control by the state? Given that Vladimir
had very few resources available to it, other
than the enthusiasm and commitment of the
City Administration and key tourism entrepre-
neurs, it was worth a try.

The initial fact-finding visit to Vladimir
(funded by the British Council) was to be for 5
days, at the end of which the Russians were
expecting to be presented with a report setting
out recommendations for action. To achieve
this, a rapid understanding was needed of
Vladimir’s destination ‘hardware’ (accommoda-
tion, attractions, transport, public realm) and
‘software’ (interpretation, standard of visitor
services, marketing). Some information was
already available in the form of a SWOT
(strengths, weaknesses, opportunities, threats)
analysis carried out by consultants but this
needed to be updated. Again, British Columbia’s
Community Tourism Action Programme pro-
vided a useful model. Its instructions demon-
strate how communities themselves can gather
sufficient background information to make
informed choices, identify actions and agree
who will undertake them. Using this model, the
City Administration was asked to make an
informed assessment of Vladimir as a destina-
tion, prior to the fact-finding visit. This assess-
ment would be used to structure the visit.

Vladimir – the Regional Context

Vladimir is a large historic city with a population
of more than 300,000 located about 120 miles
(190 km) north-east of Moscow with reasonable
road and rail links (by Russian standards) to the
capital. It is an industrial city producing tractors,
electric motors and a wide range of consumer
goods and agricultural products. In addition,
Heritage tourism is a main attraction to the
region. Vladimir is a key city of Russia’s world
famous ‘Golden Ring’ – a group of 16 historic
towns to the east of Moscow.

Suzdal, about 20 miles (30 km) north of
Vladimir is the nearest Golden Ring town and
has the well-deserved status of a City-Museum,
with a vast range of religious buildings and a
fine open air museum of wooden buildings.
The richness and diversity of Suzdal’s ecclesi-
astical heritage defies description. The White
Monuments of Vladimir and Suzdal (churches,
cathedrals and monasteries) were inscribed on
the UNESCO World Heritage List in 1994.
The Vladimir-Suzdal Museum Reserve now
cares for the majority of the historic and cul-
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tural monuments which are the main tourist
attractions in the city and region.

Although it is administratively independ-
ent from Vladimir, Vladimir and Suzdal are
effectively one tourism ‘product’ and the
authorities of both towns are beginning to col-
laborate on restoration and promotional pro-
grammes, the most significant of which is the
Moscow–Suzdal–Vladimir tour. Thus, Vladimir
is able to gain from its fortunate location
within easy travelling distance of Moscow, the
gateway to Russia.

Vladimir – the City Context

Vladimir was founded around 990 AD. It was
rebuilt in the middle of the 12th century and
became the capital of Russia and its seat of
Christianity, a status the city retained for
150 years. Vladimir’s monuments and other
places of interest are concentrated in the 12th-
century core of the city, which is 120 acres
(48 ha) in extent within the ramparts. The
white stone monuments of the pre-Mongolian
period include two cathedrals and the only
remaining City Gate. There is also a substan-
tial monastery (once used as the local KGB
headquarters) and numerous churches. In addi-
tion to the historic, archaeological and cultural
monuments, the city tourist product consists of
restaurants, hotels and tourist companies spe-
cializing in folklore and traditional crafts.
About 5 miles (8 km) from the city in a remote
spot near the village of Bogolyubovo stands
the beautiful and imposing Church of the
Intercession on the Nerl. Although access to
the church requires a lengthy walk across open
meadows, it remains an essential attraction for
most visitors to Vladimir.

Prior to the break-up of the Soviet Union
care of the monuments was funded by the
State. They have now become the responsibil-
ity of either the religious institutions that were
their original owners, or the Vladimir City
Administration. This has created a conflict of
interest in respect of the ecclesiastical monu-
ments that are again being used for religious
purposes which restricts their availability for
tourist visits. The Vladimir-Suzdal Museum
Reserve has now accepted that tourism is an

important part of its function, as has the
Department of Historic Centre Reconstruction.

Considerable upgrading and refurbish-
ment is needed to bring the city’s infrastructure
up to date. About 11,400 persons live in the
historic core of the city, through which the
main through road passes creating a traffic
problem. There is insufficient parking for
tourists. The state of building dilapidation and
inadequate infrastructure standards illustrated
in Tables 14.1 and 14.2 provides an inkling of
the scale of problems facing the City
Administration, which is why a significant tax-
able contribution from tourist industry profit is
sought.

Vladimir Tourism Development
Analysis

During the fact-finding visit everything about
Vladimir’s tourism industry was assessed from
basic visitor facilities, such as public toilets
(practically non-existent), to street lighting and
signposting, including the requirement for a
tourist information centre and the safeguard-
ing of the built heritage. Two seminars were
held with the Vladimir City Administration and
local businessmen. The first was in the form
of a workshop facilitated by the authors,
whereby consensus on what were the
strengths and weaknesses of the Vladimir City
product was sought. The second introduced
the concept of ‘Getting it Right’, developed by
the English Historic Towns Forum (EHTF) in
1994 (updated in EHTF, 1999), an integrated
approach to destination management in which
the whole city is regarded as the tourist prod-
uct and those responsible for various aspects

Table 14.1. Tenure of buildings in the historic core
of Vladimir.

Tenure of buildings Number

Municipal buildings 294
Private dwelling houses 218
Municipal dwelling houses (dilapidated) 133
Historic and architectural monuments 105

Federal monuments (41)
Local monuments (64)
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are encouraged to recognize the links between
their responsibilities and work together.

The example of the Canterbury City
Centre Initiative (Laws and Le Pelley, 2000)
was drawn on to demonstrate how the links
between ‘hard’ and ‘soft’ tourism infrastructure
can be recognized and managed sustainably in
support of a heritage tourism destination. The
importance of understanding the symbiotic
relationship between individual businesses and
the environmental quality of the setting within
which they operate in the public realm was
demonstrated. Also explained were the bene-
fits of working in partnership, the importance
of quality service standards and the supportive
role of marketing. This seminar helped the
Vladimir City Administration and the business-
men to focus their attention on the opportuni-
ties and threats affecting Vladimir’s tourism
industry.

The remainder of the fact-finding visit
concentrated on assessing the tourist ‘hard-
ware’ – hotels, tourist attractions and Suzdal, a
unique experience, which confirmed the City-
Museum’s strategic marketing significance for
Vladimir. The ‘software’ of tourism was further
assessed through individual interviews with the
operators of tourism businesses. These investi-
gations updated the SWOT analysis and

enabled a number of conclusions to be reached
about Vladimir and its potential for tourism
development. Table 14.3 shows the main rea-
sons for the decline in tourism in Vladimir. 

The findings of the SWOT Analysis were
confirmed as a useful guide for future action
(see Fig. 14.2). 

A report summarizing the findings of the
fact-finding visit and outlining recommended
actions was presented to the Vladimir City
Administration’s Department of International
Relations, Economic Development and
Tourism. The department was also given a
selection of the tourist and destination man-
agement literature commonly available to
tourist destinations in the West. This was all
subsequently translated into Russian and used
to inform the development of a conceptual
model for the development of Vladimir’s
tourism industry. The key conclusions reached
for developing assistance for Vladimir are
shown in Table 14.4.

Establishing the CAVIAR Project

In January 1997, a detailed report entitled
‘Working with Vladimir’ was presented to the

Table 14.2. Infrastructure problems in the historic core of Vladimir.

Infrastructure problem Extent of problem

No direct water supply 58% of buildings
No connection to main sewerage 40% of buildings 
No natural gas supply 90% of buildings
Reduced capacity of electricity supply 23 of the 36 electricity sub-stations cannot be used 

because of their poor condition
Inadequate heating 68% of houses are still heated by the traditional stove

Table 14.3. Causes of decline in Vladimir’s tourism.

Political instability ● Unstable political situation in Russia from 1991
Inadequate infrastructure ● Inadequate physical infrastructure compared with world standards

● Lack of modern, comfortable means of transport
Poor standard of the ● Poor quality hotels which did not meet modern standards and foreign 

tourist product and tourist demands
its interpretation ● Lack of world standard tourist services

● Lack of large-scale advertising and promotion of the Vladimir tourism 
product

● Lack of interesting events and actions organized for tourists
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Fig. 14.2. SWOT analysis.

Strengths Current situation

•  The majority of  hotels and
    restaurants do not meet
    modern standards
•  Tourists from Moscow go to
    other cities of the 'Golden
    Ring of Russia'

Weaknesses

•  Transport problems
•  Undeveloped tourism
   infrastructure
•  Lack of money for
   reconstruction of the
   historic city centre
•  Negative image of Russia
•  Insufficient promotion of
   Vladimir as a tourist centre
•  Poor quality of services
•  Bad condition of the city
   roads, streets, parks, etc.
•  Lack of tourist guide books,
   maps and IC

•  World Heritage Sites
•  Unique museums and
   monuments
•  Strong folk traditions and
   crafts
•  A well-known 'Golden Ring
   of Russia' trade mark
•  Strong international links
   and partnerships
•  Position near Suzdal
•  Position near Moscow
•  Moscow−Vladimir highway
   almost repaired
•  Well-qualified staff
•  Positive attitude of
   enterprises 

Opportunities

• Tourism could enhance the general
   economic development of the city
• More tourists could be attracted by the city’s
   festivals and fairs
• Promotion of the city in partnership with
   other ‘Golden Ring’ cities
• Potential of exploiting the natural resources
   of the region
• Setting up new contacts with Russian travel
   agencies  and those of the CIS and other
   countries
• Attraction of SME investments into the
   tourism industry

Threats

Actions needed 

•  Attract investment into the tourism industry
•  Improve service quality
•  Promote the city as a tourist centre 

•  Competition between the cities of Central
   Russia
•  Lack of information about Vladimir distracts
   potential tourists from visiting the city
•  Problems in raising money to conserve and
   restore historic structures
•  Destruction of the built heritage 
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Policy Committee of Canterbury City Council.
As well as giving background details on
Vladimir, its similarities and links with
Canterbury and a summary of the exploratory
work which had been undertaken during the
fact-finding visit, it also outlined the framework
for a potential bid to the Know-How Fund in
the context of the United Kingdom Foreign
and Commonwealth Office’s Local Govern-
ment Technical Links Scheme, to help to fund
the proposed assistance to Vladimir. Approval
was sought from the City Council to proceed
with an application. Financial assistance from
the Fund would be essential to enable the proj-
ect to proceed but the City Council would,
itself, need to set aside some funding for the
project. The City Council agreed to proceed
with the project and a partnership agreement
was signed between the two City authorities in
July 1997 (see Fig. 14.3).

The CAVIAR Project

The application to the Know-How Fund was
approved in June 1998 and a timetable was
drawn up for the programme of work which
would result in the delivery of the CAVIAR
project. The primary input was to be the trans-
fer of expertise from Canterbury City Council
and Canterbury City Centre Initiative to meet
the skills needs of the Vladimir City Adminis-
tration and the city’s tourism industry. The
Know-How Fund stipulated that it wished to
monitor the project and would require a formal
report, through which it would assess the
project’s success.

Particular staff and consultancy skills
which were to be made available to Vladimir
by Canterbury through the CAVIAR Project
included:

Table 14.4. Developing assistance for Vladimir.

Issue Assistance needed from Canterbury

Marketing and customer care skills ● The previous reliance on ‘guaranteed’ organized sector 
bookings has removed any need to develop marketing 
and customer care skills.

● The standards of customer care and of hotel 
accommodation expected by Western tourists are not 
well understood in Vladimir. Support for small and 
medium-sized enterprises (SMEs) and business training 
in quality service standards is needed.

● All aspects of visitor services need to be developed.
Vladimir would benefit from the customer care initiatives 
and techniques which the Canterbury City Centre 
Initiative is promoting amongst businesses in Canterbury.

● A tourist information centre (TIC) needs to be 
established, together with training in TIC management.

Environment ● It is vital to safeguard the whole built heritage of the city, 
consisting of historic buildings and wooden vernacular 
architecture, not just the World Heritage sites. Canterbury’s 
experience and excellence in historic building conservation 
techniques will be invaluable to Vladimir.

● Attention needs to be given to environmental issues:
water quality, vehicle emissions and the public realm.

The role of the public and private ● The concept of building a partnership between the 
sectors public and private sector is new to Vladimir and much 

more than a single seminar is needed.
● It is apparent that much could be gained by a study tour 

to Canterbury and nearby UK tourist towns to give the 
Russians vital first-hand experience of the standards 
required and the potential of the private sector.
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● a commitment to local government and busi-
ness partnerships through networking and
networking development (Canterbury City
Centre Initiative);

● identifying short- and medium-term market
opportunities within a long-term develop-
ment plan;

● teamworking skills and teamwork develop-
ment;

● providing business help and advice to assist
with running a Visitor Information Centre;

● wider understanding of historic town man-
agement issues (through links with other net-
works of historic towns, such as the English
Historic Towns Forum and the Euroregion
Historic Towns Association);

● strategy development;
● specialist conservation, tourism, economic

development and local authority manage-
ment expertise.

Inputs to the project from Vladimir, which
were expected to contribute to the success of
the project, were:

● The experience and commitment of officials
of Vladimir City Administration;

● The language resources of Vladimir City
Administration (most participants had an
excellent command of English);

● The tourism experience of Vladinvesttour
(a Vladimir tourism promotion company
with strong commitment to the project).

The main intended outputs of the project were:

● compilation and physical production of a
tourism development strategy document for
Vladimir;

● implementation of the strategy;
● sharing of Canterbury’s tourism industry

experience;
● transfer of technical skills;
● establishment of a public/private partner-

ship – the Vladimir City Initiative;
● delivery of Customer Care training to key

Vladimir entrepreneurs for eventual cascad-
ing to staff in Vladimir;

● transfer of specific expertise in the manage-
ment of Visitor Information Centres.

The project phases are shown in Table 14.5.

Achievements of the CAVIAR Project

Successes

The key output of the CAVIAR project was to
be the strategic development of Vladimir’s
tourism industry through the sharing of
tourism expertise. There is clear evidence that
this was achieved, both in increased visitor
numbers and in development of the industry:

● Vladimir City Administration, assisted by a
tourism and business student at the Vladimir
State University developed the SADT-Model
tourism development plan, entitled the
‘Strategic Plan of Tourism Development in
Vladimir’.

Formal Declaration of Intent July 1997

The formal signing of this partnership agreement between Canterbury and Vladimir cements
the friendship which has developed between our towns over the last 12 years and marks the
beginning of a new phase in our relationship. The future focus will be on economic partner-
ship in addition to the valuable social and cultural contacts which have already been of great
benefit to both our towns.

We sign this Protocol d’Accord on behalf of both our cities in the sincere belief that working
together and opening our eyes to each other’s cultural and economic activities will benefit
both our cities and assist in the continuance of a peaceful relationship between our countries.

Igor Shamov Colin Carmichael
Mayor of Vladimir Chief Executive

Canterbury City Council 

Fig. 14.3. Partnership agreement.
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Table 14.5. Project phases.

Project phase Timetable

Inauguration of CAVIAR project June 1998
Study tour to Canterbury by Vladimir City Administration officials and October 1998

representatives of the newly established Vladimir City Initiative
Local consultation in Vladimir on the development of a tourism strategy. Winter 1998/99

Begin cascaded delivery of ‘customer care’ training
Canterbury City Council officers visit Vladimir to finalise the CAVIAR project May 1999

and assess the effectiveness of ‘customer care’ training
Know-how Fund report produced in Canterbury and agreed with Vladimir June–July 1999
Final report submitted to Know-how Fund October 1999

● The Vladimir City Initiative public/private
sector partnership was established. This very
strong partnership demonstrated significant
practical application in Vladimir of the ideas
gained through the CAVIAR project study
tour to Canterbury. Its partners included:

■ all relevant departments of Vladimir City
Administration;

■ the Vladimir-Suzdal Museums Reserve;
■ the manager of the ‘Golden Ring’ complex;
■ tourism companies;
■ vladimir State University;
■ a representative from the Russian Inter-

national Academy of Tourism.

● There was enormous enthusiasm in Vladimir
for applying the customer-care skills and
improved standards of service delivery learnt
from the techniques in Canterbury. A major
cascading exercise to businesses unable to go
on the study tour was undertaken. It was also
evident in many locations that an openness of
presentation and merchandizing was being
introduced as a direct result of the visits under-
taken during the study tour to Canterbury.

● A Tourist Information Centre was opened in
the main museum in Vladimir which took
many of its ideas for imaginative exhibits,
historical interpretation and open, customer
friendly displays from the Canterbury district
and other Kent TICs included in the study
tour. Visitor numbers to the museum
increased by 20–25% in 1999.

● An information centre was opened in Suzdal.
● Information provision was made available

through the use of video, a website, e-mail
and fax (the Moscow–Suzdal–Vladimir tour

is now heavily marketed through the
Internet).

● The Vladimir City Administration instituted
consultation with residents in small, local
focus groups which enabled them to be part
of the destination development process.

● The Vladimir City Administration recognized
the importance of tourism in its own right
and established a specific budget for tourism
development.

● There was recognition that the main benefi-
ciaries of the project were the citizens of
Vladimir in general. Although individual
organizations and businesses may have ben-
efited from the application of knowledge
gained for the CAVIAR project, the total
benefit to the community was greater than
the sum of its parts.

● An unexpected beneficiary was Canterbury
City Council. It learnt how to organize a
‘City Day’ from the Russians and also
greatly increased its expertise in working
with different administrations.

Disappointments

Inevitably, there were disappointments and
misgivings that such an ambitious programme
could be achieved. These were to a large extent
overcome by the commitment and enthusiasm
of one man, the Managing Director of
Vladinvesttour, who proved both a stimulus to
the confidence of the emerging Vladimir City
Initiative and also made a significant contribu-
tion to the development of inbound tourism to
Vladimir from Moscow and the other Golden



Ring cities, e.g. the ‘Discover Russia through
its people’ promotion. The crucial contribution
of such a project champion when times get dif-
ficult has been observed in many other suc-
cessful partnerships. The United Kingdom
Civic Trust regards such Civic Champions as
crucial to the success of voluntary partnerships
and now runs free training courses to enable
individuals to fulfill their potential.

The CAVIAR project was unable to com-
plete all the tasks envisaged at the outset.
Difficulties arose towards the end of the project
period because of delays in establishing a new
Tourist Information Centre in Vladimir. It was
not possible, for example, to deliver on-site
training of TIC staff, since they had not been
recruited. It is hoped that this can be a major
element of a future bid. During phase 3, it
became apparent that there had been difficul-
ties in Vladimir in the production of a visitor
guide and map of the city. By the time the dif-
ficulties emerged, it was too late to help within
the terms of the CAVIAR project. Although the
CAVIAR project was delayed in its approval
phase, the implementation period was roughly
as planned, but delivered a year later than orig-
inally envisaged. This delay appears not to
have had any adverse effect on the value of the
project. Indeed, it may be argued that the addi-
tional time enabled the Vladimir City Initiative

to achieve a level of cohesion, increasing the
ability of members to benefit from the study
tour to Canterbury in October 1998.

The Know-How Fund assessors felt that
the work targets set for the project had been
largely achieved and concluded that ‘overall it
seems as though the Project has been a suc-
cess’. They added, ‘We hope that both
Canterbury and Vladimir will continue to col-
laborate and that the foundations laid by the
Project will be sustained and built upon’.

The Importance of the SADT Tourism
Development Model

The SADT Tourism Model was one of the key
outputs of the project. It demonstrates the
important contribution marketing and services
management skills can make in creating a suc-
cessful destination (see Figs 14.4 and 14.5).
The main aim of the model is to create a mod-
ern, competitive tourism industry in Vladimir
and to determine the actions the City
Administration should take to achieve:

● budget efficiency;
● social efficiency;
● economic efficiency;
● financial efficiency.
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Fig. 14.4. SADT conceptual diagram.



Its importance as the underlying conceptual
framework for the major achievements gained
in Vladimir cannot be overestimated. Unlike
the soft, open systems models more generally
conceived in western destinations, whereby
tourist satisfaction and environmental quality
are stated to be key objectives as well as finan-
cial returns for the destination, the SADT
model focuses primarily on determining how
and through whom Vladimir can achieve the
economic investment it needs. The Concept
Diagram for the two-part model, first of all,
identifies the combination of State legislation,
external resources, legal entities and individuals
from inside and outside the city, which is
needed to unlock the city’s tourist potential and
generate the surplus taxable income needed to
develop the industry. Next, the SADT model
itself conceptualizes who should be involved at
each phase of developing the destination, the
linkages between them and the outcomes at
the four key development stages:

● decision arrival;
● resource attraction;
● tourist product creation;
● tourist product realization.

The model also recognizes the importance of
developing a legislative framework within
which the tourism industry should operate
and the need to regulate such aspects as
health and safety standards and quality stan-
dards. It is evident that the Russians gained a
clear understanding of the requirement to
work at a number of different levels in
achieving an integrated tourist product.
Practically, the conceptual aspects are then
translated into an Implementation Plan and a
frank Market Segment Analysis to guide mar-
keting efforts (Tables 14.6 and 14.7) Very
few destinations in the West have such a
sophisticated, or single-minded conceptual
framework for developing their tourism
industry.
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Critique and Conclusions on the
CAVIAR Project

The CAVIAR Project was ambitious in its aims
and achieved considerable success. Building on
the experience gained in Canterbury, it
demonstrated that the community-based
approach to tourism development could,
indeed, be adapted to the circumstances perti-
nent to different cultures, different legislative
systems and different types and sizes of tourist

destinations. There was clear evidence that the
economic and social aspects of tourism devel-
opment were understood and acted upon. The
SADT model did not, however, encompass the
third key factor of sustainable tourism – the
environment in general, even though the cru-
cial importance of this had been stressed at the
outset of the CAVIAR project and was demon-
strated during the study tour to Canterbury.
This is not a criticism of the very real achieve-
ments made but, rather, a reflection on the
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Table 14.6. Strategic plan for tourism in Vladimir.

Strategic Plan for Tourism Development in Vladimir
Tourism Development Project

Project tasks and aims
● to create a modern competitive tourism industry in Vladimir
● to achieve: budget efficiency; social efficiency; economic efficiency; financial efficiency

Medium term Strategic (more 
Aims Short term (under a year) (under five years) than five years)

Social Employment provision

Development of tourism business activity

Creation of favourable 
living and working 
conditions for city 
residents, increasing 
their living standards

Economic Development of the city’s infrastructure

Increase in attracting investment to the city

Maximize economic opportunities from tourism

Evaluation of required Realization of Creation of competitive 
capital and operating costs investment projects tourism industry

Budget Increase the city’s profitable budget

Financial Creation of a self-financing Increased income for 
tourism industry based on tourism enterprises;
project management increased currency 

returns

Actions
The Project tasks identify the actions the City Administration needs to take:
● Carry out market research, form a marketing strategy and create a favourable image for the city
● Regular monitoring of tourism industry enterprises
● Draft local legislation to regulate enterprises working in the tourism industry
● Create a favourable investment climate and attract financial resources for tourism
● Develop a mechanism for coordinating the activities of state, municipal and non-governmental

institutions working in the sphere of tourism
● Train tourism personnel and improve the quality of tourism services
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Table 14.7. Vladimir target markets.

Type of Interest in Readiness to Importance Seasonal 
tourism Objective group Age category historic places spend money for the city indicators Important notes

Cognitive Russian tourists, Unlimited Medium Medium Low High tourist Seaside resorts show 
Tourism people on holiday season how to market to 

(summer) these tourists.
Cognitive Schoolchildren from Under 17 High Low Medium School These represent about 

Tourism Russia and CIS holidays 80% of all visits.
Cognitive Archaeology 18–25 High Low High Summer There is a good 

Tourism students, Russian potential to use 
and foreign  these people as 
people interested inexpensive labour 
in history for restoration of 

the city monuments.
Conferences, Russian and foreign 35 and more Medium (if High (if there High (if there Spring, This market is now  

exhibitions companies well-developed are no strict is well- autumn being developed.
representatives infrastructure accommodation developed Such customers 
coming via travel exists) arrangements) economic could be very  
agencies cooperation) helpful in spreading 

information about 
the city.

Foreign Foreign tourists 50 and more High High Low (good city High tourist This market is stable 
tourist coming on day coach stations season and consists of 
groups excursions by and parking (summer) under 6% of all 

buses places needed) visits.
Foreign Tourist with common Unlimited High High High Summer, It is very easy to 

tourists interests coming (depending winter define the size of 
from via partnership on exchange this market and to 
partner committees and program: forecast tourist 
cities exchange sports, cultural, flows.

programmes educational)
Excursionists Independent tourists 35–55 (on the High High High (good May– This group needs 

and tourist groups average) parking September information about 
with common  places needed (Dacha the city and an 
interests coming to encourage time) Information Centre.
from Moscow travel by car)



priorities perceived by the Vladimir City
Administration and the Vladimir City Initiative
in striving to improve the city’s economy with
very limited resources.

As Akehurst (1998), referring to a similar
project in the Polish city of Kalisz, points out: 

Outside experts cannot impose their thoughts
and plans on the city and, rightly, the people
of Kalisz would not allow this. These
considerations also raise issues of whether
western tourism planning concepts and
procedures are appropriate within a
developing economy. There is no easy answer
to this, and indeed the only answer must be to
listen carefully to what objectives are being
sought and devise plans which are realistic and
sympathetic to both people and environment
in the attainment of those objectives. 

So it is with Vladimir. Initial concentration on
the marketing and service quality aspects of
tourism is achievable and will generate surplus
income. When you have to cope with making
significant provision of the most basic infra-
structure to improve the living standards of

your people, the niceties of environmental
management must wait their turn.

Recently, Vladimir appointed its first
Tourism Officer who has approached
Canterbury to discuss the possibility of collab-
orating on a ‘Son of CAVIAR’ project. This
further evidence of the City Administration’s
support for tourism is welcome and will, hope-
fully, enable the tasks left over from the first
project to be completed. Perhaps it will also
enable the environmental aspects to be recon-
sidered and incorporated into the model. To
do so, successfully, would provide additional
evidence of the adaptability of a community-
driven tourism development approach.
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15 Emotional Labour and Coping
Strategies

Barbara Anderson
University of South Australia

Introduction

Whether it is supermarket checkout operators
bidding farewell to customers with the now
hackneyed injunction to ‘have a nice day’ or
businesses promising ‘service with a smile’, the
importance of the emotional display of front-
line service workers cannot be overstated.
However, this type of emotion work, which
has come to be known as emotional labour, is
not without its human and economic costs.
‘Burnout’ has been identified amongst front-
line service workers, resulting in a lowering of
service quality and contributing to absenteeism
and job turnover, which impacts on the service
workers’ potential earnings and organizational
profitability.

In this chapter, the nature of the emo-
tional labour which is ‘performed’ in the
course of customer service work is discussed
together with the strategies used by front-line
service workers to cope with the emotional
demands of this type of work. Based on the
findings of four case studies, drawn from
research carried out amongst Australian man-
agers and workers in the Tourism and
Hospitality industries, a number of strategies
are suggested which organizations may wish to
implement to support their staff in their cus-
tomer service work.

Nature of Front-line Service Work

Front-line service work means that the service
workers must become a ‘one-minute friend’ to
each of their customers (Albrecht and Zemke,
1985, pp. 114–115). In the process of
becoming this friend, service workers must
manage their own emotions and emotional
display in order to make the service encounter
a pleasant experience for customers. The
emotions that are masked are as much a con-
sideration as those displayed (Rafaeli, 1989,
p. 388; Rosenberg, 1990, p. 4).

Emotional Labour

In recent years, this practice of emotion man-
agement has become known as ‘emotional
labour’ and a number of definitions of such
labour have been proposed. In her pioneering
work, Hochschild (1983, p. 7) uses the term
emotional labour ‘to mean the management of
feeling to create a publicly observable facial and
bodily display; emotional labour is sold for a
wage and therefore has exchange value’. Morris
and Feldman (1996, p. 987) define emotional
labour as ‘the effort, planning and control
needed to express organizationally desired
emotion during interpersonal transaction’.
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Ashforth and Humphrey (1993, p. 90) describe
emotional labour as ‘the act of displaying the
appropriate emotion (i.e. conforming with a
display rule)’. These definitions highlight the
effort involved in managing feeling and its dis-
play to correspond with occupational norms as
well as the influence of employers in directing
their employees’ emotional display (Erickson
and Wharton, 1997, p. 190).

Characteristics of Jobs Involving
Emotional Labour

According to Hochschild (1983, p. 147), jobs
involving emotional labour possess three char-
acteristics:

● require face-to-face or voice-to-voice or
facial contact with the public;

● require the worker to produce an emotional
state in the client or customer;

● allow the employer to exercise some control
over the emotional activities of employees.

Those who perform such jobs in the tourism and
hospitality industries include tourist information
officers, tour guides and drivers, front desk staff
and concierges in hotels and waiting and bar
staff in restaurants. Their face-to-face interac-
tions with customers may often be regulated by
organizational guidelines in order to produce
positive experiences for their customers.

Regulation of Emotion

Employers use a variety of strategies to stan-
dardize the emotional display and actions of
their front-line service workers. These strate-
gies include the provision of scripts, ranging in
complexity from simple instructions to detailed
directions for more complex transactions
(Leidner, 1999, pp. 87–88). The wearing of a
uniform may perform a variety of functions.
As well as being a sign of professionalism and
a legitimization of the service workers’ roles
within the organization, uniforms can impact
on the emotional display of the workers, as
they are continually being made aware that

they are employees, fulfilling a particular role,
and hence the need to behave accordingly
(Easterling et al., 1992; Rafaeli and Pratt,
1993; San Filippo, 2001).

‘Performance’ of Emotional Labour

Emotional labour is performed in either of two
ways:

● Surface acting: simulating emotions that are
not really felt.

● Deep acting: attempting to experience the
emotions to be displayed (Morris and
Feldman, 1996, p. 990), citing Hochschild
(1983). Indeed, the actor ‘psychs’ himself/
herself into the desired persona (Mann,
1997, p. 7).

Ashforth and Humphrey (1993, p. 90) suggest
that:

emotional labour can be considered a form of
impression management to the extent that the
labourer deliberately attempts to direct his or
her behaviour toward others in order to foster
both certain social perceptions of himself or
herself and a certain interpersonal climate.…
The labourer is viewed as an actor performing
on stage for an often discriminating audience.

This view of emotional labour as a perform-
ance confirms the observation made by
Hochschild (1983, p. 98) about the selection
of Delta Airlines trainees:

The trainees, it seemed to me, were also
chosen for their ability to take stage directions
about how to ‘project’ an image. They were
selected for being able to act well – i.e.
without showing the effort involved. They had
to be able to appear at home on stage.

Consequences of the performance
of emotional labour

While Hochschild (1983) concentrated on the
deleterious or negative effects of emotional
labour, subsequent writers have suggested that
she has exaggerated the ‘human’ costs associ-
ated with this type of work (Seymour, 2000).
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Emotional labour can be either positive or neg-
ative for workers depending on how it is per-
formed (Kruml and Geddes, 2000).

However, of particular concern to both
managers and service workers is one particular
negative consequence known as burnout,
defined by Maslach and Jackson (1981, p. 99)
as ‘a syndrome of emotional exhaustion and
cynicism that occurs frequently among individ-
uals who do “people-work” of some kind’.
Schaufeli and Enzmann (1998, p. 19) note
that there are numerous definitions of burnout.
On the basis of their review of current litera-
ture of burnout, they have developed the fol-
lowing comprehensive definition:

Burnout is a persistent, negative, work-related
state of mind in ‘normal’ individuals that is
primarily characterised by exhaustion, which is
accompanied by distress, a sense of reduced
effectiveness, decreased motivation, and the
development of dysfunctional attitudes and
behaviours at work. This psychological
condition develops gradually but may remain
unnoticed for a long time by the individual
involved. It results from a misfit between
intentions and reality in the job. Often
burnout is self-perpetuating because of
inadequate coping strategies that are
associated with the syndrome. 

(Schaufeli and Enzmann, 1998, p. 36)

Although not substantiated by empirical evi-
dence, burnout is thought to be likely to
develop as a result of both surface and deep
acting (Schaufeli and Enzmann, 1998,
p. 127). However, there is evidence of a posi-
tive relationship between burnout and lack of
social support, particularly from supervisors
(Schaufeli and Enzmann, 1998, p. 82).
Burnout has significant implications as it can
lead to a deterioration in the quality of service
provided and appears to be a contributor to
job turnover, absenteeism and low morale
(Maslach and Jackson, 1981).

Coping with the ‘Performance’
of Emotional Labour

Given the negative effects associated with the
performance of emotional labour, it is impor-
tant that service workers are able to cope ade-
quately with the demands associated with this

type of labour. The strategies used by individu-
als to cope with negative or stressful life events
have a major influence on their physical and
psychological well-being (Endler and Parker,
1990, p. 844). The importance of the use of
appropriate coping strategies is highlighted in
Schaufeli and Enzmann’s definition (1998),
which suggests that burnout is self-perpetuating
if coping strategies are inadequate.

Coping strategies have been classified as
being emotion-focused or problem-focused.
Emotion-focused coping strategies include
avoidance, minimization, distancing and wrest-
ing positive value from negative events. Some
cognitive types of emotion-focused coping
strategies result in a change in the way an
encounter is construed, which is equivalent to
reappraisal. Behavioural strategies which
include engaging in physical exercise to take
one’s mind off the problem, having a drink,
venting anger and seeking emotional support
are also emotion-focused coping strategies.
Problem-focused coping strategies include
reducing ego involvement or learning new
skills and procedures (Lazarus and Folkman,
1984, pp. 150–152).

Social support, ‘information from others
that one is loved and cared for, esteemed and
valued, and part of a network of communica-
tion and mutual obligation’ (Stroebe, 2000,
p. 245), has been identified by Schaufeli and
Enzmann (1998) as being very important in
the prevention of burnout. Nevertheless, it
should be said that studies have failed to
demonstrate the buffer effect of social support
in allowing workers with more support to cope
better with their job demands (Schaufeli and
Enzmann, 1998, p. 83).

In summary, front-line service work con-
sists of a series of interpersonal transactions,
during which, service workers must manage
their emotions such that these transactions are
pleasant for the customers and produce posi-
tive outcomes for their organizations. The act-
ing abilities of these workers contribute to the
success of these transactions. However, there
are costs associated with such ‘performances’,
one of which has been identified as ‘burnout’,
which can be prevented by social support.
A variety of emotional-focused or problem-
focused strategies can be used by service work-
ers to cope with the challenges of their work.
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Case Studies

The four case studies presented are drawn from
the results of a larger research project, ‘Recog-
nition and Management of Emotional Labour in
the Tourism Industry’, carried out by a research
team at the University of South Australia, con-
sisting of Chris Provis (project leader), Shirley
Chappel and Barbara Anderson. The full report
of the project, funded by the Co-operative
Research Centre–Sustainable Tourism, is found
in Anderson et al. (2002).

In this two phase qualitative study, carried
out in 2001, two different methodologies, a
focus group and semi-structured interviews,
were used. These methodologies were thought
to be the most appropriate to gather data as
they provided not only a basic structure for the
discussions in the focus group and interviews,
but also the freedom to pursue any comments
when considered appropriate. In the first
phase, six managers from accommodation,
hospitality, tourist information and transporta-
tion organizations participated in a focus
group. The managers raised a number of
issues associated with the performance of
emotional labour, e.g. its consequences, and
aspects related to selection and training. On
the basis of this discussion, a series of ques-
tions about the performance of emotional
labour were devised for managers and service
workers. During the second phase, nine differ-
ent organizations drawn from the same sectors
in the Adelaide metropolitan area and four
organizations in regional South Australia
agreed to participate and a total of 45 semi-
structured interviews were conducted. These
interviews were generally carried out in the
various workplaces and lasted approximately
30 min, due to time constraints on the inter-

viewees. The interviewees were not asked to
provide any personal information, and in order
to preserve their anonymity, all their names
have been changed. A profile of the intervie-
wees is provided in Table 15.1.

Some of the issues which were discussed
are presented in the case studies which follow.
Managers were asked about the manner in
which they supported their staff in their cus-
tomer service work and how their standards and
norms for customer service were administered.
Issues, such as the extent of organizational influ-
ence over expression and presentation, the sup-
port received from managers and co-workers
and the strategies used to cope with this type of
work were discussed with service workers.

It should be noted that the majority of work-
ers were highly motivated and enjoyed their cus-
tomer service work and accepted readily that
emotion work was an integral part of their jobs.

Case study 1: accommodation

The interviewees were members of the front-
office staff of a 4-star Adelaide hotel, which is
part of a large international chain.

Lachlan, the manager, reported that the
organization had standard operating proce-
dures throughout the hotel chain for things
such as processing credit card charges.
However, with respect to the verbal interaction
with guests, he said that:

I’d rather that it was theirs, theirs alone,…if
there is an issue with someone’s greeting…I’d
obviously take them aside, explain to maybe
word it like this, but I wouldn’t have
them…reading the same thing out to every
guest that comes in, not at all,…the
interaction is definitely their own thing to do. 

Table 15.1. Profile of interviewees.

Managers Service workers

Industry sector Male Female Male Female

Accommodation 1 1 2 4
Hospitality 2 1 – 2
Tourist information 1 4 1 12
Transportation 3 – 3 8
Total 7 6 6 26



174 Barbara Anderson

He supported his staff in their customer serv-
ice work by being consistent in his praise and
mentioned that sometimes he would do small
things for them that they would not necessar-
ily expect, for example, if working on night
shift, he would buy food from the coffee shop.
He maintained an open-door policy for the
staff and also encouraged them to support
each other.

Service workers

In discussing the organization’s influence over
their expression and presentation, interviewees
indicated that they were free to be themselves,
as reflected in the following comments:

No, we don’t have any scripts. Well normally
when we’re trained…they just normally let
us know how, what appropriate terms to
sort of use when we deal with
guests…(Louise)

It’s my personal script, with [Hotel’s] inter-
twinings…there are guidelines to follow, but
it’s up to you to put your personal flair on it…
(Stuart)

Uniforms were provided which were generally
popular:

Yeah, I like to have the uniform, because you
look more professional and, and you [are]
actually representing our company. (Kate)

There was the proviso in that uniforms had to
fit properly:

My uniform doesn’t fit me properly, it’s not
measured for individuals…. I’ve always felt
really uncomfortable in my uniform. (Shannon)

The exhausting nature of front-line service
work was also described clearly in the follow-
ing comments:

We have to like always be neat and tidy, try to
have a smiley face all the time and things like
that, but sometimes it is tiring to be smiling all
the time … (Kate)

The hardest part is doing it all the time, one
after the other, after the other,…saying the
same thing over and over again. One of the
hardest times would have to be Christmas
and New Year, when you walk off the desk
after 8 hours, just feeling like you could just
go home and not talk to anyone ever again.
(Shannon)

In recognition to the nature of front-line serv-
ice work, the need for some formal type of
support was mentioned:

If you’re in this sort of work, sort of
environment, you sort of know already that
that’s what you sort of gonna get [sic], part of
the job, so and I think they…should have, …,
psychologists, …, you know, people have,
they can’t cope anymore, and they burst and,
…, so they should sort of maybe have a like
psychologist or someone come in every three
months or something and have a word to
each one, say ‘how are you going?’ (Kate)

The following comments highlight the impor-
tance of having supportive managers and co-
workers:

I’d rather guests who’s angry with me than …
someone I’m working with. Like I say, my
boss start yelling at me, I think I’d get more
emotionally upset about that than actual
guest. (Kate)

I feel that I can talk to someone who’ll help
me deal with that, as in my immediate
manager above me, my front-office manager
or I could talk with other staff that I’m on
with…have a bit of a bitch about that person
(guest)…but I feel that’s, that’s a good way of
getting it off your chest…(Stuart)

The value of social support and a coping strat-
egy, such as venting, were highlighted in the
following comments:

Oh yeah, you have to get things out of your
system, otherwise you’ll go crazy. I mean, if
you keep everything inside you, sometime,
you just burst, so I mean, I have done that
with one of the co-workers… (Kate)

I think we all sometimes…share it amongst
ourselves, and that kind of makes us feel
better too because we talk about…explain
what’s happened and then yeah, you kind of
fell a bit better after that, you know… (Louise)

Case study 2: hospitality

This restaurant is located in a popular Adelaide
seaside suburb. One manager, Michael, indi-
cated that they did not have detailed rules as
to how staff related to guests. Michael’s only
stipulation was that staff smiled when guests
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arrived and left the restaurant. The other man-
ager, Claire, was most adamant in her view
that ‘no, no, no, goodness no, you’ve got to be
individual…’. Both managers were supportive
of their staff. For example, Michael indicated
that when there were particularly difficult
tables, he would not remove the waiting staff
as it made them look like failures, but he would
go to the table and act as a ‘bit of a buffer’.
Claire mentioned that:

Part of my role also is not just to make sure
the customers are happy too, it’s also for the
staff as well…to feel that they can…release
with us.

She also mentioned the stresses associated
with unsupportive management:

It’s not so much coping with the stress of the
work environment, um, a lot of it actually
reflects back to management, opposed to the
job…how management push, how
management treat the staff and that there
perhaps isn’t the support or it’s like always
pointing out the wrong thing, what you’re
doing wrong constantly, opposed to pointing
out what’s been wrong, but to rectify it and
also to tell the positives as well, to encourage
you, exactly, that’s what tends to miss…

Claire acknowledged the ‘performance’ as-
pects of the work:

It’s like as soon as you enter the front-of-
house where customers are, you’re on stage,
you perform, …it can be a good thing, it can
be a bad thing, it depends as to what level.

Rhianna, the young service worker confirmed
this concept of ‘performance’:

As soon as you take the plates out the back
or something, you just might have a sigh and
say oh, you’re tired, or you wish…the night
was over or something like that, but as soon
as you walk through the doors and back out
there, it’s got to change.

As far as her presentation and expression were
concerned, Rhianna indicated that the uniform
which she was wearing had to be neat and tidy
and that the staff were allowed to be ‘pretty indi-
vidual with our characters, just not over the top’.

She indicated that colleagues would sup-
port each other:

If there’s a bad table and if there’s two people
working in a section, and if there’s a bad

table, like we’ll both know about, because
we’ll tell each other that they’re not very nice
or that they’re giving you a hard time.

Rhianna also endorsed the value of talking
with the rest of the staff at the end of the
evening in these comments:

I think its good to sit down and have a talk
with everybody that you’ve worked with, at
least five minutes, just to capture whatever
happened or to fix anything that you think
went wrong.

If we finish at the same time, we’ll have a
drink and it’s nice, nice relief too, you can just
all sit around and then you can complain too,
like you can say whatever you’ve got to say to
them and get it all out…then you don’t have
to take it home to partners…

Case study 3: tourist information

Hannah, the manager of the tourist informa-
tion centre in a popular seaside suburb, indi-
cated that there were policies and procedures
governing customer service. New staff went
through inductions and the policies and proce-
dures were regularly reviewed at staff meet-
ings. As far as the expression of her staff,
Hannah said:

It’s always important that… you always
control yourself and basically, I guess, have a
happy face.

She indicated that she was always willing to
assist staff with difficult customers and
recounted that:

Other staff, I know at times, have actually
heard a situation happening, and they’ve gone
out to the reception area, so not in an obvious
sense of, maybe stocked brochures or done
something very discrete,…, just as more of a
matter of support or maybe sort of assisted
with an enquiry when they realise a person
may actually be getting a little aggressive…

Service workers

With respect to the way in which they were
presented at work, one interviewee recounted
that:



I’ve started um, sort of full-time with the
[organization], but for the last about 15–16
months, I’ve been a temp. and thus, had to
fight to get a uniform, when I was given this
position, because I say it as an important
thing to identify me as part of a profession,…,
going out and meeting with people, I just felt
going in my own clothes, although I would
wear businessy-clothes,…, people didn’t
necessarily see me as being well, I’m with the
[organization]…I think it’s a good way to
identify us… (Skye)

…when the idea of a uniform was first voted,
I thought no, I’m certainly not into the
Chairman Mao-style of dressing. However, I
spoke to my daughter-in-law and her mother,
who are…reasonable Australians, and they
both said they loved people in uniform
because then you knew who to speak to, and
I thought, oh, well, if it’s good for the
customers, then I’m happy to do it. (Sheena)

In discussing the extent of organizational influ-
ence over their expression at work, several
service workers not only mentioned the poli-
cies and procedures for customer service but
also their own personal service ethos:

I follow their policies and their guidelines, um,
because I realise I’m representing
[organization], um, I also um, have my own
expectations of myself, how I should present
myself to the general public and that’s
always…pleasant, helpful, friendly…. (Ailsa)

Well, I, my immediate reaction is ‘not very
much’ but it may really be that its because my
own expectations marry very closely with the
organization, I don’t notice. (Sheena)

In the ensuing discussion about scripts, Sheena
indicated:

… I’ve got my own little scripts that I’ve
created for myself, but they have an
entertainment value for the customers,…no,
we don’t have scripted behaviours here.

Several interviewees reported ‘psyching them-
selves up’ at the beginning of a day and
acknowledged the ‘performance’ aspect of
their work:

Absolutely, I walk in the door, before I answer
the phone, before I speak to anyone I say to
myself, ‘the sky is blue, I’m happy’, so to that
extent, say but I wouldn’t bother to do, if I
was just….sitting at the computer, but if I deal

with people, if I want it to be a positive thing,
I always tell myself ‘life’s good’, something
like that. (Sheena)

...I always say when you’re out there, I always
feel like, like you’re an actress… The very
minute I sit in the car, I have to say to myself
‘you’re going to work, you’ve got to
concentrate about work’, and so the minute I
put the key in the ignition and I drive, I’m
only thinking about work…by the time I’ve
parked the car, opened the door, turned the
alarm off, I’m ready. (Lucy)

With respect to support from colleagues, one
interviewee indicated that:

We’ve got a very good system here…because
the door is sort of close to the reception and
its always left open…if they can hear that
someone is getting angry or, or even just
spending more time than is necessary…then,
somebody will come up and say, ‘oh, [name],
there’s a call for you, would you like to take it
now?’ (Lucy)

A combination of emotion-focused and problem-
solving strategies were sometimes used to cope
with difficult situations, for example:

If there’s no other people in the centre, … by
talking to the other staff, um, it then becomes
a problem-solving session, where we look at
strategies of how to deal with those
situations,…, in the future, if they come up,
so yeah, and I think just talking out the
problem, um, just relieves the tension that I’d
be feeling, but I think, well that’s good... other
people have listened to me and I think, oh
yeah, and I’ve sort of got some positive
feedback from them, so then everything’s
back on track. (Ailsa)

In other cases, strategies of distancing and
reducing ego involvement could be used:

I start from the position, in my head, they’re
not angry with you, ‘cause they don’t know
you,…I’m just there, I’m just available,…I also
have a really clear plan of action, I’m not really
foul-mouthed, but once I’ve dealt with it, I’d go
out the back and when there’s no one around
I say something absolutely putrid, to help,…
I’ve got no way of knowing how they’ve got to
this point on that day, so, but, the least
likely thing is that I’ve caused it, and the
least likely, the least important person in their
life is me, so, you know, let’s not over-rate my
role in this…it’s really, really easy to put

176 Barbara Anderson
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yourself at the centre of things, but in reality,
you know, if they weren’t born to you and
they’re not married to you, you’re not really all
that important to them, are you? (Sheena)

Case study 4: transportation

This transportation company was located in
the city of Adelaide. The manager was based
at the Head Office and the service workers
were located in a branch office a short distance
away, still within the centre of Adelaide.

With respect to the standards and norms
for customer service, the manager, George, indi-
cated that his organization was in the process of
going through a refresher course with customer
service techniques ‘and just revisiting some of
the things that we take for granted, fine-tuning
the way we do our delivery’. He believed that it
was very important to be able to share with
other colleagues, ‘to have that release’.

Service workers

With respect to the extent of the organiza-
tion’s influence on their expression at work,
one interviewee commented that:

Since we’ve been taken over by [organization],
we’ve been more, um been encouraged to be
more standardized because then you sound
more professional, but we are very much an
individual office…we’re allowed to be
individuals, more so than if we worked
somewhere like [organization] which is our
head office. (Liana)

Another interviewee mentioned that:

You sort of gotta learn how to hold your
own anger and your own problems aside to
help others and to serve customers and to
be that bright, chirpy, friendly consultant.
(Rosie)

Indeed, another interviewee acknowledged the
‘performance’ aspect of her work:

I wanted to be an actress…my favourite
course at school was drama, I love drama,
so…as I said before you[‘re] sort of yelling
and the next minute you’ll pick up the phone
and you’ll be a totally different person, I
think acting has a big part to play. (Rosie)

Another interviewee reported ‘psyching them-
selves up’ at the beginning of a day:

Of course, absolutely, yes, you have to, yes,
I don’t do it consciously though, I think it just
happens, …(Liana)

Uniforms were worn and were popular with
the service workers:

My uniform? I like it…we look fresh and
bright and sort of um, professional. (Liana)

…we all put our hand up to say ‘yes’, we, we
want a uniform, because it’s…a smart
approach, a professional look, and um, we
prefer to wear the uniforms. (Rosie)

The difficulties caused by the absence of a full-
time manager in the office were discussed by
several interviewees:

It would be a lot easier if he was in the back
office here, you could say, ‘look, we’ve got a
customer out the front, who wants to speak to
the manager, can you sort of head out, and
help us out here?’…I feel that is the manager’s
role, they are to handle customer complaints
and to a certain degree…I think we’re taking
on extra stress that really we shouldn’t be
taking on. Sort of aggravates us at times…
(Rosie)

[It] probably unfairly puts staff under pressure,
that’s what it does. That’s the frustrating
thing, it shouldn’t have to happen like that,
there should be someone who can stop in.
Probably there’s, there’s too much taken on
board because of that, just by default. That
shouldn’t be the way it works. (Liana)

Service workers reported using a variety of
strategies, such as distancing and venting, to
cope with the challenges of their customer
service work:

I have done it in the past, sometimes ohh, I
just need to [take] a break from there, I’ll go
in the back and I’ll take phone calls and I’ll
answer some faxes. (Andrew)

You share the experience whether it be with
somebody or out here, against the wall….
Yeah, and then you swear and then you go
back out and you smile again…. And you just
laugh, because you think ‘oh, I just swore at
the wall’…you might say to your colleagues as
well, I mean, that helps too, you just bounce
something off them… and it’s like, ‘oh, I feel
better now’... (Liana)
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If I get a bit stressed…I guess I just step back
and just go out, I will make myself a cup of
coffee or something and then that’s you
know, a 2 minute break…and then, you
know, the stress will be over…or if there’s a
problem, I’ll just quickly talk about it with
someone and then it’s kind of over with.
(Beth)

The importance of support of colleagues was
readily acknowledged:

Oh yes, ...you really do need support of your
fellow colleagues…to keep you sane and to
help you through the hard times, yeah, I think
we all look after each other fairly well here.
(Rosie)

I find it really hard to deal with complaints….
I feel bad within myself…you take a 5-minute
break…but that’s where the work colleagues
come in as well, ‘cause we’re such a close,
close bunch. They…help…we talk each other
through it as well…which is nice. (Rosie)

The adverse effects of the performance of emo-
tional labour on social relationships if coping
strategies are not effective were also mentioned:

Sometimes, I’ll have the worst day at work,
but I, I hold it all in, and I’ll get home and I’ll
take it out on my partner…. Why did I do
that? I’m like why, why? Maybe I should have
just sat somewhere for ten minutes in the car
before I got home and just sort of relaxed, just
you know, not talked to anyone, just sat there
quietly and sort of let it all just go. (Rosie)

There are a number of familiar themes running
through these case studies which have been
summarized in Table 15.2. 

It can be seen from Table 15.2 that serv-
ice workers in all case studies used a variety of

the emotion-focused (E/f) and problem-
focused (P/f) coping strategies outlined by
Lazarus and Folkman (1984) in the course of
their customer service work. The importance
of managerial and co-worker support, which
could be construed as particular forms of
social support, was widely acknowledged.
Although the concept of burnout was not
explicitly covered in this study, the exhausting
nature of client service work was acknowl-
edged in a number of case studies. The avail-
ability of social support may well be
contributing to the prevention of burnout
amongst these workers, as suggested by
Schaufeli and Enzmann (1998). The sugges-
tions made by Mann (1997) and Ashforth and
Humphrey (1993) that workers ‘psyched’
themselves up or acted in their course of their
employment were confirmed by the com-
ments of a number of interviewees. However,
in contrast to a number of organizations men-
tioned by Leidner (1999), there was no evi-
dence of formal scripts being provided for
staff. Individual expression was preferred by
managers and workers alike, although some
workers developed their own informal scripts
or routines. Confirming the observation of
San Filippo (2001), uniforms were widely
acknowledged as a sign of professionalism.

Strategies for Managers

On the basis of this snapshot of front-line serv-
ice work, it is possible to make a number of
recommendations about the strategies which
organizations may wish to implement to sup-

Table 15.2. Case study themes.

Case Use of Importance Importance Exhausting
study coping of manager of co-worker nature of Formal
no. strategies support support work scripts ‘Performance’ Uniforms

1 E/f ✓ ✓ ✓ x – ✓

2 E/f ✓ ✓ – x ✓ ✓

3 P/f and E/f ✓ ✓ – x ✓ ✓

4 E/f ✓ ✓ ✓ x ✓ ✓
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port their front-line service workers. These
strategies and the manner in which they may
be implemented are outlined in Table 15.3.

By the implementation of these strategies
where appropriate, organizations will be able
to provide supportive environments in which

front-line service workers are able to ‘per-
form’ their customer service work. The nega-
tive effects of this potentially exhausting work
can thereby be minimized, with consequent
positive impacts on employee well-being and
organizational productivity.

Table 15.3. Organizational strategies to support front-line service workers.

Strategy Implementation

Managerial support ● ‘Open-door’ policy: to foster good communication with staff
● Positive, supportive supervision

Managerial and ● Team meetings: to foster communication, problem-solving
co-worker support ● ‘Time-outs’ allowed, when appropriate 

Physical layout ● Staff not working in isolation in customer service areas
Training ● Customer service skills such as conflict resolution and communication

skills
Job design ● Time divided between customer contact and ‘back-office’ functions
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Introduction

According to role theory, roles define both the
expectations for and the performance of behav-
iours corresponding to a particular job (Troyer
et al., 2000). Role theory has been underuti-
lized in tourism research, and provides a valu-
able basis upon which to examine particular
jobs in the industry, in this case, the job of a
tour guide. This chapter commences with the
study context and then reviews the literature on
role theory in relation to tour guiding. This
includes analysing and determining the reasons
for change over time, differences in roles across
a range of situations and organizations, rela-
tionships between individual role performance
and organizational performance and mecha-
nisms for improving individual performance.
The chapter then presents an empirical study
on the role of the guide on group tours from
Mainland China to Australia, including descrip-
tions of the samples, methods of data analysis
and research findings. The study identifies the
key roles tour guides of Chinese group tours
need to play, the knowledge, skills and attitudes
needed to fulfil these guiding roles, how visitors
and tour guides perceive the importance of
each role, how tour guides perform their roles
and the impact of role performance on the vis-
itors’ guided tour experience with a focus on the

role of cultural mediator. The chapter concludes
with implications of the research findings and
directions for future study.

Importance of Roles of Australian
Tour Guides of Mainland Chinese

Group Tours

Outbound travel by Chinese citizens has grown
rapidly in recent years. In 2000, over 10 mil-
lion Mainland Chinese travelled outside China.
It is predicted that China will become the fourth
largest country of tourist origin in the world by
2020 (World Tourism Organization, 1998).

For Australia, the annual growth rate of
Chinese visitor arrivals was 38% for 2001.
Similar growth is set to continue for at least
the next 8 years, which is beyond the growth
of any market. The latest forecasts from the
Australian Tourism Forecasting Council (2002)
indicate that the number of Chinese visitors to
Australia will reach more than 1.4 million
annually by 2012. As a point of comparison,
this is double the number of tourist arrivals
from New Zealand in 2001/02, Australia’s
largest current overseas market (Australian
Bureau of Statistics, 2002). Clearly, the
Australian government and industry see China



as an important target market in need of
strategic planning and marketing efforts.

It is the policy of the Chinese government
that the development of Chinese outbound
travel needs to be organized, planned and con-
trolled (China National Tourism Administration,
2001). Control is achieved using a number of
mechanisms such as the use of single-trip pass-
ports, limiting travel to designated destinations
and restricting travel options through approved
travel agencies and tour operators. By 2002,
China had approved 22 destinations for out-
bound travel including Singapore, Malaysia,
Thailand, the Philippines, Indonesia, Australia,
New Zealand, South Korea, Japan, Vietnam,
Laos, Cambodia, Brunei, Nepal, Hong Kong,
Macao, Myanmar, South Africa, Turkey,
Egypt, Malta and Germany. Australia was the
first western country to be given approved des-
tination status (ADS) that enables Chinese
nationals to use ordinary passports and apply
for tourist visas when wishing to visit Australia
(Tourism Forecasting Council, 1999).

For the moment, ADS gives Australia a
certain competitive advantage. However, that
advantage could change in the likely event that
ADS is granted to other major world tourist
destinations in North America and Europe.
Australia will then face stiffer competition in
the emerging Chinese market. Naturally, the
quality of the Chinese tourists’ experiences will
determine, at least in part, Australia’s success
in securing its market share (Yu et al., 2001).

Under the ADS scheme, Chinese holiday-
makers must join an ADS group tour if they
wish to visit Australia. These ADS group tours
are fully inclusive, requiring a local guide for
every group. As a result, tour guides looking
after Chinese tour groups serve as the main
point of contact between the destination and
their Chinese clients. Most Chinese tourists are
first-time visitors to Australia so their depend-
ence on tour guides in brokering their intercul-
tural experience is particularly high (Yu and
Weiler, 2001). Thus, a tour guide for this market
plays a central role in both facilitating an experi-
ence and determining the quality of the experi-
ence (Yu et al., 2001). However, despite the
importance of the tour guide’s job, little research
has been conducted on tour guide’s roles.

As mentioned in the introduction, a role
is a set of expectations for behaviours corre-

sponding to a position (Troyer et al., 2000).
Roles can be used as the basis for job descrip-
tions and for specifying organizational expec-
tations and performance requirements
(Welbourne et al., 1998), and have been rec-
ognized as central to understanding employee
behaviour in organizations (Katz and Kahn,
1978). Role theory also suggests that an indi-
vidual’s role expectations are influenced by
both the individual’s personal attributes and
the context of the position. Thus, employee
performance will be a function of both the
individual and the organization. Researchers
have begun to recognize the importance of
using roles as a way of conceptualizing and
improving work performance (Ilgen and
Hollenbeck, 1992; Jackson and Schuler,
1995).

A premise of this study is that tour guides
escorting Chinese visitors in Australia play
multiple roles. Using role theory, this study
provides a systematic analysis of tour guides’
role definitions and expectations, role dynam-
ics, role performance, the impact of role
performance on customer satisfaction and fac-
tors affecting role performance. Although
there have been a few studies that have exam-
ined the role of the tour guide (Holloway,
1981; Cohen, 1985; Pond, 1993; Weiler and
Ham, 2001), this study uses role theory not
only to define the roles of tour guides but also
to examine the actual role performance and
factors affecting the role performance. It is
also unique in its focus on the role of cultural
mediation, a role that emerged as being par-
ticularly important in guiding groups of
Chinese tourists in Australia.

The Contribution of Role Theory
to Tour Guiding

According to role theory, the first step in
analysing the roles that tour guides perform is
to define tour guiding. As the job of a tour
guide is considered semi-professional, the roles
of tour guides have not been institutionalized
and are subject to various interpretations
(Holloway, 1981; Cohen, 1985). Thus we
review the definitions of tour guides given by
different stakeholders and sources.
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Definitions of tour guides and guiding

The Oxford Advanced Learner’s Dictionary
(Hornby, 2000, p. 572) defines a guide as ‘a
person who shows other people the way to a
place, especially somebody employed to show
tourists around interesting places’. In this defi-
nition, providing direction is indicated as the
primary role of a guide. This pathfinding role
is the original function of a guide who acts as
a geographical guide to offer directions
(Cohen, 1985).

The International Association of Tour
Managers (IATM) and the European Federa-tion
of Tourist Guide Associations (EFTGA) define a
tour guide as a person who guides groups or
individual visitors from abroad or from the home
country around the monuments, sites and muse-
ums of a city or region; to interpret in an inspir-
ing and entertaining manner, in the language
of the visitor’s choice, the cultural and natural
heritage and environment (European Federation
of Tourist Guide Associations, 1998).

These industry bodies perceive the tour
guide’s role as providing not only direction but
also cultural and environmental interpretation. It
is implied that interpretation is a part of guiding.
The practice of interpretation was originally
used in the USA National Park Service, and
then adopted by others in both the public and
the non-public sectors (Pond, 1993). ‘The goal
of interpretation is to convey the magnificence
of a place, inspire visitors and ultimately con-
vince them of the need to preserve park lands’
(Pond, 1993, p. 71). ‘Interpretation provides
the sociological, educational and cultural under-
pinning of guiding’ (Pond, 1993, p. 71). Cohen
(1985) posits that interpretation is the essence
of the cultural-mediating role of tour guides. As
a result, interpretation is increasingly recognized
by tourism industry bodies and researchers as a
key function of guiding (Cohen, 1985; Weiler
et al., 1991; Pond, 1993; Gurung et al., 1996;
Weiler and Ham, 2001).

In addition, the aforementioned defini-
tions underline the multifaceted nature of the
guiding job by categorizing tour guides based
on the types of tours including inbound or
domestic; the tour setting such as city or
regional; the subject matter (e.g. cultural, natu-
ral heritage and environment) as well as the
native language of the tour client.

As indicated in their organizational
names, we can see that the IATM and EFTGA
also distinguish between the job of a tour man-
ager and a tour guide. Tour manager, often
used interchangeably with courier, tour escort
and tour leader, refers to a person who escorts
the group during the entire trip, and is mainly
responsible for managing the logistical aspects
of the tour (Cohen, 1985). A tour guide, nor-
mally city-based, accompanies the group on
day tours and sometimes on overnight tours.
His or her major role is to provide the group
with the information on the visited place(s).
The tour guide might also undertake some of
the administrative responsibilities of a tour
manager (Holloway, 1981). However, in many
cases, especially in non-urban areas, the roles
of tour manager and guide are often merged
and the differences between the two are
blurred. For the purpose of this chapter, we
define a tour guide as someone who plays the
roles of both tour manager and tour guide.

This review of definitions of tour guides
reveals that a tour guide’s role can be multifac-
eted, including provision of direction and infor-
mation on attractions and the visited region,
facilitating understanding of the destination and
its culture and managing the safety, security and
control of the group (Schmidt, 1979; Holloway,
1981; Pond, 1993). The level of demand for
each of these roles depends upon the nature of
the group and the situation (Holloway, 1981).
Based on existing definitions, we define a tour
guide of inbound group tours as a person who
leads groups from abroad to the important sites
of a city or region, provides commentary and
interpretation of cultural and natural attractions
in the language of the visitors, facilitates
tourists’ experiences in the host country and
manages the tour.

Role importance and dynamics

A recent study (Rodham, 2000) on role theory
suggests that traditional approaches to the
study of roles focus on descriptions of what
role incumbents do but have not managed
to capture their dynamic nature, i.e. how
jobholders respond to the situation they are
in and take on roles they feel to be compat-
ible with that situation. Rodham’s study
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demonstrates that roles can change when the
situation changes, hence the dynamic nature
of certain jobs or occupational positions.

In the case of tour guiding, Cohen (1985),
in a seminal article, posits that the professional
tour guide’s role has moved away from its orig-
inal role of pathfinder towards a mediatory
role. This process of transition and profession-
alization is closely related to the development
of tourism as a system and the emergence of
institutionalized tourists on tours (Cohen,
1972). The guide’s job, Cohen (1985) argues,
has become more routinized, and tourists have
become more experienced and demanding.
Visitors ask for and expect an improved guid-
ing service such as fuller information and inter-
pretation of the sights.

Cohen’s mediatory function of the tour
guide includes two components, social media-
tion and cultural brokerage. Cultural brokerage
is considered by Cohen as a primary role of the
professional tour guide. A number of tourism
researchers also acknowledge that tour guides
assume the role of cultural mediator between
the tourist and the sight (McKean, 1976; Nash,
1978; Schmidt, 1979; Holloway, 1981;
Pearce, 1984; Cohen, 1985; Hughes, 1991;
Bras, 2000; Smith, 2001; Yu et al., 2001).
According to Cohen (1985), social mediating
involves being a go-between, linking visitors to
the local population and to tourist sites and
facilities and making the host environment
non-threatening for the tourist. We concur with
many authors that social mediation is largely a
part of cultural mediation especially when guid-
ing inbound groups from another country.

Thus, key responsibilities of culture bro-
kers include selecting and presenting culture,
managing the intercultural differences between
different cultural groups and facilitating tourists’
intercultural experiences (Holloway, 1981;
Cohen, 1985; Smith, 2001; Yu et al., 2001).
Using communication as an agent, cultural
interpretation may be the most important func-
tion of culture brokering (Cohen, 1985). It aims
to convey the magnificence of a place, and ide-
ally develops understanding, appreciation and
protection of the visited area. Ultimately, inter-
pretation inspires visitors, helps them connect
with the place and generally facilitates the visi-
tor’s intercultural experience (Pond, 1993;
Smith, 2001; Yu et al., 2001).

Employee and organizational role
performance and their impact on

customer satisfaction

In tourism, organizational performance can be
measured in a number of ways such as years in
the business, profit margins, customer satisfac-
tion, customer loyalty, yield and reputation.
The guide’s role is seen largely as a means of
satisfying customers, thereby achieving posi-
tive word-of-mouth (WOM) advertising and
repeat purchase, all of which are measures of
organizational performance.

Research on the contribution of tour
guide performance to visitor satisfaction has
been limited. A study of Australian nature-
based guides found that guides were knowl-
edgeable and perceived to be competent by
visitors, but lacked key interpretive skills for
delivering both commentary and minimal
impact messages. In spite of this, the level of
satisfaction among visitors with the guides’
performance was high, as was the level of cus-
tomer satisfaction with the tours (Weiler,
1999). More research is needed to establish
whether there are clear links between quality
guiding and visitor satisfaction, and between
poor guiding and visitor dissatisfaction as well
as to examine relationships between the
guide’s performance and other measures of
organizational performance.

How to improve tour guides’ role
performance

According to role theory, an employee’s attrib-
utes and perceptions as well as context or
organization factors can affect his or her role
performance (Welbourne et al., 1998). To
improve a tour guide’s role performance, first,
a tour guide must have the required compe-
tence to accomplish guiding tasks. In other
words, as a professional tour guide, one needs
to have broad knowledge and good guiding
skills (they must be able) and the right attitude
to do their job (they must be willing) (Ap and
Wong, 2001).

Second, the organization and context in
which a guide works, such as his/her employer
(e.g. tour operator) and the wider tourism

184 Xin Yu and Betty Weiler



industry must provide ‘adequate resources’ (i.e.
material, instrument and social resources)
(Heiss, 1990) for tour guides to enact their
roles. For example, formal training helps
guides understand and acquire the skills
required to perform their roles. Employment
practices that favour (e.g. pay more for)
trained guides and workplaces that provide or
support training and other forms of profes-
sional development help to improve tour guide
performance. Other factors such as reason-
able pay and fair working conditions (working
hours and benefits) can also affect perform-
ance (Ham and Weiler, 2002).

Third, tour guides and their organizations
should have consistent expectations of the
guide’s roles. Tour guides, like other service
workers, are brokers between the organization
and its customers. They can experience role
conflict when confronted with competing
demands from the two constituencies (Troyer
et al., 2000), for example, if tourists have been
led to expect an experience different to what
the tour operator and/or tourism industry can
provide. Anecdotally, one can see examples of
this in wildlife tour brochures featuring close-up
photographs of nocturnal and/or rare wild ani-
mals, implying an experience the tour guide is
most unlikely to be able to deliver. Tour descrip-
tions depicting close encounters with indige-
nous people are often equally misleading,
leaving the tour guide in the impossible posi-
tion of trying to provide an experience within
the constraints of the itinerary and without neg-
atively impacting the natural and cultural envi-
ronment. While the guide is not usually
identified as the one responsible for delivering
the product advertised, they are often the ones
held accountable when the product ‘fails’
because they are the point of contact between
the customer and the company.

Finally, organizations can affect the
behaviour of employees at work by influencing
work-related roles in many different ways
including rewarding behaviours, requiring
behaviours formally and informally recognizing
behaviours and even punishing employees
when behaviours are not enacted (Welbourne
et al., 1998). For example, promotion sys-
tems should reward individual tour guides for
career development such as participating in
training and acquiring new skills. For recogniz-

ing appropriate behaviours and eliminating
inappropriate ones, the tourism industry can
implement guide award schemes and guide
certification, regulation, licensing and penalties
for infringement.

The Empirical Study

One useful approach to role analysis is to
examine role performance of employees by
administering a questionnaire survey or con-
ducting an interview that asks respondents (in
this case, tour guides) to describe their own
roles or those of others (Biddle, 1979). The
remainder of this chapter presents an empir-
ical study, which utilized the views of multiple
stakeholders to identify role perception,
competence and performance of tour guides
of Mainland Chinese group tours in
Australia. The study was done in two phases:
a qualitative phase in late 2001 using semi-
structured interviews, followed by a quantita-
tive phase in late 2001 and early 2002 using
self-completing questionnaires.

Sampling and data collection

Semi-structured interviews with tourism indus-
try representatives were conducted in phase 1
of the study. The 20 informants interviewed
included representatives of one inbound tour
operator association, one tour guide associa-
tion, one tourism training institution, five
Chinese-speaking tour guides, seven ADS
Australian inbound tour operators and five
approved Chinese travel agencies (wholesalers)
headquartered in Beijing. Sampling was pur-
posive and, in the case of the Australian
inbound tour operators, a census was
attempted (i.e. the 30 approved tour operators
were all contacted; however, only 7 granted
the opportunity for a formal interview).

For the tour guide survey (phase 2), the
researcher distributed approximately 100
questionnaires to tour operators and tour
guides either in person or by mail, of which 31
completed questionnaires were returned.

For the tourist survey (the other half of
phase 2), a list of ADS Australian tour
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operators (30) and a list of ADS Chinese travel
agencies (21) were obtained. A random sample
of tour operators was used to distribute ques-
tionnaires to Chinese visitors in ADS groups. In
order to ensure an adequate sample size, the
researcher also obtained permission from two
hotels in Melbourne to access respondents;
these two hotels accommodate most of the
Chinese ADS groups that stay in Melbourne.
In total, 495 questionnaires were collected,
producing a useable response set of 461.

Method of data analysis

The data from phase 1 consisted of field notes
and tape transcripts which were content-
analysed and classified. In phase 2, although the
main purpose of conducting the visitor survey
and the tour guide survey was to examine tour
guides’ intercultural competence (see Yu,
2003a, unpublished thesis), certain sections of
each questionnaire were related to tour guides’
roles. Respondents of both the guide survey and
the visitor survey were asked to rate the relative
importance of several roles of tour guides. In
addition, visitors were asked to answer three
open-ended questions about their most memo-
rable experience during their visit to Australia,
what role, if any, their tour guides played in such
experience and any other comments they would
like to make. Responses to the open-ended
questions provided insight into the expectations
of roles of tour guides, perceived role perform-
ance and the impact of tour guides’ role per-
formance on respondents’ guided tour
experience in Australia. This chapter reports
mainly the findings from the quantitative data
analysis about the perceptions of the intercul-
tural competence of tour guides reported sepa-
rately in an unpublished PhD thesis (Yu, 2003a).

To analyse how industry representatives
and visitors perceive the roles of tour guides,
responses to the semi-structured questions in
the in-depth interviews and responses to the
open-ended questions were translated and
transcribed, and inductive data analysis was
used to process the data. This involved coding,
data display and conclusion drawing and verifi-
cation (Huberman and Miles, 1994). For
example, when discovering units related to
roles of tour guides, the researcher looked at

words, sentences and paragraphs that carried
similar meanings of different roles of tour
guides, then sorted units into categories
according to their common properties or ele-
ments. Five main roles (categories) were finally
identified.

Several steps were taken to achieve the
validity of the findings. First, the researcher
inspected and compared all the data fragments
(Glaser and Strauss, 1967) so that the full varia-
tion of the issues under investigation could be
observed (Perakyla, 1997). Secondly, the
researcher sought to ‘overcome the temptation
to jump to easy conclusions’, and consequently
to think critically in order to achieve objectivity
(Silverman, 2000, p. 178). Thirdly, data were
treated comprehensively to achieve integrated
and precise results (Mehan, 1979). For exam-
ple, the perceptions of roles of tour guides given
by the industry representatives were compared
with the findings from both visitor survey and
guide survey, and integrated concepts were
identified. Finally, the majority of responses to
open-ended questions were tabulated to show
strong tendency (Silverman, 2000). Statistical
analysis was performed to compare how visitors
and guides perceive the roles of tour guides.

As the following results reveal, the use of
multiple data sources and multiple methods of
collecting data proved to be valuable and,
because the qualitative and quantitative data
are in many cases consistent, enhanced the
trustworthiness of the research findings.
However, it must be acknowledged that there
may be sampling error due to non-random
sampling and a small sample size for the tour
guides’ survey.

Research findings

This section presents the findings from the
empirical study regarding role perception
(roles of tour guides defined by tourism indus-
try representatives and perceptions of the
importance of the roles of tour guides by tour
guides and visitors) and role performance (the
evaluation of role performance of tour guides,
the impact of guides’ performance on guided
tour experiences, what tour guides need to
have to fulfil their roles and how to improve
their performance).
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Roles of tour guides defined by tourism
industry representatives

The interviews in phase 1 sought to define the
roles of Chinese group tour guides from the
perspective of industry representatives. The
informants were asked to describe the most
important roles played by a Chinese group
tour guide. Five main roles (categories) were
finally identified: ‘provide information’, ‘be a
cultural mediator’, ‘manage group itinerary’,
‘care for health and safety of group’ and ‘pro-
vide good customer service’ (Yu, 2003b).
Some examples from the interview transcripts
are presented in Table 16.1.

The five roles of Chinese-speaking tour
guides suggested by the tourism industry rep-
resentatives are generally consistent with the
findings from several previous studies on tour
guides’ roles. These previous findings are
presented in Table 16.2.

Perceptions of respondents regarding
importance of tour guide roles

Based on the important roles identified by
tourism industry representatives and previous
studies, the same five roles of Chinese-
speaking tour guides were finally defined. In
both the visitor survey and the tour guide sur-
vey, respondents were asked to rate the rela-
tive importance of these five roles by circling

the number that best represented their view,
from 1 (not at all important) to 7 (extremely
important). An independent samples t-test was
performed to compare the relative importance
of the tour guides’ roles rated by the visitors
and by the tour guides. The results are
presented in Table 16.3.

No results were statistically significant,
suggesting that tourists and tour guides have
similar perceptions of the five roles. Both
tourists and tour guides typically perceive all
five roles as either important (5) or very
important (6). This is consistent with past
studies that tour guides need to perform mul-
tiple roles. It is also interesting to note that the
three parties – tourism industry representa-
tives, Chinese tourists and tour guides – hold
similar views on the relative importance of the
roles Chinese-speaking tour guides need to
play. All acknowledge the role of cultural
mediation as important even though some
tourism industry representatives note that
being a cultural mediator is desirable but not
easy to achieve.

Results from the three data sources reveal
not only the perceived importance of tour
guide roles but also insights into the meanings
of some of the roles. Responses to open-
ended questions in the visitor survey and the
interviews with tourism industry representa-
tives indicate a finer breakdown of the guide’s
roles as well as the dynamic nature of the job,
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Table 16.1. Roles of tour guides (examples from interview transcripts).

Roles of tour guides Transcripts

Provide information The role of tour guides is to provide information (interview 1, transcript 71)
and to reveal things so that visitors could draw inspirations from their
experience. Visitors could bring home new ideas and new concepts
(interview 5, transcript 18–20).

Be a cultural mediator A qualified tour guide should be able to act as a bridge between two 
cultures and as a people-to-people ambassador (interview 2, transcript
147–149).

Manage tour itinerary An important role of tour guides is to finish all activities in the itinerary 
(interview 8, transcript 4–5).

Care for health and safety Tour guides need to make visitors feel secure in a non-Chinese-speaking 
country (interview 3, transcript 5–6).

Provide good customer Tour guides need to know how to help their clients in their best interest 
service (interview 1, transcript 75–76) and look after the welfare of their clients

including meals, accommodation, sightseeing and travel (interview 5,
transcript 13–14).
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Table 16.2. Roles of tour guides suggested by past studies.

Role Schmidt Holloway Cohen Hughes Pond Gurung et al. Wong Ham and 
categories (1979) (1981) (1985) (1991) (1993) (1996) (2001) Weiler (2002)

Provide Guide’s Information Disseminate Providing Disseminating Provide quality Communication Communication
information presentation giver,  correct and interesting information of information

could make fount of precise commentary
or break knowledge information
a tour

Be a cultural Buffer Cultural Mediating Cultural brokers Mediator, Cultural
mediator intermediary mediator encounters between group facilitate broker,

between and the connections mediating
cultures unfamiliar between encounters

people
Manage tour Condense Organize Control of Provide Control of Smooth Control of Managing

itinerary itinerary program- itinerary detailed group accomplish- itinerary time
to cover mes itinerary ment of
highlights the tour

Care for health Safety and Offer security Caretaker of Ensuring
and safety security and comfort details security

and safety
Provide good Caring for Provision of Serving Provision of Customer Being 

customer passen- services, to travellers’ services relation- personable
service gers’ ensure needs ship and

needs hospitality adaptable



where performing one role often overlaps with
another. For example, to be a good cultural
mediator, the visitors expect a tour guide to be
able to enhance visitors’ understanding of the
host society, cultural values and lifestyles, pro-
vide language interpretation, facilitate commu-
nication and initiate interaction between the
locals and visitors. To deliver accurate and
enjoyable commentary, according to tourism
industry representatives, a tour guide is
expected to be able to reveal things and make
his or her audiences feel inspired. The
responses to open-ended questions in the visi-
tor survey indicate that visitors in particular
expect the guide to provide good customer
service by being caring, warm, helpful and
patient. Finally, the visitors’ expectations of
the role of managing the tour itinerary include
providing a variety of programmes or activi-
ties, following a logical route and providing
detailed information on and advanced notice
of changes to the itinerary. The guide is also
expected to be sensitive to cultural differences
when planning itineraries. In other words,
there is a blurring not only between the roles
of a tour manager (sometimes undertaken by a
different person, especially in other types of
tours) and the role expectations of the local
guide but also in the role of the travel agent
and the tour operator (responsible for itinerary
planning). As we shall see in the next two sec-
tions, these expectations in some cases con-
tribute to reductions in customer satisfaction.
The problem is exacerbated by inadequate
organizational and industry support, recogni-
tion and remuneration of guides.

Tour guides’ role performance and its impact
on visitors’ guided tour experiences

Findings from the interviews indicate that tour
guides on ADS tours are perceived to be per-
forming well in many aspects of their roles:
knowing their clients’ language, having a good
understanding of the culture of Mainland
China, knowing how to help their clients in
their best interest and dealing with clients’
problems. Some are bilingual and bicultural,
and can facilitate cultural understanding.

In one of the open-ended questions,
respondents were asked to describe what role,
if any, their guides played in their most mem-
orable experience during their visit to
Australia. The roles most frequently men-
tioned by respondents to the visitor survey as
being performed adequately including being a
good tour manager, being a cultural mediator
and being personable. With respect to tour
managing, visitors note that some guides did
well at informing, giving directions, arranging
the itinerary and solving problems. As a cul-
tural mediator, some of the tour guides were
seen to deliver culturally relevant commen-
tary; to further visitors’ understanding of
Chinese and Australian cultures such as
Australia’s folklore, people and lifestyles; to
broaden visitors’ views; to link between
Eastern and Western cultures; and to facilitate
communication between visitors and locals.
Respondents also commented on their guides
as being personable, meaning that their
guides were caring, warm, helpful, patient and
loved their guiding job.
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Table 16.3. Perceived importance of tour guides’ roles. (Independent samples test: tourist vs guides.)

Mean scores SD

Roles Tourist Guide Tourist Guide t-values Significance

Give accurate and enjoyable 6.3 6.0 1.1 1.0 1.8 0.1
commentary

Be a good cultural mediator 5.8 5.8 1.4 0.9 0.0 1.0
Provide good customer service 6.4 6.3 1.0 0.8 0.7 0.5
Manage group itinerary 6.1 6.0 1.2 1.1 0.2 0.8
Care for health and safety of group 6.4 6.3 1.0 0.8 0.3 0.8
N = 461 (tourist), N = 31 (guide)



However, not all comments were posi-
tive. Both tourism industry representatives
and visitors perceive the main weaknesses in
the current performance of Chinese group
tour guides to be inadequate knowledge
about Australia, resulting in a lack of depth
in guides’ commentary. For example, the
tourism industry representatives commented
that some Chinese-speaking tour guides have
limited knowledge of Australia, especially
knowledge of tourism sites and culture, and
they also are lacking in English language pro-
ficiency and guiding skills. Respondents of
the visitor survey also acknowledged that
guides should know their job better and make
more of an effort in providing information on
Australia’s history, geography, culture and
economic development and the country’s
position in the world.

The findings from the open-ended ques-
tions on the visitor survey describe the roles
Chinese group tour guides play in more
detail but are generally consistent with the
opinions expressed by tourism representa-
tives. However, these findings are somewhat
different to research undertaken on nature-
based guides in Australia, where their depth
of knowledge was found to be one of their
major strengths, while certain aspects of
interpretation and communication were the
areas where guides were underperforming
(Weiler, 1999).

The role of cultural mediator was identi-
fied as important in previous studies and also
recognized by respondents in phase 1 of this
study. In phase 2, special attention was given
to investigating the impact of the cultural
mediator role on the tourists’ overall guided
tour experience. The following quotes (Yu,
2003a, p. 136) from the responses to the
open-ended questions indicate that tour
guides play an important role in cultural medi-
ation, as they

● furthered our understanding of Chinese and
Australian cultures;

● broadened our views, acted as a link
between eastern and western cultures;

● enhanced our understanding and facilitated
the communication between visitors and the
locals.

What tour guides need to have to fulfil their
roles and how to improve tour guides’

performance

The findings also provide insight into the views
of tourism industry representatives regarding
the skills, knowledge and attitudes required by
guides. The skills most frequently mentioned by
respondents were people skills, problem-solving
skills and communication skills. According to
respondents, people skills refer to the ability to
get to know their clients, to establish rapport
with them (often in a very short time) and to
develop an understanding of their background,
including their expectations, interests and spe-
cial requests. Problem solving refers to the abil-
ity to cope with the unexpected and to deal with
emergencies. Communication includes the abil-
ity to understand and speak both Chinese and
English, to present interesting commentary and
to show respect for different cultures in both
verbal and non-verbal communication.

Respondents also acknowledged that a
tour guide needs to have a wide knowledge
base including Australian history, geography,
culture, people, places of interest, clients’ cul-
ture and basic guiding procedures. This is the
so-called ‘broad knowledge’ referred to by Ap
and Wong (2001). They also need certain atti-
tudes including a passion for tour guiding,
commitment to work and willingness to resist
unethical practices. Patience, flexibility and
empathy are identified as important personal
traits of tour guides.

The competencies that tourism industry
representatives acknowledged as important
for tour guides (in terms of knowledge, people
skills and communication skills) are supported
by the findings from both the visitor survey
and the guide survey. Respondents of the vis-
itor survey perceived people skills, or in other
words, social and interpersonal skills as an
important component of guide competence.
The need for knowledge and communication
skills was acknowledged by visitors, as they
rated tour guides’ cultural and language skills
as two important elements of a tour guide’s
competence. The details of these finding are
reported in an unpublished thesis (Yu, 2003a).

Factors that may be contributing to the
underperformance of Chinese group tour
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guides in certain areas include lack of aware-
ness of role expectations and lack of recogni-
tion and enforcement systems, as well as
inadequate resources to support them in their
jobs. According to the information collected
from the interviews, there is not a strict entry
qualification and standard for tour guiding in
Australia. As a result, tour guides may not
have clear role expectations, resulting in vari-
able levels of professional performance among
Chinese group tour guides. In addition, tour
guiding is not regulated; tour guides are
required neither to have a certificate nor to
have a licence. The absence of reward, recog-
nition and enforcement systems may be con-
tributing to the neglect of some roles.

There is mounting evidence that tour
guiding as a career is underrecognized, under-
resourced and underremunerated. In the case
of ADS guides, some respondents claimed that
tour guides escorting Chinese tour groups are
paid at about one-third of the rate of pay of
English- and Japanese-speaking tour guides.
The seasonality and limited hours of tour oper-
ations in this market further reduces the
income and employment benefits of guiding
ADS tour groups. As discussed earlier in this
chapter, poor remuneration and industry/gov-
ernment support can only exacerbate prob-
lems with poor performance.

Discussion and Conclusions

At the outset of this chapter, some benefits of
using role theory as an analytical framework
were outlined. In this study, it has helped to
highlight some anomalies in the roles
expected and performed by guides of Chinese
tour groups in Australia. This includes the
importance of duties associated with tour and
group management, and the central role of
cultural mediation. This suggests that a ‘one
size fits all’ approach to job definition, recruit-
ment and remuneration for tour guides may
be inappropriate. Thus the findings from this
study are of most use to travel companies
involved with the China market. This section
highlights the interpretation and implications
of the research findings and identifies avenues
for further research.

Discussion of findings in relation to role
theory

The use of role theory in this study provides
several important insights for the Australian
government and tourism industry for better
understanding role expectations of tour guides
on Chinese tour groups (ADS groups) in
Australia and ways of improving tour guides’
performance. First, the role of the tour guide
in guiding ADS groups is in some ways typical
of other tour guide roles, i.e. it is multifaceted
and dynamic. But in other ways, it is broader
(e.g. to some extent, also performing the tour
manager’s role) and more demanding.

Secondly, there is some tension created by
differences in role expectations between cus-
tomers and employers, but this appears to be
minimal. Nevertheless it is important to remain
vigilant in ensuring that customers’ role expec-
tations continue to be consistent with those of
employers. Tour itineraries that promise the
unachievable put the guide in a difficult position
and increase the chance of role conflict for the
guide. Currently, the challenge of the guide’s
role comes less from this tension than from the
gap between the customer’s expectations of
and dependency on their guides and the
resourcing and support provided by employers
and the industry in general.

Thirdly, guides of Chinese tours in
Australia who are committed to their jobs are
performing well in many areas, notably with
respect to Chinese language and culture.
Some were good at managing the tour and at
cultural mediation, but could perform better in
delivering commentary. The main concern of
visitors was that the commentary lacked depth.

Finally, good guiding, particularly with
respect to the cultural-mediation role, is con-
tributing to customer satisfaction; but poor
guiding practice, particularly with respect to
unethical practice and depth of commentary, is
contributing to customer dissatisfaction. Fac-
tors that may be contributing to poor perform-
ance include lack of broad knowledge and poor
interpretation/communication skills. The tour-
ism industry representatives interviewed in this
study perceive guide performance to be gener-
ally good, with the main weakness being in
‘content’ knowledge. They may feel that
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acquisition of such knowledge and skills is the
responsibility of individual guides and fail to see
the need for supporting professional develop-
ment, on-the-job training, better remuneration
and reward for good practice. However, excel-
lence in cultural interpretation and mediation
will likely only be achieved with commitment
and support from all parties: government, the
tourism industry, employers and the guides
themselves.

Implications of findings

The findings have implications for tour guide
recruitment, employment, training and certifi-
cation. With respect to recruitment, a basic
entry qualification might be considered for
recruiting Chinese group tour guides. In
Australia, the competency standards of tour
guides and the codes of conduct developed by
Tourism Training Australia and China Inbound
Task Force are useful starting points and
should be used by inbound tour operators, tour
coach companies and tour guides to make the
members of the guiding community well aware
of their role expectations.

In terms of employment practices and
conditions, travel companies and tour opera-
tors may need to support their guides with
adequate resources such as better minimum
wages and training, thereby ensuring better
performance of tour guides. The findings also
point to the need for training to improve both
the general knowledge and the interpretive
communication skills of guides. Finally, a for-
mal tour guide certification or licensing system
would raise the recognition of the profession-
alism so that Chinese tour guides, and indeed
all guides, can be rewarded according to their
levels of qualification, and can see more incen-
tives to improve their performance.

Directions for future study

The use of role theory highlights some direc-
tions for future research. First, although the
emphasis in this study was not on role dynam-

ics, it is clear from the findings that tour guides
must adjust to particular situations and respond
to differences in tour group members, employ-
ers and even environmental factors. The extent
to which guides are recruited, trained and
empowered to deal with such variations would
be a fruitful avenue for further research.

Secondly, there is mounting evidence
that the demands of tour guiding generally
are much greater than in the past. Further
research is needed to examine the impact of
changing visitor expectations, industry trends
(such as increased travel from new and
emerging markets) and increased threats
(such as litigation and terrorism) on tour
guides’ roles.

Thirdly, this study focused on the role of
cultural mediation. There is scope for scrutiny
of other aspects of tour guiding, including the
guide’s ability to handle logistical tasks such as
time management, group management and
health and safety issues; the style and quality of
commentary, interpretation and involvement
of visitors; the accuracy and authenticity of
what is delivered; the guide’s ability to respond
to questions and adapt to the particular inter-
ests of the group; and so on.

Finally, future research should consider the
use of multiple approaches and methods, includ-
ing participant observation, which was beyond
the scope of the present study. There is also a
need for focused research at particular destina-
tions, sites and attractions, and for experimental
manipulation of tour guiding variables based on
the research findings from this study.

Conclusion

This research points to the value of role theory
as a framework for investigating visitor expecta-
tions and employee (tour guide) performance,
and highlights the fruitfulness of further research
of this nature in the wider tourism industry. In
particular, this study links the role expectation
and role performance of guides, and demon-
strates the need for research linking role per-
formance and organizational performance,
including but not limited to visitor satisfaction.
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17 Effective Management of Hotel
Revenue: Lessons from the Swiss

Hotel Industry

Kate Varini and Dimitrios Diamantis
Les Roches Management School, Switzerland

Introduction

During the past few years, yield management
has gained wide acceptance in both airline and
hotel industries. It is widely used in the transport
sector such as airline companies, and secondar-
ily by the hotels, cruise lines and tour operators.
The term yield originated in the airline industry
means yield per available seat mile (Donaghy
et al., 1998). There are numerous definitions of
yield management defined by researchers, aca-
demics and practitioners. Kimes (1989), from
School of Hotel Administration, Cornell
University, describes yield management as the
process of allocating the right type of capacity
or inventory unit to the right kind of customer
at the right price so as to maximize revenue
or yield. Donaghy et al. (1998) consider yield
management to be a revenue maximization
technique that aims to increase net yield
through the predicted allocation of available
capacity to predetermined market segments at
optimum price. Lieberman (1993) describes
yield management as the practice of maximiz-
ing profits from the sale of perishable assets,
such as hotel rooms, by controlling price and
inventory and improving service.

The purpose of this chapter is to discuss
the skill set and requisites necessary to effec-
tively manage revenue in different size hotels,

from an experience of the Swiss hotel industry.
Empirical research indicated that because the
‘Revenue Manager’ position was relatively new
to hotels, the evolution of the position was not
yet complete; and therefore, hotels looked
elsewhere, the airline industry for example, to
obtain ideas. Further, the chapter also dis-
cusses the challenges that the revenue man-
ager can face in terms of different products
that will deliver in periods of high and low
demand. Overall, the chapter highlights the
pros and cons of having a revenue manager as
well as the implication of such a role for an
organization and consumers. It also reviews
the role of small to medium enterprises
(SMEs), discusses the status of tourism in
Switzerland and presents the results of a sur-
vey conducted to the hotel managers in which
their skills are evaluated.

Yield Management in Small to
Medium Enterprises

Experts of yield management tend to suggest
that collaboration among hotels in the same
region or area would be the best solution for
small to medium properties. Data on major
events and conferences, guest segmentations
and trends on buying behaviours can be



shared among hoteliers. It would be even
more effective with the collaboration of local
government authorities such as a tourism
board.

The other issue concerning yield manage-
ment in small to medium hotels is the use of
non-computerized yield-management systems.
There are several effective ways to practice
yield management manually such as a spread-
sheet, which is used by a large number of
hotels, especially in Europe. In the work of
Donaghy (1999), a few worksheets have been
developed, such as daily yield report, booking
sheet, pricing sheet, overbooking sheet and
demand chart. A structured yield-management
system will significantly alter the traditional
approach to accommodation management in
various areas. There is a need to look at the
hotel as a whole, integrating all the depart-
ments and all the personnel.

Donaghy et al. (1997) developed a ten-
stage framework for the effective operation of a
yield-management system, which is an appro-
priate approach for small to medium hotels.
Further, a knowledge of market demand and
the behaviour of consumers is equally impor-
tant. Yield management in the hotel industry is
a relatively reactive approach whereby the rates
are effectively determined by the customers
through their patterns of demand. Hotels con-
stantly seek feedback from the market once a
set of rates is thrown out into the market to
determine the rate that customers are prepared
to pay. Obtaining customer and market data is
a difficult task and certainly costly. Due to lim-
ited market intelligence, hotel managers would
be best to utilize available customer and market
data. There are certain ways of doing that, for
example, available information such as average
length of stay, booking pace (the lead time from
the reservation made to the actual check-in
time), source of reservation, average room rate
and customer preferences.

Market data are not difficult to gather if
hotel managers are fully aware of trends in
the area where the hotel operates. Events or
exhibitions, local festivals, conventions and
meetings and other activities would increase
the demand for rooms throughout the year.
A marketing task force could be established to
assist hotel managers in this task. Customers

today have a variety of ways to find and buy
the rooms, thus purchasing behaviours should
be monitored and analysed. Further, there is a
need to focus on strategies to enhance cus-
tomer value by clearly defining short-term ver-
sus long-term value proposition, and profit
versus revenue.

The type of data on guest and market, as
Donaghy et al. (1997) listed, should include
areas such as booking cancellation, denials
(guests who could not be accommodated),
declines (guests whose enquiry did not result
in a booking), no-shows (booked guests who
did not arrive) and overbooking levels. All
these areas of information should be served as
the guidelines in the decision-making process.
One of the ways to obtain customer and mar-
ket data is the property-management system,
where all the guest histories are kept and
constantly updated. Many hotel chains have
sound guest history systems incorporated
within the property-management systems.
However, revenue management (RM) is less
popular in small and medium hotels for vari-
ous reasons:

1. Small firms differ in their approach to
innovation. Scarce resources limit funds for
research into new markets, products and tech-
niques thus creating a barrier to enhancing the
acceptance and credibility required in order to
implement RM techniques (Storey, 1994).
2. Under normal conditions, a hotel may need
20–30 days minimum a year where the
demand exceeds the capacity and 100% occu-
pancy is achieved. In the case of a smaller
establishment, a greater number of sell-out
nights may be required to make the investment
in learning about the concept and updating the
necessary skills worthwhile.
3. Until recently the large investment required
to purchase a computerized RM system was
out of the reach of small hotels. Moreover, sys-
tems were far too complex for a small-scale
hotel operation.

In overcoming problems of this nature, RM in
SMEs requires that someone oversees the rev-
enue management daily, weekly and monthly
tasks. With today’s technology this could even
be done remotely, by an external body.
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Skill Set for Revenue Management

The level of competencies required for RM
depends on the size and complexity of the
hotel operation as well as the level of the rev-
enue manager. In a small hotel the general
manager may have the responsibility to man-
age revenue as well as many other tasks, and
therefore cannot be expected to have a very
specific level of competencies that may be
required in a senior-level revenue manager
managing the revenue of multiple, large city
properties. The two main skills sets are: (i) man-
agerial, and (ii) technical.

Skill set 1: managerial skills

Managerial and leadership skills are required in
order to communicate and implement RM
strategical decisions within all levels of the
hotel organization. A first time implementation
of RM in a hotel will require an ability to
encourage and enforce change. An awareness
of the criticality of support (especially that of
top management) will ensure that the revenue
manager will possess an ability to convince
superiors and department heads of the impor-
tance of RM decisions via weekly or biweekly
RM meetings.

A simple knowledge of human psychol-
ogy will assist revenue managers in managing
the inevitable conflict between different
departments/divisions (mostly between sales
and rooms) and assist in training staff and in
evaluating customers perception of fairness
and which communications may be required to
ensure that a positive perception persists.

RM meetings and day-to-day decision making
can only be conducted effectively when all
parties, with a stake in the decision(s),
understand all the data being presented and
who all share common goals, which should be
RevPAR gains.

Von Bahr-Lindmann (2000)

Regional revenue managers may need to be
multilingual in order to carry out the work-
shops and trainings required in different
locations.

A revenue manager must possess an abil-
ity for abstract thinking and be able to market
and manage the booking situation on a daily
evolving basis to minimize lost revenue oppor-
tunities and to turn undesirable booking
requests into desirable ones, for example,
moving a tentative group booking from a high-
demand period to low-demand by offering rate
incentives. The creation of different innovative
products that will stimulate demand without
generating any customer feelings of unfairness
or profit erosion is required.

As variable pricing and restrictions will
need to be applied, revenue managers need to
have an idea of supply and demand econom-
ics, i.e. how changing price will affect demand
for a particular class of room as well as how to
set rates, how many to have as well as what
restrictions to put in place. A knowledge of
effective use of availability controls and rev-
enue optimization is also required (not only on
a one night, high-demand night but through
low/high-demand times, optimizing on the
low-demand night stay) as well as the ability to
evaluate whether a booking at rack rate for
one night will be accepted or a corporate rate
for three nights. A revenue manager needs to
be able to use dynamic pricing techniques to
stimulate demand when required. This will
require the use of the different distribution
channels without jeopardizing current demand
levels, avoiding cannibalization of business by
giving guests with a high willingness to pay
access to lower rates. An in-depth knowledge
of what customers value and how much they
might be willing to pay is required in order to
price products effectively.

As the avoidance of profit erosion is a
major factor in RM, managers making deci-
sions regarding pricing of hotel rooms should
be aware of their average fixed and variable
costs per room available and the impact of an
unsold room on hotel profitability. Also, man-
agers need an awareness of how much profit
contribution is required from rooms in order to
succeed as a lodging organization. A revenue
manager needs a solid commercial back-
ground, strong analytical skills and ability to
make tactical decisions based on strategic
analysis of overall demand situations in line
with the systems in place at the hotel.
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Revenue managers must practise revenue
analysis and tracking and be able to use bench-
marks to judge RM success, taking into
account the competitor set as well as the
hotels own performance data. There is a need
to understand certain statistical methods to
maximize revenue and use the analysis of data
to identify critical dates (exceptions) as well as
to apply local knowledge of demand factors
not captured by historical statistics.

Skill set 2: technical skills

Managers of revenue need an understanding
of the basic concept of RM, including a basic
knowledge of certain statistical areas such as
probability theory behind the concept as well
as an understanding of RM in terms of num-
bers that relate to their hotel organization.
Skills required include:

● A strong understanding of the rooms prod-
uct. This will enable RM to determine which
categories should be available and how to
make inventory flexible ensuring optimiza-
tion in high- and low-demand times.

● Managers should know when each type of
customer books and at which level the hotel
should be overbooked in order to fill the
hotel to its capacity and avoid any spoilage
or spillage of rooms. To do this, the RM
will need to put in place procedures that
will reduce the unpredictability of guest
behaviour.

● A hotel manager must appreciate the value
of variable pricing and be able to manipulate
prices in order to manage demand and avoid
revenue dilution.

● Different lengths of stay need to be man-
aged with different availability controls.
Understanding how to make duration more
predictable can enhance these duration
controls (Kimes, 1998).

● An understanding of the tools required
to manage revenue, i.e. forecasting, over-
booking, pricing strategy and information
systems.

● An understanding of the different RM calcu-
lations and benchmarks used to analyse,
monitor and measure performance.

A knowledge of how hotels operate and a very
good understanding of the hotel market and
hotel business in the surrounding area (region
or city) is also essential. This could include
information on competitors, events (national,
regional and global) as well as sales and
marketing initiatives and information on the
economic environment.

As overbooking occurs when using RM,
situations will occur where customers with
reservations find themselves without a room
at the hotel booked and must be ‘walked’.
Revenue managers need to create and
enforce standards that cover aspects of who
should be booked out/walked and how they
should be walked. These standards or proce-
dures should have the goal of minimizing cus-
tomers’ feelings of unfairness and subsequent
loss of loyalty.

A good understanding of how to use data-
base will ensure that managers can evaluate
the importance of good data management.
Systems need to be put in place to ensure the
capture of plentiful, accurate and relevant data
in a form that will allow optimum manipulation
(essentially on customer booking patterns and
demand patterns by market segment) to
enable the production of forecasts to the high-
est degree of accuracy possible.

As the ability to accurately forecast
demand directly affects the increase in rev-
enues generated by the use of RM, revenue
managers need to be able to reduce forecast-
ing error by tracking and evaluating deviations
and putting into place systems that increase
the accuracy of forecasts. Forecast allows the
computerized revenue management system
(CRMS) to manage the hotels inventory of
rooms via efficient rate allocation and inven-
tory control often involving the central reser-
vation system (CRS) and multiple distribution
channels. If no CRMS is in place, the revenue
manager must do this manually, identifying
and carefully monitoring critical days that are
not performing according to business as usual.

Depending on the degree of computeriza-
tion, revenue managers will need varying levels
of expertise in manipulating a property man-
agement system (PMS) and CRS. At the very
least a revenue manager needs to be able to
appreciate the value and applicability of
CRMS. If using a CRMS, managers need to be
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able to monitor and evaluate the systems to
ensure that agreed goals are met. Overrides
should only be made in exceptional situations
when the revenue manager has information
that the system does not have access to.
Electronic distribution channels’ costs and sales
need to be monitored and with the increase in
global distribution system (GDS) activity, elec-
tronic marketing intelligence reports should be
used to evaluate channel performance.

To manage revenue, varying levels of mar-
keting knowledge are required at different lev-
els of the organization, starting with a basic
knowledge for hotel reservationists in order to
code business efficiently and quote rates appro-
priately. In managing revenue, revenue man-
agers need a good understanding of marketing
theory and should be able to run training pro-
grammes for staff in the required basics. At
senior level, the director of revenue will need to
prepare and implement strategic sales plans
and have a good understanding of pricing and
positioning. In all cases, an ability to segment
specifically for RM is required, i.e. in addition
to segmenting customers by their needs, per-
ceptions and reactions, customers need to be
segmented according to their willingness to pay
and booking behaviour. Extensive knowledge
of competitors/marketing intelligence will
assist in optimizing revenue.

A revenue manager needs to train,  moni-
tor and evaluate reservationists in order to
ensure proper quoting for RM, so that cus-
tomers understand why rates may change and
what they have to do to have access to better
rates. Incentives that reinforce the RM effort
need to put in place in all areas where long-
term revenues may be affected. An under-
standing of the group sales process will assist
when sales performance is evaluated accord-
ing to need periods and records of lost rev-
enue opportunities (e.g. inquires that were not
converted into sales). All performance meas-
urement will need to evaluate external influ-
ences (i.e. economic or competitor factors)
when rewarding revenue improvements and
should not disregard customer loyalty levels.
Last but not least, these factors depend on the
setting in which they occur. In this case, the
chapter will consider the case of Swiss tourism
before moving to an assessment of the per-
formance of Swiss hotel managers.

Tourism in Switzerland

Switzerland is a popular destination and
recorded 11 million arrivals in 2000, an
increase by 400,000 tourists since 1996
(WTO, 2001). Furthermore 46% of all travel
by Swiss citizens is domestic.

One of the reasons for the nation’s suc-
cess to date can be attributed to government
policy. Switzerland is able to pursue a tourism
policy of clear differentiation with respect to
larger competitors. The federal government’s
tourism policy is based on the brand
‘Switzerland’. It is not merely a communication
strategy, but really a question of a tourism pol-
icy vision, of managing the tourism country of
Switzerland as a virtual company or a kind of
‘Switzerland Tourism Holding’. This has
reflected in good performance in terms of its
tourism demand and supply.

According to the ‘Economic policy guide-
lines for 1999–2003 going for growth’, the
governing principle represents a long-term
concept, realizable along the following guide-
lines:

● an open economy and active partner at the
international level;

● a competitive industrial and service centre;
● an economic centre endowed with substan-

tial value-added potential;
● an innovative training and research centre;
● a country of social peace.

One of the objectives of tourism policy is to
ensure that policy decisions in flanking or hier-
archically superior policy areas are as tourism-
friendly as possible. This ‘cross-sectional’
aspect of the tourism policy gives rise to diffi-
culties due to conflicting objectives. Entre-
preneurial activities in the field of tourism are
shaped to a great extent by territorial orga-
nization and regional development policies. A
cross section-orientated tourism policy also
has to come to terms with the state as a regu-
latory authority. The Swiss federal government
(Federal Council) published an action plan for
improving the framework conditions of Swiss
tourism in its report on tourism to the
Parliament on 29 May 1996. The aim of this
plan, which has already been implemented
to some extent, is to dismantle restrictive
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regulations that stand in the way of tourism
growth. This action plan was devised with the
help of the government’s interministerial
Consultative Commission for Tourism.

Tourism demand performance:
a consumer perspective

The economic performance in terms of the
demand is outlined as follows:

● Domestic and international tourism are
important factors in the Swiss economy gen-
erating revenue of 22.7 billion Swiss francs
in 2000. Of this, 9.7 billion (or 43%) came
from domestic tourism. Expenditure by for-
eign visitors in Switzerland added some 13
billion Swiss francs (4% of the GDP) as illus-
trated in Table 17.1.

● Expenditure by foreign visitors staying
overnight in tourist accommodation estab-
lishments totalled 7.5 billion francs in 2000,
of which tourists staying in hotels spent four-
fifths as illustrated in Table 17.2.

● The economic downturn of the mid-1990s
has been overcome. While at that time (the
lowest point) only 75% of the Swiss popula-
tion took trips involving three or more
overnight stays, in 1998 it was nearly 80%.
However, to date it has not been possible to
regain the high levels seen in 1990 and
1992 as illustrated in Table 17.3.

● The picture was somewhat different when
considering all trips of at least one overnight

stay, nearly 85% of all persons spent at least
one night away from home in 1998 with an
average length of stay of 2.77 days as illus-
trated in Table 17.4.

Tourism supply performance: a
hospitality perspective

The hotel industry is the major factor in
Switzerland’s tourism industry. As early as
1912, prior to the outbreak of the First World
War, there were 211,000 hotel beds in
Switzerland, and by 2000, this figure had risen
to 259,700 (Table 17.5). The number has not
significantly changed in recent years, but qual-
ity has been widely adapted to the changing
demands of tourism.

Due to its seasonal nature, tourism statis-
tics distinguish between existing, i.e. the total
of all hotel beds in Switzerland and available
hotel beds. Occupancy rates of hotels have
increased since 1996 as illustrated in
Table 17.6.

Case Study of Swiss Hotel Managers

Introduction

The chapter now discusses the qualitative
analysis of four case studies of small to
medium hotels. The properties are all located
in the same region and vary from 2-star to 
5-star hotels. The main objective of this
analysis is to investigate the knowledge and
understanding that hoteliers had of yield
management and its application in their
properties.

A questionnaire was developed for hotel
managers in Switzerland with the aim of
assessing the gap between their knowledge
and skills required to effectively manage rev-
enue. The questionnaire was tested at the end
of a 5-day seminar on RM conducted by Ecole
Hotelier de Lausanne. A group of 20 atten-
dees agreed to fill in the questionnaire and
gave helpful comments. As the questionnaires
had to be translated into three languages,
French, German and Italian, three personal
interviews were conducted with hotel man-
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Table 17.1. Swiss tourism revenue.

Total tourism 
revenue 1989 1994 1999 2000

From domestic 7.1 9.0 9.4 9.7
tourists

From foreign 9.9 11.4 11.8 13.0
tourists

Total 17.0 20.4 21.2 22.7
Tourism’s share 5.9 5.7 5.4 5.6

of Swiss 
GDP(%)

Note: in billion Swiss francs.
Source: Swiss Federal Statistical Office.



agers in order to verify the correctness and
clarity of the translated text. The managers
were observed as they filled in the question-
naires and then gave their comments after

they completed the questionnaire – all non-
verbal communication such as sighs, pauses,
etc. was noted. Some final changes were made
to the questionnaire format.

Effective Management of Hotel Revenue 201

Table 17.2. Tourism expenditure in Switzerland.

Overnight tourists Expenditure Expenditure Expenditure 
year 2000 for lodging for meals for incidentals Total

In hotels 2959.7 1371.4 2020.7 6351.8
In vacation apartments 199.3 232.7 248.5 680.4
At camp grounds 22.5 46.1 48.6 117.2
In group accommodation 37.3 48.9 46.8 133.0
In youth hostels 8.9 8.4 4.5 21.9
With friends and relatives – – – 185.9
Total – – – 7490.2

Note: in million Swiss francs.
Source: Swiss Federal Statistical Office.

Table 17.3. Net travel intensity for trips of +3
overnight stays for selected years between 1990
and 1998.

1990 1992 1995/96 1998

83% 83% 75% 79%

Source: Institute for Public Services and Tourism at the
University of St Gall.

Table 17.4. Key data for travel with at least 1 overnight stay.

Key figures 1995/96 1998

Net travel intensity in % (proportion of the population which had 79 84
undertaken at least one trip)

Multiple travellers (with more than 1 trip in % of all travellers) 72 70
Gross travel intensity in % (number of trips per 100 inhabitants) 225 232
Travel frequency (number of trips per traveller) 2.85 2.77

Source: Institute for Public Services and Tourism at the University of St Gall.

Table 17.5. Swiss hotels and beds capacity.

Year Number of hotels Number of beds existing Number of beds available

1990 6,700 269,800 222,600
1995 6,100 264,400 222,000
1999 5,800 259,500 219,600
2000 5,800 259,700 219,400

Source: Swiss Federal Statistical Office.



The population and response rates

The members of the Swiss Hotel Association
constituted the population for this study. This
provided a study group of managers with
similar hotel culture in an area, Switzerland,
known for its ‘traditional’ hotel-management
methods. Based on data provided by the
Swiss Hotel Association, 2485 hotels met
these criteria. As the majority of hotels in the
study can be classified as small (with an aver-
age of 38 employees), the questionnaire was
directed to the general manager, revenue
manager (non-existent in most cases) or the
person in charge of sales or reservations. A
letter from the President of the Swiss Hotel
Association that endorsed the study accom-
panied the questionnaire, which was trans-
lated into the three official Swiss languages.

The questionnaires were sent out and
returned over a 30-day period. In order to
ensure the accuracy of the gap measurement,
15 questionnaires were also sent to European
revenue managers at senior and middle levels.
Four hundred and nine usable questionnaires
were received back from the Swiss hotels with
the breakdown by language as shown in
Table 17.7.

Generally, the response rate was higher for
4–5-star and city hotels.

All the 15 questionnaires sent to
European revenue managers were returned
completed and usable. The overall response
rate to the Swiss questionnaire was 16.5%, a
level common to surveys of this kind.

The respondents

The respondents comprise mostly managers
with a professional hotel school background
(65%) and a minority with a university degree
(5%). In hotels with more than 200 rooms, the
respondents all had higher levels of profes-
sional education. The questionnaires were
filled in mostly by hotel owners/general man-
agers (81%) but also by managers involved in
‘rooms’ areas such as reservations, RM, recep-
tion, rooms division, sales and marketing (9%).
In the larger hotels, respondents tended to
work more with sales and marketing depart-
ments, but overall, ‘reception’ was the main
area of work contact. The managers surveyed
had mostly been in the hotel industry for more
than 5 years (68%), 57% of the sample
declared a period of more than 9 years; 11%
declared they had been in the hotel industry
for less than 5 years. In general, managers
described themselves as mostly all-rounders
having expertise in operations rather than spe-
cific domains. The hotels with more than 100
rooms had managers with greater rooms
expertise – the lower the standard/category of
hotel, the greater expertise in food and bever-
age areas of the hotel. The managers in the
study spent 38% of their time in operations
with 34% dedicated to administration and
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Table 17.6. Swiss hotel occupancy.

Switzerland 1996 1998 2000

Supply available rooms 120,558 119,961 119,926
Supply available beds 220,548 219,412 219,394
Overnight stays in millions – Swiss 12.4 13.1 14.0
Overnight stays in millions – foreigners 17.3 18.7 19.9
Overnight stays in millions – total 29.7 31.8 33.9
Occupancy in % of available rooms 43.4 46.7 49.7
Occupancy in % of available beds 36.8 39.7 42.3

Source: Swiss Federal Statistical Office.

Table 17.7. Questionnaire and response.

Response
Language Sent Returned rate (%)

French 559 69 12.3
German 1926 313 16.3
Italian 232 26 11.2



28% only dedicated to ‘managing’. In small 
3-star hotels (<50 rooms) managers spent
even greater amounts of their time in opera-
tions. More administration and ‘managing’ is
done in 4- and 5-star establishments with
administration predominating in 5-star hotels.
This appears to reflect a greater availability of
time for analysis available to managers in
larger, higher category hotels. Managers in
small hotels spent most of their working time
in operations and so would not have the time
to dedicate to manual data collection for RM,
making an affordable computerized system
essential. Of the respondents, 89% declared
that they were the ones setting rates, making
them the principal controllers of revenue in the
hotel.

The hotels in the survey

The level of hotel where these managers are
employed comprises mainly of 3- and 4-star
hotels (75%) with an annual revenue of more
than 500,000 Swiss francs (87%). As 83% of
respondents manage hotels with 100 rooms or
less, the hotels in the study can be mostly con-
sidered as SMEs (Arthur Andersen, 1997). On
the other hand, the hotels can be considered
mostly small if an average of annual employ-
ees is used as a measure (the hotels have on
average 38), as defined by the European
Commission in 1996 (Thomas, 2000).

The location of the surveyed hotels was
mostly in mountain areas (38.6%), the remain-
der were spread between city (15.6%), lake
(18.8%) and other locations (25.9%). It should
be noted that major cities in Switzerland such
as Geneva and Lausanne could be classified
also as ‘lake’ locations. Also, although in
mountain areas, hotels cannot be strictly con-
sidered resorts as many meeting and forums
are run in these mountain locations (e.g. World
Economic Forum – Davos, a ski resort).

The hotels classified themselves as mostly
independent (64%) with 25% declaring to be
part of a voluntary chain, being run via a man-
agement contract or franchise agreement with
over 50% open 12 months of the year.

Improved profits through RM requires
that the hotels have 20–30 sell-out days
(Varini, 2001). Of the hotels in the study, 82%
affirmed to have more than 20 sell-out days

per year with 55% of their business at rack
rates (fully yieldable). The hotels have the
largest portion of their business coming from
leisure customers, this is reflected in the aver-
age lengths of stay: in 40% of cases it was 1 to
2 nights; in 43% of cases, 3 to 5 nights; and
in 15% of cases more than 5 nights.

Data analysis

The data were analysed using the compe-
tency framework developed. In some areas
results were good, in others a broad gap in
knowledge of requirements for RM is evident.
The fact that most of the managers in small
and medium hotels have been in the industry
for more than 9 years, the period in which
RM was developing, explains the lack of spe-
cific skills required to implement the concept
effectively.

Evaluating Skill Set 1 –
Leadership/Communication Skills

As the survey was directed at managers, it was
assumed that they already have leadership
skills in order to be able to carry out manage-
rial tasks in their current position. The only
skills measured in this survey are those of com-
munication. The results in this area demon-
strate an ability to encourage and enforce
change (small enterprises lean towards change
more easily than large ones). As the key con-
trollers of revenue are mostly the owners or
general managers, top management support
becomes automatic and so therefore if they
decide to embrace RM, decisions can be
enforced easily. When asked what additional
skills would be required to improve their per-
formance, the majority of managers replied
that staff training was a priority for them. They
felt that it was important to keep their staff
updated and hold meetings in order to share
information. This confirms that they are aware
of the need to convince key employees via
regular meetings (Fig. 17.1).

The Swiss hotel managers demonstrated a
great emphasis on customer-relationship man-
agement and so would therefore be sensitive to
their customers of fairness when applying RM.
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Of the respondents, 60% state that once they
have set their rates they monitor guest reac-
tions to ensure rates are at the correct level.
They also segment loyalty and frequency of
stay that will enable them to give greater bene-
fits to loyal customers when applying RM,
thereby maintaining their long-term revenue
stream. From a communication perspective,
Swiss hotel managers do well, although when
discussing market segmentation and loyalty
later, the disadvantage of their overemphasis
on customer loyalty will be discussed.

Skill set 1 – conceptual creativity

The correctness of pricing levels is an essential
condition for effective RM. This can be evalu-
ated by a number of different actions, i.e. closely
monitoring competitors and analysing the evolu-
tion of demand by monitoring the pace of reser-
vation and customer reaction. In high-demand
periods this might even be done on an hourly
basis. Of the Swiss hotel managers in the study,
52% evaluate their competitors’ prices via read-
ing their competitors’ brochure once in a while
(every few months) and, more frequently, brows-
ing their competitors’ website (daily to weekly)
and 41.8% evaluate main rate decisions on a
daily/weekly basis (41.8%).

When comparing the answers of the
Swiss hotel managers to those of European
revenue managers, it is apparent that although
efforts are made to monitor the correctness of

room rates, the monitoring process needs to
be more widespread and more frequent in
order that hotels have the knowledge to be
able to react in a dynamic marketplace.

Product management

In a situation of oversupply, 73.35% of Swiss
hotel managers would take short-term meas-
ures to increase occupancy rates. However,
rather than selecting the best option such as
creating options for new segments with
appropriate restrictions in place (chosen by
only 32.3% of Swiss hoteliers), they preferred
to create a special offer with no restrictions.
Depending on the offer, this could create rev-
enue dilution where guests are willing to pay
a higher rate but take up the special offer,
causing less revenue to be generated than
without the special offer. This type of promo-
tion should not be offered to higher-paying
guests because it may cause feelings of unfair-
ness to be generated with a resulting damage to
customer loyalty.

Skill set 1 – administrative

Almost 65% of the managers in the study are
aware of their fixed costs. In fact when setting
rates, cost is the major source of data that
influences their pricing decision. Unfortunately
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what is not common knowledge among Swiss
hoteliers is the impact of an unsold room on
profitability, also known as profit erosion.

Monitor and evaluate performance with
statistical analysis

Another area where a gap is apparent is in sta-
tistical analysis. The majority of hotels in the
study did use statistics to evaluate hotel per-
formance. The most used performance meas-
ure is the ‘occupancy’ calculation, which is
carried out in 94% of the sample. The prob-
lem exists in the frequency of this calculation:
48% of respondents declared that this is done
on a daily basis while 37% only do a monthly
calculation. Seventy per cent of hotels also cal-
culate average rate, revenue per available
room/customer as well as average length of
stay. To be effective, these statistics should be
calculated on a daily basis.

To the detriment of potential hotel room
revenue, the weakest area of statistical analysis
found was in the areas most critical for forecast-
ing, essentially, the forecasting required in order
to manage overbooking effectively and the fore-
casting of unconstrained demand. On an aver-
age only 39% of the hotels produce the statistics
required with a disappointing percentage gath-
ering these statistics on the required daily basis
(early departures 12.7%, denials 14.7%, no-
shows 25.43%, booking pace 8.1%). Managers
in the study did not feel that they need strong
statistical skills, which emphasizes the lack of
awareness of the importance of this skill.

Evaluating Skill Set 2 – the Technical

Hoteliers use forecasting and overbooking to
optimize room revenue and carefully monitor
guest reactions when changing their pricing
policy. While they showed an understanding of
the tools that exist, there was a lack of under-
standing of how a systematic approach, rather
than one stemming solely from experience and
intuition, can enhance RM efforts. As already
mentioned, 94% of Swiss hoteliers carry out
occupancy calculations with 70% also calculat-
ing RevPAR, thus demonstrating a wide

knowledge of the basic statistics required to
evaluate room revenue.

Although a basic understanding of the
concept of RM exists (because basically hotel
managers do it already intuitively), a clear
understanding of how revenue can be opti-
mized is lacking. The research demonstrates
that on a scale of 1–24, 59% of Swiss hotel
managers score 8 or less with 37.6% scoring
16 or less. A small portion of hotel managers
(3%) obtained between 17 and 24 points.
These highest-scoring hotels, without excep-
tion, are those with more than 20 sell-out
days. These high scoring hotels are even
spread throughout categories, sizes and
locations.

The hotel operation and environment

It is assumed that the managers have this
knowledge as they have been in the industry a
number of years and have mostly graduated
from hotel schools.

Data management – warehousing and
mining

Not a great deal of physical data is currently
being collected as managers rely on their years
of experience rather than statistics. Reser-
vation coding is done according to marketing
type segmentation and other information
such as booking pace and denial informa-
tion is rarely collected.

If managers intend to implement RM,
they must be aware that it is critical to have
accurate and plentiful data. In small hotels
collecting this data manually is not feasible,
as managers do not have the time to dedicate
to such a time-consuming task. Therefore,
the question of data collection and manipula-
tion relies on the availability of a simple com-
puterized RM system that will soon be
available within a price range small hotels
can afford.

Once a system is available and appropri-
ate segmentation is in place, managers must
train reservation agents to code and accu-
rately maintain guest history files scrupulously.
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Managers must ensure that practices, such
as checking in of no-shows by the night
audit manager, are discontinued to allow
accurate interpretation of the data by the
system.

Forecasting

In general, accurate forecasting can be consid-
ered a key driver of RM. In Swiss hotels, the
majority of managers carry out this task on a
frequent basis but not in enough detail (see
Fig. 17.2).

It can be seen that in Switzerland (CH),
‘forecasting by day’ (Fig. 17.2), is usually
undertaken for the following 3 days, 10 days
or month. European (EU) revenue managers
forecast by day for the next 3, 10, 30 and in
some cases 365 days, every day. This type of
forecasting of course requires the use of a
revenue management system (RMS) to pro-
duce such frequent and detailed forecasts.
The RMS also uses large amounts of histori-
cal data in the forecast calculations and will
usually forecast in detail such as by arrivals,
day of the week, length of stay and market
segment. In a hotel with ten market segments
and three different lengths of stay, this may
mean a total of 210 different forecasts
redone on a daily basis for the next 365 or in
some cases 550 days. Forecasting weekly is
illustrated in Fig. 17.3.

Technology

As already mentioned, in order to manage rev-
enue effectively, small and medium hotels
need the skills and knowledge but also a sim-
ple, affordable RMS to manage the data
required in this effort.

Market segmentation

The research has shown that market segmen-
tation for RM should not be determined
according to traditional marketing needs but
necessarily by customer needs, and more
importantly by booking behaviour and their
willingness to pay. But only about 15% of
Swiss hoteliers did use the latter criteria to
segment their market compared with 7 out of
12 (58%) of the European revenue managers
who were also surveyed. Collecting certain
guest data such as length of stay, booking pat-
tern, cost of servicing and additional revenue
spent is crucial for RM. However, Swiss hotel
managers focus more on collecting guest infor-
mation for marketing objectives (e.g. demo-
graphic data) or for customer-relationship
programmes (e.g. guest comments/com-
plaints). Data relevant for RM are collected
only to a minor extent (33%) compared to
European revenue managers (65%). The infor-
mation on booking behaviour together with
details on a guest’s willingness to pay is essen-
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tial in order to be able to forecast and make
decisions on whether or not to accept the ear-
lier booking price-sensitive guest or to hold
rooms for the guest willing to pay a higher rate
but booking at the last minute.

The basis for the segmentation criteria

The hotels in the study place a great emphasis
on segmentation by loyalty or frequency of
stay. When RM is in place, loyalty is important
but only when combined with a high willing-
ness to pay. Ideally, customers should be seg-
mented by their value (calculated over 12
months) rather than frequency and a non- or
semi-yieldable category/segment created for
the customers with the highest value. With
RM, the number of guests in this category will
be significantly lower as frequent guests with a
medium to low value would be classified
according to demand. The chart on the previ-
ous page demonstrates the difference in seg-
mentation criteria and rates the criteria
according to RM requirements. It can be seen
that some European revenue managers are
not segmenting correctly for RM.

Conclusion

Hospitality organizations have experienced
significant challenges over recent years.
Service quality, empowerment of employees

and green issues are subjects that occupy their
management practices. One of the challenging
issues, however, centres on the daily manage-
ment of such operations in periods of a high
and low demand. The reaction of employees
to these difficult times (low occupancy) as well
as the management of the organization in busy
periods (high occupancy) is a matter of a great
concern.

This chapter discussed the skills required
for an effective hotel manager. The most
important factor in RM is the variability of
occupancy rates over a 12-month period. RM
has its biggest impact (in terms of increasing
revenue) on the high-demand nights, when
most of the hotel’s revenue is earned. In gen-
eral RM needs, and should be applied when-
ever the demand exceeds the capacity. Yield
strategies need to be applied on those days
where there are not enough rooms to accom-
modate all the demand. This is the case for
trade shows, specific holiday seasons and any
special events that affect the occupancies at
the hotels. Ideal RM periods may be very short
such as the high season for a seasonal ski
resort in the Alps but every hotel should have
some of these days during a year.

It is important to note that RM does not
create demand or set rates, but can improve
the hotel’s bottom line by reducing the uncer-
tainty involved in the hotel business. The
notion of uncertainty in terms of the market is
far greater in smaller firms (Storey, 1994).
Scarce resources may lead to limited market
information and promotion resulting in hotels
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concentrating on one or two markets and thus
running the risk of losing a large part of their
business because of an inappropriate choice of
target market. If RM can help to reduce this
uncertainty, business performance can be
improved.

Specifically, this research has uncovered
the urgent need for simple, inexpensive, com-
puterized systems for small- and medium-sized
medium category hotels to enable them to col-
lect the critical data required for optimal prod-
uct management, segmentation, forecasting
and overbooking.

Swiss hotel managers need a greater
understanding of the impact of the unsold
room on hotel profitability and need to moni-
tor their rates with greater frequency by con-
ducting a detailed and frequent analysis of

competitor activity as well as the testing of
rates/products via different distribution chan-
nels. This is a time-consuming process, cur-
rently something that managers of small- and
medium-sized operations do not have to spare.
The utilization of an RM system could free up
some of their time currently spent on simple
forecasting, giving the opportunity to spend
more time on statistical analysis of their oper-
ation, a skill that needs to be enhanced in
order to optimize revenue.

The basic knowledge required to effec-
tively manage revenue is most suitable for hotels
that sell out more than 20 room nights per year.
A subject of further research could investigate
whether this is the reason for their success or
that success has motivated them to seek ways to
further optimize their performance.
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Introduction

This chapter provides a case study of the criti-
cal issues and interrelationships inherent in the
management of tourism and hospitality serv-
ices within a World Heritage environment,
with special reference to backpackers visiting
Fraser Island, Queensland, Australia. The
study of island ecotourism provides a signifi-
cant focus for the discussion of service quality
that is the rationale of this book, in that it is a
branch of tourism that is concerned with
visitors experiencing natural environments
without threatening their viability (Buckley,
1994). One of the most critical aspects of
this focus is the part visitor culture and their
attitudes towards such environments play in
the overall ability of ecosystem and resort
managers to ensure effective environmental
protection while maintaining tourist flows
(BTR, 1998). As a location for a case study of
these impacts Fraser Island is unique, in that
not only it is Australia’s World Heritage listed
and largest island ecosystem but also one of its
oldest Island resorts. Government, tour opera-
tors and resort owners have developed eco-
tourism strategies that have significant
implications for the environment of the Island,
but these depend on acceptance by the visitor
for much of their efficacy.

It is not only the culture of visitors (includ-
ing a significant number of backpackers) that
has a significant bearing on the nature and
success of these strategies, but also of the
service providers that has a definite impact.
To this end, the present study found that there
is a very apparent dichotomy between strat-
egy and practice in relation to environmental
protection through ecotourism on the part of
the managing authorities. Perhaps not sur-
prising therefore is an apparent unwillingness
on the part of some visitors to conform to
modes of behaviour that the management
strategy espouses but that actual practice does
not seem to enforce. So much so that, from
the point of view of visitors the Queensland
Parks and Wildlife Service (QPWS – manage-
ment of the Island environment) appears to
see visitors to the Island as a revenue-raising
opportunity, rather than as groups who may
be more able than most to understand the
requirements of tourism in a fragile environ-
ment. Additionally, resort managers and
transport operators are bound by permit
regulations set by the QPWS, but can only
oversee actual visitor activities where they are
in close proximity to the tourist (as in tour
groups). As a result there is a big gap in sur-
veillance of actual behaviour with respect to
most visitors.



The visitors also contribute to the prob-
lems of management, in that their culture of
seeking low-cost access, their unregulated
movement and activities and a certain disre-
gard of the requirements of the management
of tourism on the Island, make it difficult for
service providers to ensure that a quality expe-
rience is delivered while ensuring that the envi-
ronment (the tourism resource) is safeguarded.
Consequently, some aspects of the environ-
mental management of Fraser Island are made
more difficult, and certainly the visitors do not
gain a lot out of the ecotourism aspects of their
experiences.

This case study goes some way towards
meeting an urgent need for better understand-
ing of tourism industry performance at the local
and regional level in conditions of reduced local
operator control over service outcomes. In
order to provide data, local tourism operator
and visitor surveys from the period 1998–2001
were reanalysed in order to gain a reliable indi-
cation of the issues associated with service qual-
ity relating to attractions visited on the Island,
the attitudes towards that environment as
expressed by backpackers and other tourists
and the attitudes towards the tourist as
expressed by QPWS personnel. These data are
discussed below.

Service Management and the
Ecotourist

Service management is the core focus of this
book but it is not the function of this chapter
to dissect its various ramifications. However, it
is necessary at this point to provide a discus-
sion of how service management and service
quality are affected by the culture of visitors in
general terms, before illustrating their interac-
tion in this particular geographical area.

Service quality is the outcome of travel
suppliers’ activities and the judgement of
tourists of their actual experiences (Laws,
2001). It comprises two fundamental compo-
nents: (i) technical quality (‘what’ is delivered);
and (ii) functional quality (‘how’ it is delivered),
with an important subsidiary component, that
of the deliverer’s image (Gronroos, 1988).
Within this framework quality means the total-
ity of the attributes (and attribute values) of a

service that have a bearing on its suitability for
satisfying given needs and wants. These vary
depending on the aspirations of the target
group. Quality is therefore interpreted as
meaning the perceived or experienced condi-
tion of a product, service or organizational
outcome measured against the requirements of
the target groups it is intended for.

Previous writers have noted that how a
service or product is perceived will depend on
two key factors: its stimulus of the consumer,
and the consumer’s own personal and group
characteristics (personal history, culture, socio-
economic status – Laws, 1986; Wilkie, 1986;
Ziethmal et al., 1988; Harington and Lenehan,
1996). Throughout the literature on customer
satisfaction, the issue of which external stimulus
consumers choose to operate on, and which of
their personal and/or group characteristics
comes into play in the intermediation processes
that they engage in has been a major preoccu-
pation of researchers. In summary, it is gener-
ally accepted that consumers reach a judgement
about the quality of a service or product actually
experienced by measuring that against their
perceptions of how that service should be.

To be able to deliver on the promise of
environmental management through quality
services to tourists in an island setting of the
type represented by Fraser Island then will be
dependent on the objective facts of those serv-
ices (incidence, duration, method of delivery,
rules of engagement, quality of information
and/or physical presentation), and on the per-
sonal characteristics of visitors. Effective man-
agement of the tourism and environmental
product of the island depends upon striking
the right balance between service quality and
environmental protection. It is to this require-
ment that we now turn.

Fraser Island Ecotourism: a Case
Study

Fraser Island ecotourism falls within the trend
to new forms of tourism that offer specialized
products to smaller, segmented niche markets
(Oppermann and Chon, 1997; Weaver, 1998).
These include greater involvement with host
communities, sustainable products with a
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strong emphasis on environment, culture and
education and visitor experiences that are per-
sonalized, specialized, interactive, meaningful
and flexible (Orams, 1995; Cooper, 2001).
Within this, changing tourist attitudes have
recently given rise to an increasing demand for
environmental education, ecotourism and
other nature-based opportunities (Oppermann,
1994). This has been especially important
amongst backpackers, one of the major groups
of Fraser Island tourists (Cooper et al., 2001).

The Australian Conservation Foundation
(ACF), in its Tourism Policy (ACF, 1994), spec-
ified six characteristics that it considered essen-
tial to ecotourism:

1. Visitation to enjoy nature, wildlife, culture
and archaeology.
2. A high degree of interpretation.
3. High quality, low-impact design in all infra-
structure.
4. Promotion of conservation knowledge and
ethics.
5. The provision of net benefits to environ-
mental protection.
6. The provision of net benefits to indigenous
communities and other affected communities.

These defining characteristics broadly follow
the minimalist impact definition of ecotourism
(Whelan, 1991; Figgis, 1993; Weiler, 1993),
with the addition of environmental education
and cultural appreciation (Ceballos-Lascurain,
1987; Hall, 1994), and have been adopted in
the main by responsible Australian State and
National Government agencies in specifying
appropriate ecotourism strategies. According
to Buckley (1994), however, in practice both
the tourism industry and the government
agencies have been inclined to focus on the
product side and to treat ecotourism as identi-
cal to observing nature, rather than as a means
of educating visitors about that environment or
actively protecting it.

By doing this, it is possible to promote
more intensive visitation in national parks, for
example, by giving the ‘being in nature’ (e.g.
camping) experience a veneer of respectability
as ecotourism (Jenkins and McArthur, 1996).
The tourists feel actively part of environmental
protection without actually having to do some-
thing, and this enables them to suspend disbe-
lief at increasing numbers of fellow visitors and

a lack of real engagement with the ecosystem
being observed (Wheeller, 1993). But as
Pearce and Moscardo (1985) pointed out,
using the attraction of nature-based tourism as
a justification for increasing visitor numbers,
without appropriate planning and the match-
ing of particular types of visitors with particu-
lar environments, can put at risk the very
attractions that are supposed to benefit from
this ‘low impact’ form of tourism.

As a result, the ‘reality’ of the ecotourism
experience is largely of the presentation of
natural attractions as a means of selling a
tourism product rather than of ensuring sus-
tainable impact on the environment from
tourism. In this frame, the dominant marketing
images are of pristine destinations rather than
a more sophisticated account of the eco-
tourism experience that includes minimal-
impact behaviour (Jenkins and McArthur,
1996). The central theme of this chapter is
that this is in fact what has happened on
Fraser Island, especially with respect to
‘Backpacker’ tourism. Backpackers and other
groups of 4-Wheel Drive (4WD) tourists actu-
ally consume the environment rather than
protect it. A result, the QPWS is faced with
considerable environmental pressure from the
very visitors who might have been expected to
be predisposed towards environmental protec-
tion. Support for the strength of this assertion
is to be found in the results of surveys of back-
packer visitors to Fraser Island carried out
by both the department and the private
operators, as reported below.

Fraser Island: a description

Over 120 km long and an average of 15 km
wide, Fraser Island is the largest sand island in
the world. It is remarkable for its 90 km long
surf beach, its chain of unique perched lakes,
its vast sand-blows and unique vegetation.
There is prolific wildlife, mostly nocturnal, with
the local wild dog (dingo) considered to be the
most pure strain in Australia. A unique species
of tortoise can be found in many of the fresh-
water lakes. Access to Fraser Island is via
vehicular barge, aircraft, cruise vessels, private
boats or on commercial tours. Roads on the
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Island are mainly sandy tracks, many of which
may only be negotiated by 4WD vehicles.

Fraser Island is part of an area known as
The Great Sandy Region of Queensland. In
terms of naturalness, this region ranks higher
than other comparable areas in Queensland
(DoEH, 1998). Much of the Great Sandy
Region is World Heritage Area and Fraser
Island is also a National Park. These natural
attributes and World Heritage listing have
attracted domestic and international visitors in
increasing numbers. Some of them seek
uncontrolled access while others seek a high
level of comfort.

Fraser Island visitor surveys: exposing a
dichotomy between service culture and

actual impact on the environment

The following comments were derived from
surveys carried out by the QPWS and the City
of Hervey Bay Tourism and Development
Board, during the period 1998–2001. The
objectives of these surveys were:

1. To identify where and how visitors acquire
information about the recreational opportuni-
ties on and the environment of Fraser Island
and what they did with it.
2. To ascertain how the National Parks and
Wildlife appear to expect visitors to act within
that environment, and the level of service to be
supplied.
3. To identify the level of awareness of the
importance of the Fraser Island environment
amongst visitors, and the factors that might
impinge upon this awareness.

The methodology and results of the individual
surveys have been reported on elsewhere
(Cooper, 2001; Cooper et al., 2001) and need
not be repeated here. Approximately 800 visi-
tors were contacted during the 4 years of the
surveys (a survey was not conducted in 2002).
Each respondent was asked to comment on
several aspects of their experience; ranging
from sources of information about Fraser
Island, through their length of stay in Australia,
to the type of experience they had on Fraser
Island, and how they interpreted the need to
protect the World Heritage environment that

they found themselves in. The ecotour company
Top Tours, along with other similar companies,
also conducts surveys of visitors. These surveys
are carried out on a regular basis as a check on
the content and acceptability of their tours,
including the effectiveness of pre-tour informa-
tion sessions and the quality of service provided.
The following discussion summarizes the results
of all these surveys with respect to service qual-
ity on the Island.

Table 18.1 summarizes the general char-
acteristics of the respondents. No attempt has
been made to differentiate the results by year.
There was a strong bias in the data towards
youth (majority being under 25), gender (59%
female to 41% male) and European respon-
dents (88%), these being characteristic of back-
packers to the Island. With respect to Hervey
Bay, some 1 million visitors are accommo-
dated each year, and of these, over 120,000
were backpackers in 2001.

Table 18.1 also suggests that overseas
tourists tend to visit Fraser Island fairly early in
their stay in Australia, and indicates that Fraser
Island is very high on a tourist’s list of possible
Australian destinations either before or shortly
after arrival. There is therefore at least suffi-
cient information getting through to visitors to
alert them to the desirability of visiting the
Island, if not to its environmental fragility.

The surveys identified that the major rea-
sons for choosing to visit Fraser Island were
environmental in nature (Table 18.2 – on aver-
age 64% of total visitors), being a mixture of
undifferentiated ‘environment’, ‘sand island/
National Park’ and a ‘different’ experience
(which involved in the most part the type of
natural experience not found in their home
environments). Subsidiary reasons such as
‘word-of-mouth’ (WOM) propaganda may also
have contained an environmental message
important in persuading respondents to visit
the Island. A significant minority of 14% of the
respondents explicitly chose the Island to
indulge in ‘sand driving’, which suggests that
their information about the Island included the
knowledge that off-road driving was possible
and indeed desirable as a past-time.

The reasons why respondents chose
4WD camping tours as their preferred way of
visiting Fraser Island are noted in Table 18.3.
As might be expected the most important
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reasons were cost (25% of respondents), fol-
lowed by freedom and flexibility to decide on
the nature of the tour and stopping places
(24.1%), acting on a recommendation as the
best way to see the Island (15.2%) and the

chance to have a significant group experience
(13% – safety, size, etc.). Of minor impor-
tance was ‘adventure’, while the opinions of
other backpackers, the need for a permit and
the actual mode of transport (4WD) appeared
to have little effect on the decision. Age of
respondent plays a part in this though: with
cost and the recommendations of peers being
most important to younger respondents; free-
dom and flexibility being important across the
board; and group experiences being relatively
more important to older respondents.

Impact on the Island

On obtaining tours or barge permits, most vis-
itors are given printed guides to the National
Park. Presumably, the assumption is that they
will then understand the nature of the Island’s
environment. No further information or train-
ing is given by QPWS, but backpackers do get
short (25 min) ‘dos and don’ts’ video presen-
tation about driving and camping on the Island
at their hostel prior to the trip, and maps and
park guides are made available to other visitors
(Table 18.4). Table 18.5 reveals that few of the
respondents actually read the QPWS guides
made available to them on Fraser Island’s
ecosystem and how to behave within it,
although some 70% indicated that they had
received a copy. It would appear that these
guides are certainly not read in their entirety,
being either thought to be not applicable to the
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Table 18.1. General characteristics of survey
respondents.

No. of 
Characteristic respondents %

Gender
Male 318 41.1
Female 457 58.9

Age
<20 49 6.3
20–25 526 67.9
26–30 118 15.2
>30 69 8.9
No response 13 1.7

Country of origin
Australia 28 3.6
New Zealand 7 0.9
USA/Canada 21 2.7
UK 395 50.9
Germany 104 13.4
Other Europe 180 23.2
Japan 21 2.7
Other Asia 7 0.9
No response 13 1.7

Median length of stay
<1 month 21 2.7
1–3 months 298 38.4
4–6 months 76 9.8
7–12 months 288 37.5
>1 year 35 4.5
No response 55 7.1

Total respondents 775 100.0

Source: Cooper et al. (2001).

Table 18.2. Reason for choosing to visit Fraser
Island.

Reason Frequency %

Environment 208 26.8
Sand Island/ 194 25.0

National Park
Sand driving 111 14.3
Word of mouth 105 13.5
New/different 104 13.4
No response 53 6.8
Total 775 100.0

Source: Cooper et al. (2001).

Table 18.3. Reason for choosing off-road vehicle
travelling on Fraser Island.

Reason Frequency %

Cost 194 25.0
Freedom and flexibility 187 24.1
Adventure 49 6.3
Group experience 104 13.4
4WD experience 21 2.7
Recommended as best 118 15.2
Flexibility 62 8.0
Other backpackers 28 3.6
No response 13 1.7
Total 775 100.0

Source: Cooper et al. (2001).



particular situation (of 4WD) or thought to be
not particularly useful when gaining actual
information on the Island. This point is further
explored.

Surprisingly, the surveys also showed that
most accommodation houses do not provide
detailed information on Fraser Island with the
tours they book or recommend. Only 10%
provided this service. Instead, visitors obtain
their information about Fraser Island from per-
mit providers (QPWS) as they land on the
Island or from vehicle hire companies and
from other miscellaneous sources. While a
majority (55%) of vehicle hire companies gave
out documentation such as the guides pub-
lished by Sunmap (Queensland Government
visitor maps with limited descriptions of attrac-
tions) or specific attraction itineraries for their
vehicles (20%), these were considered to be
too general by respondents.

In combination, therefore, most visitors
receive at least a Park Guide/itinerary and a
Sunmap product to use on their trip, but these
do not include comprehensive information
about the environment and how to minimize
impact on it. QPWS rangers instead are placed

in a position of having to clean up after visitor
use, rather than being employed to educate
and control. Visitors, especially those in 4WD
vehicles with difficulty but only sporadically,
are made to adhere to environmental guide-
lines. The upshot of this is the record of vehi-
cle accidents, sand dune degradation, littering
and camp site destruction that gave rise to the
attempt at understanding visitor impact
embodied in the surveys undertaken by the
Government (DoEH, 1998).

Respondents were also asked to rate the
information and service received on a 5-point
scale, ranging from very good to not graded.
Table 18.6 details the results. It is obvious
that respondents rated the generalized desti-
nation information service obtainable from
tour companies and by WOM prior to their
visit very highly, but the information on how
to drive on the Island and the environmental
impact information was rated less important.
Indeed, the published park guides supplied to
backpackers appear to be disregarded almost
completely.

Controlling service quality in relation to
the environment

There seems no doubt that the managers of
the important Fraser Island environment will
face increasing pressure from visitors for the
foreseeable future. There also seems no doubt,
from the information presented here, that vis-
itors are in fact interested in the protection of
the environment they have come to see. But,
just at the point where they might become a
useful resource with respect to environmental
conservation many of them are let loose in off-
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Table 18.4. Sources of information on Fraser Island.

Type supplied

Source Sunmap (%) Park guide/itinerary (%) Video/other (%) None (%)

Hostel 5.0 – 90.0 5.0
Tour hire company 55.0 20.0 10.0 15.0
Permit centre – 100.0 – –
Other location 20.0 20.0 – 60.0

Source: Cooper et al. (2001).

Table 18.5. Use of guides.

Guide Respondents (%)

Supplied
Yes 70.5
No 29.5

Read
All 7.1
Part 24.1
None/not 60.8

considered useful

Source: Cooper et al. (2001).



road vehicles, without adequate education and
control, to make their own way. Park guides to
conservation and behaviour are essentially dis-
regarded. Also, while camping grounds are
marked on maps and visitors receive informa-
tion about how to behave, they are not always
well policed, leading to littering and other
forms of environmental degradation.

Small wonder then that in this situation
visitors to the Island take full advantage of the
implied freedom and flexibility to indulge
themselves. Impacts range from ‘sand and
bush bashing’ to an almost complete disregard
of environmental protection instructions
(signage). In fact, it has been noted by Park
Rangers that various groups have appeared to
disregard signs just because they were in
English and not in their native language,
despite understanding the message!

This dichotomy essentially comes about
because service providers are not in fact
requiring visitors to take the task of environ-
mental protection seriously. Quality of service
with respect to the environment would dictate
that this situation not to be allowed to occur,
but the QPWS appears to be caught in a
dilemma of its own making. The culture of
‘sand and bush bashing’ is allowed to continue,
while the department makes considerable
amounts of money from the sale of permits to
visit the Island.

The local company Top Tours has long
advocated controlled access to the environ-
ment through structured tours, and has found
that there is in fact increasing demand for this
solution to the above paradox. However, a
more radical solution may be found in making

environmental protection the core of a visit to
the Island, restricting ‘sand bashing’ and other
recreational pursuits to very tightly controlled
areas as a reward for success in a programme
of rehabilitation. Quality assurance through
restriction of allowable activities may seem
draconian, but may just be the only safe path
to maintaining services, and indeed access to
the environments the visitor has come to expe-
rience. The practice of enrolling visitors as vol-
unteers in environmental rehabilitation and
education programmes is not new in Europe
and the USA, and should therefore be some-
what familiar to the majority of visitors to the
Island.

The propensity for backpackers at least to
act on WOM suggestions from their peers and
acquaintances could assist in this change of
approach by Park Managers. The key would
be to excite sufficient numbers of visitors to
see the experience of being actively involved in
rehabilitating and conserving a World Heritage
value environment as an important part of the
desired level of service in relation to the visit.
An on-site education campaign, plus docu-
ments to sign up to before obtaining a permit,
plus appropriate entries in guidebooks such as
Lonely Planet, plus advance notice in the hos-
tels on the Australian backpacking circuit,
would fit with the way in which many visitors
access and process information, while appeal-
ing to their wish to be involved in a more
effective way.

Visitor programmes such as that being
advocated here have the advantage that reduc-
ing environmental impact is forcefully pointed
out to the visitor as a condition of their permit
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Table 18.6. Rating of information received.

Level of satisfaction

Source Very good Good Satisfactory Poor Not graded

Hostel 5.0 20.0 45.0 15.0 15.0
Tour hire company 45.0 25.0 10.0 20.0 –
Permit centre – 10.0 25.0 10.0 55.0
Park guide 5.0 10.0 20.0 – 65.0
Sunmap 45.0 25.0 10.0 5.0 15.0
Travel guides 30.0 25.0 20.0 15.0 10.0
Word of mouth 50.0 25.0 15.0 – 10.0

Source: Cooper et al. (2001).



to land. Training in acceptable methods of
waste disposal, in the conditions for driving and
camping, and information on how to respect
approved sites for recreation/camping would
form part of that permit. While there
would need to be spot-checks by rangers, this
would be no more onerous for departmental
resources than the current system of clean-up
after the event. Of direct benefit to environ-
mental managers, however, would be the pos-
sibility of active environmental rehabilitation.
Visitor ‘volunteers’ made responsible for the
revegetation and/or clean-up of a particular
area as a condition of entry could gain both
environmental ‘credits’ (which might be recog-
nized in some way in relation to the cost of
permits) and worldwide recognition for their
efforts through appropriate publicity.

Conclusion

This discussion has identified that there is a
lack of enforcement of minimal impact prac-
tices for backpackers travelling to Fraser
Island. Travellers appear to be perceived as
short-term visitors on a recreational day
pass, and inherent in this perception (of rev-
enue) is an ambivalence that remains tolerant
to independent and often uncontrolled access
to fragile areas. What is needed is a strategic
approach to service quality that targets the
needs of visitors and encourages them to
adopt minimal impact practices. To achieve
the level of service quality that truly incorpo-
rates willing visitor participation requires
reinventing ecotourism on Fraser Island so

that it incorporates environmental rehabilita-
tion. Ecotourism operators such as Top
Tours have long advocated controlled access
through structured tours, and are finding that
there is increasing demand for this product.
For the independent visitor, service providers
should be required to further restrict inde-
pendent access to 4WD vehicles on sand
dunes and/or the QPWS should allow more
access to ecotourism operators that place
minimal impact, rehabilitation and protection
works in the heart of their product.

This chapter has discussed the effect of
the failure to insist on truly effective service
quality with respect to the environment by the
managers of the Fraser Island World Heritage
Area which, when coupled with a laissez-faire
culture towards the environment on the part of
visitors, has resulted in considerable manage-
ment problems in the Park. For the Park
authorities service quality must be two-way,
and incorporate adherence to their own set
standards just as much as the persuasion of
clients (visitors) to do the right thing by the
environment. As a possible solution, it is rec-
ognized that visitors from Europe and the USA
are generally familiar with volunteer-based
rehabilitation programmes, and those run in
Australia by organizations such as the
Australian Trust for Conservation Volunteers
are finding that international tourists are
becoming their main market. These products
could easily be accommodated within the time
frames of most visitors, and could considerably
reduce the dichotomy between expressed serv-
ice and actual service to the Fraser Island
environment.
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This chapter examines aspects of service qual-
ity from the perspective of cabin crew’s need to
be aware of cross-cultural differences that may
be encountered in the airline cabin service envi-
ronment of international airline operations. In
the competitive international aviation envi-
ronment, inflight service standards are an
important element of an airline’s ability to
gain and retain customers. Recognizing that
cross-cultural differences exist and instituting
strategies to meet customer’s specific cultural
requirements in areas such as food and bever-
age service is an important issue for airline
planners. However, airlines have to balance
passenger’s expectations of high levels of
inflight service and any specific cultural require-
ments they may have with the demand by the
same passengers for low airfares, particularly
those travelling in economy class. To achieve
an acceptable level of service against the often
conflicting personal needs of passengers as
well as the need for airlines to contain costs,
airlines utilize a range of strategies based on the
standard of food and beverage service, provi-
sion of inflight entertainment, cabin furnish-
ings, availability of amenities during flights and
the standard of service offered by cabin crews.
By their nature services such as food and bev-
erage service, provision of inflight entertain-
ment, cabin furnishings and availability of
amenities during flights constitute the hardware

of service because of the fixed and preplanned
nature of this category of service. The standard
of service offered by cabin crews constitutes the
software side of cabin service. However, the
delivery of inflight service by flight attendants is
limited by the service hardware provided by the
airline often leaving attendants with little scope
to meet particular passenger needs once a
flight has commenced. It is against these pre-
determined service standards that flight atten-
dants must attempt to meet passenger’s service
expectations.

During flights, the cabin crew is responsi-
ble for caring passenger’s safety and comfort
and duties include a range of obvious activities
such as food and beverage service and other
less-obvious duties ranging from assisting in
medical emergencies to responding to persons
or incidents that may affect the safety of the
aircraft and its passengers. In any typical flight
it can be expected that the cabin crew will have
to attend to passengers from a range of cultural
backgrounds and perform their role in a man-
ner that is culturally sensitive. Yet in many
nations, the concept of a national culture based
on a common ethnicity or religious affiliation is
changing rapidly. Many European nations as
well as the USA, Canada and Australia have a
growing proportion of immigrants and as a
consequence passengers’ ethnicity may not
be a good guide to passengers’ nationality or
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culture. However, passenger expectations of
service standards and their personal patterns
of behaviour may exhibit a cultural element
that may lead to differing and at times possibly
conflicting sets of expectations between pas-
sengers. In these circumstances flight atten-
dants are required to demonstrate a high level
of cultural awareness while refraining from
placing their personal cultural interpretations
on the actions of passengers.

In common with other businesses, airlines
recognize that delivering quality service is
an essential strategy for success and long-term
survival in the contemporary business
environment (Parasuraman et al., 1985;
Reichheld and Sasser, 1990; Zeithaml et al.,
1990; Laws and Ryan, 1992; Laws, 1997).
Powell (1995), for example, has argued that
service quality has emerged as an irrepress-
ible, globally pervasive strategic force in
recent decades while Ghobadian et al. (1994,
p. 55) have stated that service quality is the
major strategic variable in the battle for mar-
ket share. To emphasize this point Ghobadian
et al. (1994, p. 55) state that ‘excellence of
service is the critical corporate priority’.
According to Zeithaml et al. (1996) managers
must understand the impact that service qual-
ity has on corporate profits. While airlines
have recognized this business imperative they
also need to contain costs in a competitive
international aviation environment while
offering service that at least equals if not bet-
ters their competitors.

The importance of service is widely
acknowledged (Laws, 1986, 2003; Zeithaml
et al., 1990; Kandampully, 2002) but is not
something that can be implemented easily and
successfully without a great deal of planning
and training. In the airline environment, the
hard wiring of service is determined by a vari-
ety of factors including cost, length of journey,
competition for other carriers on a particular
route and the expectations of customers.
Inflight entertainment must cater for a wide
variety of tastes including children and adults
thus limiting or requiring editing of the range
of movies shown. Food service is another area
that requires considerable planning. As airlines
rarely carry extra meals, decisions on the mix
of dishes available can be critical on flights

where there are passengers from a number of
cultural backgrounds. Meeting passengers’
expectations in what for some may be a stress-
ful environment may be the difference
between a pleasant travel experience and a
poor travel experience.

Service is to some extent an intangible
because expectations differ between individu-
als and what is acceptable to one person or
even group based on cultural affinity may be
unacceptable to other individuals and groups.
In an airline setting, it is not always possible
to anticipate the diversity of requirements
although airlines do attempt to meet dietary
requirements. Viewing an airline cabin from
a host–guest perspective it is apparent that
while the airline does have responsibility for
attempting to provide service that meets some
national culture requirements there should
also be the expectation that passengers will
recognize that they also have a responsibility
to be respectful guests and not expect what
cannot be sensibly provided. In an airline set-
ting, passengers are able to purchase superior
service by purchasing business or first class
seats but this depends on the individual’s abil-
ity to pay.

Zeithaml et al. (1990, p. 20) defined serv-
ice quality as ‘the extent of discrepancy between
customers’ expectations or desires and their
perceptions’. This conceptualization is based on
the expectancy/disconfirmation paradigm. Key
expectancy disconfirmation is comprised of
two processes: (i) formation of expectations;
and (ii) disconfirmation of these expecta-
tions. Participant expectations serve as stan-
dards or reference points against which the service
performances are judged. Hence, if the
service performs as expected, the expectation
is confirmed. Conversely, if the service per-
formance is not as expected, then the expec-
tation is disconfirmed. Measurement may be
difficult where customers do not share a cul-
tural homogeneity and expectations differ
because of cultural differences. In some cases
these difference may lead to incidents of air
rage (Barron, 2002).

Culture can be viewed from three per-
spectives: (i) national culture, which may iden-
tify one national group from another; (ii)
regional culture, which refers to the locality of
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upbringing (e.g. cities or farming communi-
ties); and (iii) personal culture, which is a reflec-
tion of the family and community values that
an individual acquires as they develop from
childhood to adulthood. National culture refers
to cultural traits that differentiate the members
of one nation from another and may include
religion, language, dress, cuisine and customs.
Thus national culture is a measure that allows
others to identify a person as belonging to a
particular national culture. In countries such as
Korea, the USA, China and Australia, as in
many countries, there are distinctive regional
cultures that include city culture as well as rural
area culture and while individuals raised in
both settings share the same national culture
they may view the world from different per-
spectives according to the region they live in.
Individual culture embodies the national culture
as well as habits, attitudes and perspectives
that are moulded by the family and the com-
munity an individual is raised in. In a broad
sense, culture may be described as the collec-
tive mental programming of people in an envi-
ronment and everything that people have in
common (Hofstede, 1980). It is possible to dis-
cern other aspects of culture aside from the
geographical perspective outlined thus far.
Master and Prideaux (2000) identified an ideo-
logical perspective that includes norms, values,
beliefs and customs that underlie and govern
conduct in a society as well as a material
aspect that affects behaviours such as what to
eat, where to travel, what to buy and how to
behave while travelling. Irrespective of geo-
graphical location, members of society usually
acquire culture during early childhood and as
they grow the cultural environment in which
they live is enriched and values and mores are
reinforced through shared life experiences.
Other factors that influenced the individual
include their immediate and extended family
structure, the social groups to which they
belong and the professions they interact with.

Tourists bring with them their cultural val-
ues and behaviours and they may be identified
according to national cultural values which are
expressed as social behaviours, attitudes, per-
ceptions, needs, expectations and experiences
as well as their regional and personal values
including beliefs, norms, motivations and verbal
or non-verbal communication patterns (Burns

and Holden, 1995; Fridgen, 1996). As a result,
the behaviours and actions of tourists are influ-
enced by the individual’s national culture as well
as regional and personal cultures. While it is
often possible to group persons by their
national cultures, it may be difficult to group
them by their regional and personal cultures.
Furthermore, the behaviours of individuals that
are regarded as appropriate in one cultural set-
ting may not be acceptable in another cultural
setting (Pizam and Sussmann, 1995) leading to
confusion for both hosts and guests. It is within
this multi-layered dimension of culture that air-
line cabin crew must attempt to provide a high
and consistent standard of service.

In an airline cabin, the cabin crew
encounters passengers from a range of national
cultures and an ability to understand cross-
cultural differences in tourist behaviour or atti-
tudes is of considerable importance. Research
into cross-cultural issues has become recognized
as an important field of study and a number of
specific areas of research have emerged. One
group of studies has compared tourists from dif-
ferent countries (Huang et al., 1996; Armstrong
et al., 1997; March, 1997; Iverson, 1997;
Sussmann and Rashcovsky, 1997; Thompson
and Cutler, 1997; Kim and Lee, 2000), while a
second group of studies has examined tourists
of different nationalities from the viewpoint of
service providers and guides (Pizam and
Sussmann, 1995; Pizam and Jeong, 1996). A
further group of studies have examined
host–guest differences (Reisinger and Turner,
1997, 1998, 2002), while the final group of
studies has analysed organizational behaviours
in the specific areas of the tourism industry such
as hospitality sector (Jansen-Verbeke and Stell,
1996; Gilbert and Tsao, 2000; Master and
Prideaux, 2000). As a result of this research, a
range of differences between tourists from vari-
ous national groups have been identified leading
to the development of strategies that have been
suggested as tools to enhance tourist satisfac-
tion. The research discussed in this chapter
focuses primarily on how differences between
national groups of airline passengers impact on
the standard of service able to be offered by the
cabin crew.

Research conducted in the past has identi-
fied significant differences between tourists
based on nationality particularly in the areas of



motivation and travel-related variables (see
Huang et al., 1996; Armstrong et al., 1997;
March, 1997; Iverson, 1997; Sussmann and
Rashcovsky, 1997; Thompson and Cutler,
1997; Reisinger and Turner, 1998, 2002; Kim
and Lee, 2000; Master and Prideaux, 2000;
Kozak, 2001; Kim et al., 2002). These and
other studies have confirmed that it is useful to
segment tourists by nationality and establishing
specific marketing strategies for each national
market. To date most of the studies cited were
conducted in a Western setting and there
remains a gap in the literature of studies in
Asian and importantly in multinational settings
that include both Western and Asian tourists.

To identify areas where national culture
may effect the level of service able to be offered
by cabin crew within the constraints of the
cabin hardware that has been provided by the
airline, the investigators selected Korean
Airlines as a representative airline based on the
fact that the airline employed Korean nationals
as cabin crew on international services which
carried a wide range of Asian and European
passengers. The passenger mix was of particu-
lar interest as it included Asians who display
wide differences in national culture as well as
non-Asians. The researchers divided airline
passengers into five major national cultural
groups: Japanese, Korean, Chinese, American
and South Asian (Malaysian, Philippines,
Indonesian) while recognizing that there could
be wide differences between regional and per-
sonal cultures within each group. These factors
were discounted for the purposes of this
research, as they required a level of investiga-
tion that was required to fulfil the aims of this
research. Cabin crews operating international
flights rather than domestic flights were
selected for investigation because of their high
level of exposure to the demands of passengers
on international flights. The investigators
selected a group of 15 items that reflect the
behaviour patterns of airline passengers
belonging to the five national groups and were
developed from structured interviews with
female and male cabin crew employed by
Korean Airlines. Each of these employees had
3 or more years’ service as international cabin
crew, giving them considerable experience in
observing cultural differences between passen-
gers. To confirm the structure of the survey and

validate the cultural items to be surveyed, a pilot
study was conducted on 20 international cabin
crew. Several items were reworded as a result.

The survey was conducted by three inter-
viewers, themselves Korean Airlines cabin crew,
who distributed questionnaires to cabin crew
who had at least 2 years’ experience on inter-
national services. A response rate of 84.8%
based on 250 surveys was achieved. Because of
missing data 12 questionnaires were excluded.

A 7-point Likert-type scale [strongly dis-
agree (1), neutral (4), strongly agree (7)] was
employed to elicit respondents’ views on their
agreement–disagreement with statements
describing passenger behaviour. Respondents
were asked to indicate their views on the 15
items for each of the five national categories of
passengers. The majority of respondents were
female (72.2%), and most were members of
either the under 30 (46.4%) or 30–39 (46.9%)
age groups. The respondents were well edu-
cated with almost all having completed junior
college, graduate school or university (94.3%).
Over half of the respondents (55.4%) had 5+
years’ experience working for Korean Airlines
and most had experienced most of the 60 air
routes operated by Korean Airlines.

A general linear model (GLM) with
repeated measures was used to analyse the
results that are displayed in Table 19.1. The
GLM is a suitable method when the same indi-
viduals are measured two or more times for a
series of continuous dependent variables
(Tabachnick and Fidell, 1996). Each respon-
dent in this study was measured five times on
the same dependent variables. Significant dif-
ferences were observed for all 15 items indi-
cating a wide variety of responses that do not
necessarily follow any pattern except to reflect
the cultural behaviour of each national group
for each item.

Results

The findings, illustrated in Table 19.1, indicate
that there are significant differences in behav-
iour between the national groups confirming
previous research (Rokeach, 1973; March,
1997; Kim and Prideaux, 2003). Based on
these results, examples of which are highlighted
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Table 19.1. Results of GLM (general linear model) with repeated measures for comparison of behaviours of airline passengers by cultural 
backgrounds (n = 200).

Five different national groups

Behaviour Japanese Korean Chinese American South Asian P-value

1. Tend to be favourable to flight attendants 5.67 3.77 3.77 3.92 4.46 188.2 0.000
2. Tend to like reading books, magazines 4.63 4.26 4.02 4.77 3.42 64.9 0.000

and newspapers
3. Tend to be noisy 2.82 4.93 5.47 3.01 3.80 389.8 0.000
4. Tend to stare at passengers or flight attendants 3.93 5.48 5.25 2.71 4.32 425.3 0.000
5. Tend to move to a vacant seat 2.98 5.76 4.85 3.51 3.61 399.2 0.000
6. Tend to ask for gifts provided by the airline company 2.37 4.45 4.42 3.85 3.84 100.7 0.000
7. Tend to follow the guidance of attendants 5.63 4.10 4.28 4.88 4.10 82.2 0.000
8. Tend to actively complain to flight attendants 3.74 4.80 4.59 5.39 3.04 220.0 0.000

about inconvenience in a plane
9. Tend to show high expectations of service quality 3.67 5.10 4.55 4.16 4.04 103.1 0.000

10. Tend to like purchasing duty-free products 5.34 5.85 4.74 2.51 2.73 310.5 0.000
11. Tend to write a protest letter without any hesitation 2.30 3.87 3.70 4.96 2.22 51.8 0.000

when unsatisfactory service is provided
12. Tend to not express direct dissatisfaction when 6.16 3.19 4.00 3.55 3.98 31.5 0.000

unsatisfactory service is given
13. Tend to hinder work of flight attendants due 3.20 4.20 4.59 3.15 3.25 109.8 0.000

to frequent demands
14. Tend to say ‘thank you’ or to express gestures 6.16 3.62 4.53 5.80 4.91 190.7 0.000

of ‘thank you’ when help is offered by flight 
attendants

15. Tend to ask for more drinking water and food 2.00 4.25 4.55 4.05 3.85 234.5 0.000

Source: Kim and Prideaux (2003).

Within-
subject
one-way 
ANOVA
F-value



Airline Cabin Service and National Culture 223

in the following discussion, it is possible to
develop profiles of passengers according to
their national culture with the proviso that
national culture is only part of a mosaic of cul-
tural attributes that each person exhibits, the
others including regional and personal culture
as well as ideological and material perspectives
of culture. Results do indicate specific patterns
of service expectations in aspects such as duty-
free purchases, expectations of the availability
of inflight reading materials and requests for
additional food and beverages. Knowledge of
the types of services likely to be requested
allows airlines to anticipate these requirements
and build these into destination-specific service
standards perhaps on a route-by-route basis.

It is apparent that on flights to and from
Japan there will be considerable behavioural dif-
ferences between Korean and Japanese passen-
gers that may lead to a level of discomfort for
each respective group. Thus while Korean pas-
sengers tend to be noisy and not follow direc-
tions of cabin crew, Japanese passengers are
more likely to be quiet and respectful. On flights
to China, cabin crew can expect both Chinese
and Korean passengers to be noisy, stare at
other passengers and complain to cabin crew.

Moreover, if the flight has a number of
American passengers, cabin crew can expect
these passengers to require reading matter, be
relatively quiet, keep to themselves and follow
the directions of cabin crew. They are also
more likely to complain about poor service by
writing a letter but also express their thanks for
service that is given by cabin crew.

Respondents reported that Japanese pas-
sengers were more likely to treat attendants
with respect, while Chinese, Korean and to a
slightly smaller extent US passengers were less
likely to respect attendants. American followed

by Japanese and Korean passengers indicated
a preference for reading material. From an air-
line perspective, this may be expensive to offer
because of the need to carry a range of maga-
zines in different languages although the vari-
ety and quantity required will be dictated by the
particular countries serviced on each flight. In
respect to in-cabin behaviour Koreans and
Chinese were more likely to move to a vacant
seat than other nationalities and were the least
likely to follow the guidance of cabin crew, and
were more likely to ask for gifts provided by
the airlines company. Japanese passengers on
the other hand were the least likely to ask for
gifts and were more likely to follow the direc-
tions of cabin crew than Koreans, South
Asians and Chinese, with obvious implications
during emergency situations.

This research highlights the types of prob-
lems that cabin crew face daily in the discharge
of their duties. Competitive pressures ensure
that airlines are very conscious of the need to
balance passenger’s desire for comfort and
quality service with the same passenger’s
demand for airline seats that are as low-cost as
possible. As a consequence, some of the trade-
offs taken may reduce the overall level of pas-
senger satisfaction with the service hardware of
the airline cabin. It is the cabin crew who must
work within these constraints to make each pas-
senger’s trip as pleasant as possible. Knowledge
of the potential cross-cultural dimensions of
passengers based on their national culture is an
essential part of the job of cabin crew, particu-
larly when each flight will be unique in the com-
position of passengers carried. This knowledge,
either acquired on-the-job or through formal
training, is an important aid to enhancing pas-
senger service standards despite the fixed con-
straints of the cabin hardware.
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Introduction

The market environment for tourism services
is highly competitive and very dynamic. New
destinations and new tourism products result in
constantly expanding opportunities for trav-
ellers, and they come from new as well as
established countries of origin. Established
tourism enterprises and destination areas
therefore face competition from a stream of
new businesses, which are able to employ the
latest advances in tourism management with-
out the drag on innovation of existing
resources and staff who are used to doing
things a certain way. The response to compe-
tition, even for the most effective of estab-
lished providers, must be constant efforts to
improve existing services. Effective managers
are always asking questions about what makes
their service successful or unsuccessful.

This chapter focuses particular attention
on the challenges of improving the interactive
aspects of services, these are widely regarded
as important for customers, staff and organi-
zations, as the following quotation indicates:

The direct contacts between the customer and
an employee of the service firm are referred
to as the service encounters or moments of
truth. These are natural opportunities

emerging in the production/delivery process;
for example, the interaction between a doctor
and a patient, a bank manager and a client, a
flight attendant and a passenger. Both the
doctor, the bank manager and the flight
attendant become part-time marketeers: the
customer becomes a co-producer and a
prosumer (the terms pro-ducer and con-sumer
as suggested by Toffler, 1980). Looking at it
from the opposite angle the term part-time
employee can be used to signify the
customer’s role. If the customer does not
cooperate ... the services cannot be properly
produced and delivered.

(Gummesson, 1990)

Service Management

The delivery system specifies the service to be
produced, but as Schmenner (1995, p. 19)
points out, ‘it needs to be synchronized with
the service task and the service standards so
that the service encounter (SE) remains a
pleasurable one for all concerned’. George
and Kelly (1983) have examined the sequence
involved in the process of managing services,
again emphasizing the central role of the
encounters between staff and customers, as
shown in Table 20.1.



Staff Influence on Service
Satisfaction

A frequent theme in services management lit-
erature is that service experiences are signifi-
cantly influenced by the interactions between
staff and customers. Managerial decisions
about the characteristics of the services offered
are dependent on the way individual employ-
ees interpret service design and performance
criteria. Furthermore, service delivery entails
interaction with the customer, and its quality
therefore depends partly on gaining their
cooperation. The view that service quality is
produced in the interaction between a cus-
tomer and elements in the service organization
has been referred to as ‘interactive quality’
(Lehtinen and Lehtinen, 1982, cited in Ryan,
1995). However, quality derives not only from
the interaction of customers with staff, but also
the way that customers interact with each
other. Familiar examples are the difficulty for
the courier and the dissatisfaction which all
other passengers experience when one client
on a coach tour is consistently late in returning
to the vehicle after sightseeing stops, or the
group of people partying energetically in the
hotel room next to yours.

A related problem is that customers’
behaviour and perceived attitudes can please or

distress staff. Supportive customer behaviour
has been shown to correlate positively with job
satisfaction and performance, whereas instru-
mental behaviour by passengers has negative
outcomes for staff. Instrumental behaviour has
been defined as ‘telling staff how to perform
their tasks’. Its dysfunctional results can be min-
imized by ‘decoupling’ the service, that is, by
‘redesigning it to minimize encounters’ (Bowen
and Schneider, 1985, p. 133). However, this
approach has been criticized as inappropriate
in tourism because it reduces human interac-
tions and responsiveness. Saleh and Ryan
(1992) have emphasized the expressive nature
of the delivery of the service, i.e. the ability to
empathize with the customer as indicated by
their term, ‘the conviviality of the service’.
Since customers have few ways to judge the
quality of the service, interactions with staff are
a primary factor in determining customer satis-
faction (Bitner et al., 1994).

Dyadic and Multiplex Service
Interactions

Much of the service literature is concerned
with an interaction in which one client is
served by one contact person representing the
company. Such analyses have traditionally
been centred on dyadic interaction at the point
of sale (Evans, 1963; Olshavsky, 1973).
However, in tourism services the presence of
other people is common, and sometimes
become a significant factor in a client’s experi-
ences. Service transactions are performed in a
public setting. Additionally, the service often
affects more than one client, and they interact
with each other. Table 20.2 identifies four
types of interaction that can occur during
service episodes.
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Table 20.1. Steps in managing services.

1. Orchestrate the encounter.
● Access, buyers’ needs, expectations,

knowledge of evaluative criteria
● Process, technical expertise, manage

interactions, elicit customer participation
● Output, satisfying service purchase

experience
2. Quality assessment using established

expectations as the basis for judgement.
3. Educate buyers about the unique

characteristics of the service.
4. Emphasize organizational image and

communicate the image attributes of the firm
and its service.

5. Encourage satisfied customers to communicate
to others.

6. Recognize contact personnel’s role.
7. Involve customers during the design process.

Source: George and Kelly (1983).

Table 20.2. Interactions during services.

1. Service contact between staff and customers
2. Interaction between customers
3. Customer contacts with the firm’s physical

environment and resources
4. Customer interaction with the firm’s processes

and routines

Source: Bitner et al. (1990).



Taking the example of flights, during serv-
ice delivery, cabin staff have a significant
power differential over passengers based on
their greater technical knowledge of the com-
plex service delivery technology and their
company’s service design (or blueprint). This
differential is further emphasized by the style
differences between carriers, which means that
passengers experienced on one airline, type of
service or class may have misperceptions of
another airline’s practices. Furthermore, from
the client’s perspective, he or she is passing
through a series of events that comprise the
service, but each staff member provides a par-
ticular service on a repetitive basis. This point
escalates in significance when routine service
delivery is disrupted and passengers demand
or expect particular responses to their own
needs, or when they complain formally after
such an occurrence.

Customer Participation in Services

A complicating factor is that customers have
differing expectations of the service. ‘Customer
expectations and requests that exceed the
firm’s ability to perform account for 74% of the
reported communications difficulties. This
implies that ... even if the system is working at
optimal efficiency, employees can expect to
face a large number of communications diffi-
culties’ (Nyquist et al., 1985). The authors
quoted above went on to identify nine service
situations likely to cause problems for staff as
shown in Table 20.3.

The foregoing discussion has given addi-
tional emphasis to the role of contact staff in
the satisfaction of clients. Complex service
such as that provided during air travel or in a
hotel is often designed to be delivered by
teams of people with specialized skills such as
check-in or inflight service. The service-
management model proposed by George and
Kelley (discussed above) therefore has to be
enlarged to accommodate issues involved in
the management of work teams, and their
coordination. Many organizations have imple-
mented programmes to help staff understand
the ways in which their particular role con-
tributes to the overall success of the enterprise.
Lockwood et al. (1992, p. 328) have
described how one hotel put on a programme
called ‘Together we care’. They comment
wryly ‘the company realized that, although
together they might have cared, individually
nobody gave a damn!’ The significance of this
has been underlined by Bitner et al. (1990,
p. 71). ‘Many times ... interaction is the serv-
ice from the customer’s point of view yet front-
line employees are not trained to understand
customers and do not have the freedom and
discretion needed to relate to customers in
ways that ensure effective service’.

Service Encounters

This emphasis on SEs reflects other writers’
views. ‘Since SEs are the consumer’s main
source of information for conclusions regard-
ing quality and service differentiation, no mar-
keteer can afford to leave the SE to chance’
(Shostack, 1985). Similarly, Adams (1976)
commented ‘employees of service organiza-
tions are often as close to their customers psy-
chologically and physically as to other
employees. They are the organization’s most
immediate interface with the customer.’

These interactive aspects of SEs are signif-
icant at a more fundamental level: interactions
with other people are basic human activities,
and occupy a large part of our time. Poor SEs
affect the quality of everyday life and staff may
spend their entire working day in repeated SEs.

Taken together, this discussion demon-
strates that the nature of the service interface
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Table 20.3. Difficulties in dealing with customers.

1. Unreasonable demands
2. Demands against policy
3. Unacceptable treatment of employees
4. Drunkenness
5. Breaking social norms
6. Special needs customers – psychological,

language or medical difficulties
7. Unavailable service
8. Unacceptably slow performance
9. Unacceptable service

Source: Nyquist et al. (1985).



and the quality of contact between clients and
staff can enhance or detract from:

● achieving customer satisfaction;
● achieving staff satisfaction;
● accomplishing the organization’s mission.

From the perspective of competitive market-
ing, an improved understanding of customers’
participation in service events yields insights
on how to manage those services to their
greater satisfaction. This may have two benefi-
cial effects: (i) it is likely to promote customer
loyalty by encouraging repeat purchases from
satisfied customers; and (ii) it may contribute to
more refined positioning through product
adjustment, client awareness and advertising
appeals.

Service management requires a dual
focus, on the underlying technology and the
human interactions required to deliver satisfac-
tory experiences to clients. Many tourism serv-
ices are technologically complex, and few
customers are able to judge the technical qual-
ity of the service experience, but they do make
assessments of the skills and attitudes of staff.
This implies that service quality is difficult to
manage and that the method common in man-
ufacturing, that of prescribing specific product
attributes, cannot work for tourism services. In
common with other services, tourism is put to
the test in the interaction between client and
the staff providing each aspect of the service
package, whether this is check-in at the air-
port, the hotel or excursions. At these times,
clients match what they experience to the
standards, which they expected to enjoy.

The level of analysis for marketeers
should include the transaction between the
company, its staff and the clients. Lalonde and
Zinszer (1976) found an emphasis in the
empirical literature on the significance of ‘the
buyer/seller interface’. Czepiel et al. (1985)
used the term ‘service encounter’ for this inter-
face. Table 20.4 lists seven points distinguish-
ing SE roles from other interpersonal
transactions.

The SE is a process of people doing things
together, continuously interpreting the situation
and adjusting to each other. Much of the inter-
action is however guided by rules, which are
largely unrecognized until something goes

wrong. In other words, to paraphrase Czepiel,
staff and client join in a dyad for the express
purpose of creating a service. In doing so they
each adopt situation-specific roles and behav-
iour. The framework for these purposeful roles
is provided by management decisions determin-
ing the service delivery system, it is this system
that distinguishes the outcomes for consumers
and staff of one organization’s market offering
from those of its competitors (Bettencourt,
1997). The lines of reasoning summarized
above led Shostack (1985) to argue that:

● The encounter can be controlled.
● It can be enhanced.

Further Discussion

One strategy that managers often adopt in
their search for consistent service is to mini-
mize employee discretion and judgement
whenever possible (Sasser et al., 1978). This
approach works well in the manufacturing sec-
tor and is also quite effective for ‘low contact’
services (Chase, 1978). It relies on the specifi-
cation of tasks to a standard of performance
required by management, thereby providing a
basis for measuring the effectiveness of staff
performing tasks. Increased standardization
implies a reduction in the discretion allowed to
individual employees; however, this contradicts
service-sector clients’ normal expectations of
being treated as individuals, with needs which
differ from those of other clients, and which
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Table 20.4. Service encounters.

1. SEs are purposeful.
2. SEs work, recognized as such by both 

parties.
3. SEs are a special type of stranger relationship.
4. SEs are limited in scope: they are focused by

and limited by the functional requirements to
areas of legitimate enterprise.

5. Information exchanges in the SE are limited to
task-related matters.

6. The roles of both the client and the service
staff are well defined.

7. During the service there is a temporary status
differential between the client and the server.

Source: Czepiel (1985).



may vary during the many events of which a
service is composed. Efficiency goals may have
the benefit of efficient use of resources and
clarification of performance targets for staff,
but the resultant mechanical style of service
can conflict with the customers’ expectations
of warm and friendly service. Underlying this
discussion are the twin assumptions that con-
sumers experience a service as a series of
events, while managers see the service as a set
of elements that require skilled coordination
and resource control, in delivering specified
standards to clients.

The service performance is experiential,
and as it involves the way in which a customer
participates, he or she has the potential to
help or hinder the process. The view that serv-
ice quality is produced in the interaction
between a customer and elements in the serv-
ice organization has been referred to as ‘inter-
active quality’. Supportive customer behaviour
has been shown to correlate positively with job
satisfaction and performance, whereas instru-
mental behaviour by customers has negative
outcomes for staff.

The Servuction Approach

There is often more to the ways in which
tourists ‘participate’ in the services they pur-
chase than a passive acquiescence in the serv-
ice delivery system, or an occasional dispute
with staff or managers when some error
occurs. The point at which a customer inter-
acts with the organization has been recognized
as a major organizational design variable
(Chase and Tansik, 1983). Part of the problem
is that services are delivered by people to other
people, and this makes the staff – their
appearance, attitudes, competencies and
behaviour towards the customer, towards each
other and towards their employer, a significant
factor in the service experienced by a cus-
tomer (Shostack, 1985). A major factor is that
task uncertainty is greater when staff work in
direct contact with clients. The interaction cre-
ates uncertainty for service employees prima-
rily because clients’ behaviour cannot be
accurately predicted, yet staff have to commu-
nicate and interact with customers in perform-
ing their work. Similarly, Weitz (1981)

demonstrated that sales representatives who
modify their approach contingent upon cus-
tomers’ behaviour are more effective. But in
services the significance of effective interac-
tions goes beyond delivery; it seems that the
ability of workers to notice and understand
customers’ desires and respond to them
appropriately is crucial (Solomon et al.,
1982).

The term servuction has been coined for
the involvement of customers in the produc-
tion of service. ‘Servuction refers to the pro-
duction and delivery of services – the word is
easily recognized as analogous to production.
The word emphasizes an essential fact: ‘serv-
ices are different from products and should not
be forced to borrow terminology from manu-
facturing’ (Gummesson, 1990, p. 97). The
real difference is the fact that the customer is
involved in servuction process, therefore the
‘service provider has less control over the envi-
ronment and the behaviour of the actors’. He
asks how the quality of cars would be affected
if customers were allowed to wander around
the factory. ‘In participating in the servuction
the customer helps, or makes difficult, the
process. Consequently, servuction quality is
partly the result of interaction and joint efforts
between the customer and the service
provider; it is a result of the division of labour’
(Gummesson, 1990, p. 97).

If any of the moments of truth fail, a con-
sumerist gap (Laws, 1986, 2004) opens, caus-
ing dissatisfaction. The result of any customer
dissatisfaction is twofold for the organization: the
costs of complaint handling, and the potential
loss of future business both from the distressed
customers and from others to whom they voice
their dissatisfaction (Fornell and Wernerfelt,
1987). Sternlicht (2002) described The
Sheraton Promise, a compensation programme
for guests at any Sheraton in the USA or
Canada who complain about one or more of ten
problems (see Table 20.5). A variety of levels of
compensation are to be provided, following an
apology. Staff participate in a role-play training
session where they practice making an apology
and offering compensation.

Management discovers its failure to pro-
vide satisfaction by two feedback mechanisms:
exit and voice. Voice occurs when a consumer
expresses dissatisfaction directly to the firm.
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Hirschman (1970) has classified customers as
alert or inert. Alert customers exit when they
experience dissatisfaction, inert customers
voice, but may exit. Exit is a corrective market
mechanism, which should affect the firm’s
decision making. Successful firms are sensitive
to exit!

Many of the models of marketing behav-
iour include a feedback loop (or loops), a
mechanism by which consumers are able to
express their opinions of a current market
offering. The function is to allow the producer
to modify future output to obtain a closer
match to their wishes. The complaining cus-
tomer can be regarded as providing feedback
that directly attempts to change the firm’s poli-
cies or behaviour, or to obtain compensation.
Voice is more desirable than exit!

Service Standards

Underlying the investigation of the meaning to
customers of their experiences is a view that
this is useful to managers in developing a com-
petitive position, and then maintaining the
advantages gained. In essence, this chapter
argues that an understanding of customer per-
ceptions of service delivery is a necessary but
insufficient condition for satisfactory manage-
ment of consumer experiences. Equally impor-
tant (but a secondary focus here) is an
understanding of the organizational and tech-
nical realities, which underlie the service
design or blueprint. But the blueprint for serv-
ice enactment is drawn up in the context of

two constraints. The general technical and reg-
ulatory factors under which businesses operate
are the first constraint. Next, the blueprint for
two companies operating in similar circum-
stances will differ, reflecting the corporate mis-
sion statement and its senior managers’
understanding of the contingencies and condi-
tions of a particular period. Many organiza-
tions attempt to measure service quality, but
‘they look primarily at the end results . . . and
tend to neglect the service components con-
tributing to those end results’ (Senior and
Akehurst, 1990, p. 7). Similarly, in their pref-
ace Czepiel and the co-editors of a study of
service systems identified an overriding ques-
tion for those who manage or research service
industries. ‘What makes a SE good–good for
the employee, good for the customer and
good for the firm?’ (Czepiel et al., 1985).

Quality Audits

Another important approach is to audit serv-
ice systems for quality. ‘A quality audit is a sys-
tematic appraisal of service quality. It offers a
quick and effective means of assessing service
quality from the point of view of the customer.
. . . Quality audits have often been conducted
by in-house personnel, particularly in large
organizations such as hotel chains. However,
in-house auditors quickly become familiar with
the service standards of their organization.
They may take some aspects of the service
for granted and will also tend to emphasize
the aspects of quality, which management
regard as important rather than those that
are significant to the customer’ (Johns and
Clark, 1993, p. 360). These authors have
developed a method of tracing the customer’s
service experience as a journey through a
series of events. Discussing museum service
auditing, they identify the features noted in
Table 20.6.

Service Problem or Service Crisis

Dissatisfaction with some elements of a com-
plex service is probably a common occur-
rence in the tourism industry. In most cases,
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Table 20.5. The main complaints from hotel
guests.

1. Wrong type of room
2. Room not cleaned properly
3. Uncomfortable bed
4. No wake up call
5. Slow service
6. Noise outside the hotel
7. Errors in the bill
8. Slow check-in
9. Reserved room not ready

Source: Sternlicht (2002).



a service problem is not immediately a service
crisis, although it may escalate into one; Basil
Fawlty knew intuitively how to exacerbate his
clients’ and staff’s concerns.

There are three phases to dealing with
service problems. The immediate challenge is
to recognize that a problem has occurred. The
response should be to remedy the defect
promptly and without drama. A clean fork can
easily be substituted for a dirty one. But the
defect is a service problem too. This is
addressed by waiters who respond to the
client, perhaps spending extra time with them
or by suggesting an addition to the meal
ordered, and if they have the authority, on a
complimentary basis. The third phase is nor-
mally the responsibility of managers rather
than contact staff, although many are empow-
ered to offer compensation such as an
upgrade, a glass of cognac or a voucher dis-
counting any future purchase. Beyond that,
the organization can learn from the customer’s
experience.

Fornell and Wernerfelt (1987) reported
that in over half the cases, which they investi-
gated by following up written complaints,
employees’ responses to the situation had
aggravated the complaint. This is significant
because an even greater proportion of com-
plainants reported that they would tell others
about the events when their complaint was
unresolved. However, in few cases was there a
need for financial compensation – it was more
likely that the complainant wanted better com-
munications and a more pleasant response to
his problem.

Lewis and Morris (1987) have distin-
guished between individual complaint han-
dling, determined by the long-term value of
future purchases of an individual complainant

and that person’s word-of-mouth (WOM)
impact upon other consumers, and aggregate
complaint analysis, identifying and resolving
common consumer problems thus avoiding
their recurrence, and typically calling for a
change in the firm’s marketing mix.

One of the most significant supplier
responses to consumer discontent has been
the widespread establishment within firms of
formal organizational structures for consumer
affairs. Typically, consumer affairs depart-
ments seek to improve relations with the con-
suming public and to make firms more
responsive to the needs and grievances of con-
sumers. They have the potential to improve
the satisfaction of consumers in the market-
place, and offer significant opportunities for
improving marketing effectiveness by improv-
ing the company’s knowledge of its customers’
service experiences and expectations. A report
for the US Commission of Consumer Affairs
(TARP, 1979) showed that complaining cus-
tomers exhibit stronger brand loyalty than cus-
tomers who did not complain and that loyalty
could be strengthened further by the firm’s
complaint handling.

However, reliance on customers’ unso-
licited comments is subject to limitations such
as those identified by Lewis and Morris (1987).
They pointed to differences in personal behav-
ioural characteristics tending to make com-
plaints more or less likely, and addressed the
organizational consequences of customer com-
plaints, suggesting that interdepartmental
communications might be suppressed because
of various behavioural barriers in particular
organizations. In particular, the higher the rate
of consumer complaints, the more isolated is
the complaint handling function likely to
become.

Complaints are not always directed for-
mally to the organization supplying a service.
Many customers, whether dissatisfied or
pleased with a service, discuss their experi-
ences with friends, relatives or colleagues. The
commercial significance of WOM communica-
tions in social interactions is that dissatisfied
customers are likely to tell many friends and
business colleagues about their (perceived) bad
experiences (Stafford, 1966). They may
thereby influence their contacts away from that
supplier. However, if the dissatisfied client can
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Table 20.6. Features of museum service quality.

1. Extensive movement of people
2. Unpredictable flow and demand patterns
3. A need to help customers make decisions

about what they want to see and in what detail
4. A comparatively long journey time during which

services such as food, drink and toilet facilities
will probably be needed

5. Commercial opportunities

Source: Johns and Clark (1993).



be persuaded to direct his or her complaint to
the company, it then has a second chance to
put matters right, and in addition to placating
one customer (and his travelling party), may
also gain favourable WOM recommendations
amongst the passenger’s circle of influence.

The value of complaints lies both in their
power as a communications device and as a
means of giving the firm a chance to turn a
dissatisfied customer into a satisfied and loyal
customer (Fornell, 1981). The foregoing
analysis suggests that marketing oriented man-
agers should encourage complaining behav-
iour; but the key to long-term benefits from the
strategy lies in effective analytical techniques
as a basis to their response strategies.

The Costs of Quality Control

Three sets of costs are involved in quality con-
trol systems, shown in Table 20.7. It is a man-
agerial prerogative to decide which of these
should be emphasized.

Profit Impacts of Service Quality
Control Measures

There is no doubt that relative perceived qual-
ity and profitability are strongly related:

Whether the profit measure is return on sales
or return on investment, businesses with a
superior product/service offering clearly
outperform those with inferior quality.

(Buzzell and Gale, 1987)

Hollins and Hollins (1991) have also advo-
cated a process of continuous improvements,
relying on a view which also underlies service

blueprinting that the service is a chain of
events which the customer experiences. They
regard the stage of designing the service is its
managers’ main opportunity to determine the
characteristics of the service offered to cus-
tomers. Zeithaml et al. (1996, p. 31) report
that many organizations ‘have instituted meas-
urement and management approaches to
improve their service. ... the issue of highest
priority today involves understanding the
impact of service quality on profit and other
financial outcomes of the organization’.
However, ‘the link between service quality and
profits is neither straightforward nor clear’.

An organization incurs costs from any
service failure, but implementing a quality con-
trol system also incurs costs. These costs result
from actions taken to get a service right from
the start, auditing that it is correctly delivered
and the expenses of responding to any failure
(Lockyer and Oakland, 1981). From a mana-
gerial perspective, the techniques used in serv-
ice blueprinting and consumerist gap studies
(Laws, 2004) can assist in locating problems
with an existing service delivery system, and it
can also be helpful in evaluating the benefits of
alternative remedial actions. Apart from the
physical or psychic consequences for cus-
tomers and staff of unsatisfactory services, the
costs include disturbance in the running of
departments and a reduction in future sales
levels, resulting from dissatisfaction. Further
costs are incurred in implementing preventa-
tive measures to reduce future dissatisfaction,
including the redesign of service delivery sys-
tems or training and motivational programmes
for staff.

Anderson (1988) discussed the impor-
tance of informal communications between
individuals concerning their evaluation of serv-
ice experiences, in contrast to formal compli-
ments. He considers that the individual’s
degree of satisfaction is generally regarded as
the antecedent of their product-related com-
ments to colleagues. He further notes that
there is a general consensus that satisfied and
loyal customers engage in comment, but also
empirical evidence indicates that dissatisfied
customers are more vocal still.

‘When service failures occur, the organi-
zation’s response has the potential to either
restore customer satisfaction and reinforce
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Table 20.7. Costs of quality management.

1. Failure costs – errors, correction, checking,
dealing with customers complaints, the costs of
getting it wrong.

2. Appraisal costs – checking, inspection, quality
audits, checking that it is right.

3. Prevention costs – planning training, good
procedures, getting it right first time.

Source: Lockyer and Oakland (1981).



customer loyalty or exacerbate the situation
and drive customers to a competing firm’
(Bateson, 2002, p. 65). Fisk et al. (1993,
p. 75) regard service recovery, the actions the
organization takes in response to a service fail-
ure, as a research area of great importance.
‘The service recovery paradox predicts that a
customer’s cumulative satisfaction with a serv-
ice organization … will increase when he or
she is very satisfied with the organization’s
handling of a service failure.’

First or Second Generation Service
Thinking

There is a general consensus in the research
community that tourism services are complex,
and that any aspect can contribute to the suc-
cess or failure of a service. Despite this, many
studies and management actions are hindered
by inappropriate ways of thinking about serv-
ices, and their complex nature. The ‘first gen-
eration’ approach to services discussed by
Normann (1991) persists, relying on experi-
ence transferred from the manufacturing sec-
tor where management decisions about design
and manufacturing control usually result in log-
ically predictable outcomes. The weakness in
the management and analysis of service organ-
izations arises from themes in economic the-
ory that rely on mathematical analysis of a set
of forces tending to stability and equilibrium, in
contrast to the heterogeneous, dynamic forces
tending to greater diversity and increasing
complexity in the market place (Gleick, 1987;
Faulkner and Russell, 1997). These are inade-
quate to either describe or analyse tourism
service quality issues fully, and imply that flex-
ible, innovative management approaches are
needed.

Marketing insights and methods play a
central role in setting organizational resources
to work towards achieving predetermined tar-
gets of turnover, growth, volume of business
and so on. Organizational targets and the
steps to reach them are usually specified in a
business plan that shows how the organization
intends to satisfy its objectives. These may be
set out in a formal statement of its mission, the
way in which it relates to society and reflect
intelligence about emerging trends in the com-

pany’s environment, and a detailed under-
standing of the company’s own operational
strengths.

Mattsson (1985) distinguished two types
of relationship essential to a firm’s success.
Vertical relationships describe the relation
between a firm and its customers. Horizontal
relations exist between a firm and others sup-
plying it. Porter (1985) stressed the impor-
tance of sound industry relationships. Buhalis
and Laws (2001) have edited a collection of
studies examining key aspects of channel
management in the tourism and hospitality
industry. More recently, research has focused
on the special management characteristics of
service organizations, particularly SEs, service
design, service quality and customer satisfac-
tion, internal marketing and relationship mar-
keting. Together, they represent a new
approach to management, which Gummesson
(1990) argued is sufficiently different from
earlier approaches to merit recognition as a
paradigm shift.

A great deal of managerial effort is
directed towards achieving improvements in
the efficiency and effectiveness of organiza-
tions. It was noted earlier that one of the dis-
tinguishing characteristics of services is their
dependence on direct contact between staff
and clients in the delivery of the service. In
contrast, the manufacturing of most products
occurs ‘offstage’, remote from the view of cus-
tomers. Although managers may wish to spec-
ify precise standards for their services, just as a
production manager in a factory setting would
be expected to, in reality each service transac-
tion is itself a variable and the quality of the
service is dependent on the interaction
between staff and client in the context of the
physical setting and the technical features of
the service delivery system designed by its
managers. Furthermore, the quality of the
service provided is judged by each client. This
is the basis for second generation service
thinking, which emphasizes both that the
organization should be designed around good
service delivery and that its management
should be constantly focused on quality issues,
designing the system from that perspective.

An additional factor in many services is
that the variety of tasks involved calls for a
team-based approach. Consequently, it has
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been pointed out that ‘team work is the focus
of service quality programmes in several firms
known for their outstanding customer service’
(Garvin, 1988). Wisner (1999) studied trans-
portation quality improvement programmes,
and placed importance on finding the root
causes of quality problems, employee empow-
erment and setting quality goals and standards.
He showed that it is effective for managers to
involve and support employees in a continuous
improvement process and to stress the impor-
tance of role behaviours that allow the pro-
grammes to succeed. Wisner also noted a
strong correlation between quality pro-
grammes and performance elements such as
customer service, on-time deliveries, competi-
tiveness, customer complaints, future growth
expectations, employee productivity and sales.

Conclusion

The author’s view is that interaction, con-
sumer satisfaction, the design of the service
and the way it is presented are components of
the distinction customers make between one
company and its competitors. The conclusion

to draw from the preceding discussion is not
that managers should maximize contact
points, increase complexity or invest in the
most luxurious service settings. Rather, deliber-
ate decisions should be taken on each of these
aspects to create a service balance which is
appealing to target customers and which can
be delivered by a particular organization reli-
ably and profitably.

Once a service has been designed, man-
agers face the challenges of ensuring that it is
delivered to clients in a consistent way which
yet recognizes their individual needs and con-
cerns, but also can respond to service prob-
lems. By examining the factors influencing
customers’ changing satisfaction, another
measure of the effectiveness of any quality
control systems in place can be activated; and
the benefits of additional quality control sys-
tems can be assessed. The appropriateness of
the technical design of delivery systems can
also be explored (as shown in Laws, 2004),
and taken together with an understanding of
the meaning to customers of their service
experiences, this is helpful to managers seek-
ing to develop a competitive position, then
maintain the advantages gained.
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Marketing Research in Tourism and
Hospitality

Research in tourism and hospitality marketing
has matured over the past few decades, fuelled
by a proliferation of texts and journals specifi-
cally related to the subject. In a critique of mar-
keting research theory and methodology in the
tourism industry, Baker et al. (1994) suggest
that the tourism industry is progressing
through the stages of the management devel-
opment process to a true marketing orienta-
tion. The most important point of this
evolution of management orientation is that
the true marketing orientation is the most effi-
cient, and the marketing research process is
the key to that efficiency. Marketing research
is only an input to management decision mak-
ing, not a substitute for it. Tourism managers
who understand this point will better meet
their customers’ demands for goods and serv-
ices and simultaneously use fewer resources to
provide those goods and services. Good
research is the key to good customer service.
If the research is not effective, efficient or
accountable, then the tourism management
decision process is at best not supported and
at worst erroneously influenced.

Just as Baker et al. (1994) have provided a
critique of tourism research, Morrison (2002)

recently reflected on hospitality research.
Despite acknowledging that over recent decades
hospitality research has made considerable
advancements, he highlights a significant degree
of debate concerning the definitional, philo-
sophical and conceptual dimensions of hospital-
ity. Morrison’s conclusions call for definitional
precision for hospitality; a clearly articulated
research philosophy locating hospitality as a
specialist field of study within the social science
landscape; an enhanced degree of research phi-
losophy awareness by researchers; and the ben-
efits of formulating and agreeing an internally
valid conceptual framework. He presents a pre-
liminary attempt to conceptualize hospitality
research at the start of the 21st century, con-
ceived as a fourfold circular model (see Fig.
21.1).

According to McIntosh et al. (1995),
there are six reasons to conduct tourism and
hospitality research:

1. To identify, describe and solve problems in
order to increase the efficiencies of day-to-day
tourism operations.
2. To keep tourism and hospitality firms in
touch with their markets in terms of trends,
changes, predictions, etc.
3. To reduce the waste produced by tourists
and tourist organizations.



4. To develop new areas of profit in terms
of finding new products, services, markets,
etc.
5. To help promote sales in situations where
research findings are of interest to the public.
6. To develop goodwill – the reason being that
the public thinks well of firms that are doing
research in order to meet consumers’ needs
better.

Unfortunately in tourism and hospitality,
many smaller organizations feel that ‘real’
marketing research is a costly and time-con-
suming luxury only available to large compa-
nies with professional research staff,
sophisticated computers and an almost unlim-
ited budget. Other organizations see market-
ing research as something to be undertaken
when a major event is about to occur – the
introduction of a new product, the acquisition
of a new property or a change in target mar-
kets. Its value then is recognized, but its ability
to contribute to an organization’s success on a

day-to-day basis is often overlooked. Another
common problem in the tourism industry is
that organizations are not making full use of
the information that already exists and is eas-
ily accessed. Sometimes information is avail-
able and studies are done, but the results are
either ignored or not fully considered in the
final decision-making process. It happens
when the information is not in accord with the
prevailing view of management or when the
information has not been properly analysed
and clearly presented.

Applied Research in Tourism and
Hospitality

Most marketing research is classified as
applied research, undertaken to answer spe-
cific questions. It differs from pure research
(done by scientists at universities or by gov-
ernment authorities), which is aimed at the
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discovery of new information. Applied
research in tourism and hospitality can be
grouped into eight categories: (i) research on
consumers; (ii) research on products and serv-
ices; (iii) research on pricing; (iv) research on
place and distribution; (v) research on promo-
tion; (vi) research on competition; (vii)

research on the operating environment; and
(viii) research on a destination. Table 21.1 lists
some of the typical research programmes
undertaken within these categories.

This chapter focuses on the first category:
research on consumers. The process by which
customers evaluate a purchase, thereby deter-
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Table 21.1. Applied research in tourism and hospitality.

1. Research on consumers. 2. Research on products and services.
● Identifying existing markets. ● Measuring attitudes towards existing 
● Identifying potential markets. products
● Identifying lapsed consumers. or services.
● Identifying tourism constraints. ● Identifying potential new products which 
● Testing customer loyalty. may be at the end of their product life cycle.
● Developing detailed consumer profiles. ● Identifying products that are considered 
● Identifying general trends in demographics and acceptable substitutes/alternatives.

psychographics. ● Evaluating competitor’s products.
● Identifying changes in attitudes and ● Evaluating consumer attitudes towards 

behaviour patterns (generally). décor, presentation and packaging.
● Identifying changes in attitudes and behaviour ● Evaluating consumer attitudes about 

patterns (product-specific). combinations of products and services 
● Measuring consumer satisfaction. (bundles of product attributes).

3. Research on pricing. 4. Research on place and distribution.
● Identifying attitudes towards prices. ● Identifying attitudes towards location.
● Testing attitudes towards packages ● Identifying attitudes towards buildings/

and individual pricing. premises.
● Identifying costs. ● Identifying attitudes on virtual sites.
● Identifying costing policies of ● Identifying potential demand for product or

competitors. services at other locations.
● Testing alternative pricing strategies. ● Identifying cooperative opportunities for 
● Testing payment processes (credit cards, distribution of information or services.

electronic funds transfer, etc.). ● Identifying problems with the distribution 
● Measuring willingness-to-pay. system.

5. Research on promotion. 6. Research on competition.
● Testing and comparing media options. ● Measuring awareness.
● Testing alternative messages. ● Measuring usage.
● Testing competitor’s messages and their ● Identifying levels of customer loyalty.

effectiveness. ● Identifying competitors’ strengths and
● Testing new communications options (Internet, weaknesses.

e-mail, Web pages). ● Identifying marketing activities.
● Identifying cooperative opportunities. ● Identifying specific competitive advantages 
● Measuring advertising and promotion (locations, suppliers, etc.).

effectiveness. ● Identifying cooperative opportunities.

7. Research on the operating 8. Research on a destination.
environment. ● Measuring residents’ attitudes.
● Economic trends. ● Measuring relative competitiveness.
● Social trends. ● Benchmarking.
● Environmental issues. ● Measuring customer loyalty.
● Political climate and trends. ● Identifying tourism activities.
● Technological developments and ● Identifying spending patterns.

their impact. ● Branding research.



mining satisfaction and likelihood of repur-
chase, is important to all marketers, but espe-
cially to services marketers because, unlike
their manufacturing counterparts, they have
fewer objective measures of quality by which to
judge their production (Zeithaml et al., 1988;
Brown and Swartz, 1989). The issue of meas-
uring service quality has received increasing
attention in recent years in the tourism and
recreation literature (Crompton and Mackay,
1988; Crompton et al., 1991; Hamilton
et al., 1991; Crompton and Love, 1995).
However, to date only a few comprehensive
attempts have been made to assess service
quality in the tourism industry specifically
(Chadee and Mattsson, 1996) and fewer still in
tour operating (Hudson and Shephard, 1998).
This chapter assesses the four main methods
of measuring customer service quality, and
then in a case study, compares these methods
by measuring service quality for a medium-
sized UK tour operator.

Measuring Service Quality

The two main research instruments that have
been developed over the years to analyse the
concepts of quality and consumer satisfaction
in the service industry are: importance–
performance analysis (IPA) and service quality
(SERVQUAL). IPA is a procedure that shows
the relative importance of various attributes
and the performance of the firm, product or
destination under study in providing these
attributes. Its use has important marketing and
management implications for decision makers,
and one of the major benefits of using IPA is
the identification of areas for service quality
improvements. Results are displayed graphi-
cally on a two-dimensional grid; and by a sim-
ple visual analysis of this matrix, policymakers
can identify areas where the resources and pro-
grammes need to be concentrated. Introduced
over 20 years ago (Martilla and James, 1977),
the use of IPA is well documented in the litera-
ture. Originally applied to the service depart-
ment of an automobile dealer, the employment
of this marketing technique has spread into var-
ious fields. It has been applied to the health
care market (Cunningham and Gaeth, 1989),

dental practices (Nitse and Bush, 1993), bank-
ing services (Ennew et al., 1993), the hotel
industry (Bush and Ortinau, 1986; Martin,
1995), adult education (Alberty and Mihalik,
1989), tourism policy (Evans and Chon, 1990)
and tourist destinations (Hudson and
Shephard, 1998).

Others have sought to modify or develop
the technique. Easingwood and Arnott (1991)
used a similar idea to present their survey-
based study of generic priorities in services
marketing. They employed two dimensions: (i)
current effect on performance (similar to
importance); and (ii) scope for improvement
(related to performance). They also suggested
an additional matrix of ease of change and
sensitivity to change, to reflect the practicali-
ties and constraints to improvement. Slack
(1994) built on this idea by examining how the
matrix could be modified to reflect managers
perceived relationships between importance,
performance and priority for improvement.
Finally, in a study of health care services,
Dolinsky (1991) extended IPA to include com-
petitors’ performance, concluding that inap-
propriate strategies may result if a competitive
dimension is not included in the analysis.

The validity and reliability of IPA has been
questioned (see Oh, 2001). The main limita-
tions lie in the survey instrument itself. The
Likert scale does not have the ability to distin-
guish between subtle differences in levels of
importance and performance. It also does not
take into account any relationship that might
exist between the levels of importance and
performance and the cost of that service.
There are also problems associated with aggre-
gating across all customers to generate meas-
ures of expectations and performance
associated with either a single attribute or the
overall service offering. In particular, it is pos-
sible that consumers who think that an attrib-
ute is important also perceive it to be poorly
supplied, while those who think the same
attribute is unimportant may perceive it to be
well supplied. The comparison of means could
reveal a close match on aggregated scores and
yet there may still be a quality mismatch.

SERVQUAL is an instrument developed
by Parasuraman et al. (1985), which focuses
on the notion of perceived quality. It is based
on the difference between consumers’
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expectations and perceptions of service.
Exploratory research conducted in 1985
showed that consumers judge service quality
by using the same general criteria, regardless
of the type of service. Parasuraman et al.
captured these criteria using a scale com-
posed of 22 items designed to load on five
dimensions reflecting service quality. The
dimensions are: (i) assurance; (ii) empathy; (iii)
reliability; (iv) responsiveness; and (v) tangi-
bles. Each item is used twice: first, to deter-
mine customer’s expectations about firms in
general, within the service category being
investigated; second, to measure perceptions
of performance of a particular firm. These
evaluations are collected using a 7-point
Likert scale. According to the authors, the
service quality is then the difference between
customer’s perceptions and expectations.

SERVQUAL is a concise scale, easy to
use by managers, and is now referred to as a
standard by other service researchers (Llosa
et al., 1998). The scale has been replicated in
many different service categories so as to
examine its generalizability. However, some of
them show that conceptual and methodologi-
cal problems exist regarding the measurement
of perceived service quality and its true dimen-
sionality. Cronin and Taylor (1994), for exam-
ple, have argued that the mere fact of asking a
respondent to mark his perceptions of per-
formance already led him to compare mentally
his perceptions and expectations. In other
words, the estimation of perceptions might
already include a perception minus expecta-
tion mental process. They suggest that just
performance, or SERVPERF, is the measure
that best explains total quality. Yuksel and
Rimmington (1998) also suggest that perform-
ance is the only most reliable and valid meas-
ure of satisfaction. However, Parasuraman
et al. (1993) answer these criticisms empha-
sizing that the critical indicator for a firm will-
ing to improve its service quality is the
amplitude and the direction of the gap
between the expectation and the perceptions
scores, not the perception itself. Tribe and
Snaith (1997) also suggest that performance
alone cannot give a full picture of satisfaction.

In its original form, the SERVQUAL
instrument measured ideal expectations and
perceptions. In response to certain criticisms

regarding the measurement of expectations, a
refined and more sensitive measure of expec-
tations covering minimum and desired levels of
service has been proposed by Parasuraman
et al. (1994). However, Caruana et al. (2000)
investigated the usefulness of the revised
SERVQUAL instrument and concluded that
the addition of minimum expectations has
added little that is of incremental value to the
measurement of service quality.

Other criticisms of SERVQUAL focus
on the nature and number of dimensions.
SERVQUAL replications, carried out in differ-
ent service activities, show that the number of
dimensions in the scale is not unique. For
instance, Finn and Lamb (1991) found out
that the dimensions change when customers
estimate ‘product’ services (department stores)
instead of ‘pure’ services (banks). The number
of dimensions found in the different replica-
tions varies from three (McDougall and
Levesque, 1992) to nine (Carman, 1990).
Babakus and Mangold (1989) and Cronin and
Taylor (1992, 1994) considered SERVQUAL
as ‘undimensionable’ because they do not
confirm the scale structure. Llosa et al. (1998)
disagreed with the last criticism, but did find
that the 22 items of the SERVQUAL scale do
not clearly evoke, in respondents’ minds, the
five service quality dimensions. In fact, using a
revised SERVQUAL scale, Parasuraman et al.
(1994) moved away from their original five
dimensions to three: reliability, tangibles and a
single factor for responsiveness, assurance
and empathy. More recently, Brady and
Cronin (2001) found that the service quality
construct conforms to the structure of a third-
order factor model that ties service quality to
distinct and actionable dimensions: outcome,
interaction and environmental quality. In turn
each has three subdimensions that define the
basis of service quality dimensions.

A third major criticism of SERVQUAL is
that information about importance is not
gathered and integrated in the calculation of
the quality score. Importance is recognized by
many authors as relevant for the measuring of
perceived service quality (Carman, 1990; Fick
and Ritchie, 1991; Koelemeijer, 1991;
McDougall and Levesque, 1992). However,
the relative importance of each of the dimen-
sions in contributing to overall quality of
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service is rarely addressed in SERVQUAL
studies. Carman (1990) suggests that the orig-
inal SERVQUAL model should have been
expressed as:

Q = ∑ Ii (Pi − Ei) where I is the importance
of service attribute i

The equation shows that all three variables –
importance, perceptions and expectations –
are material and play different roles in evaluat-
ing overall quality. Thus, a user of these scales
should collect information on all three vari-
ables, not just perceptions and expectations.
This provides a clear list of priorities, ensuring
service provider’s focus on the most important
aspects first. Following this procedure allows
organizations to gain a comprehensive under-
standing of customer expectations, how the
industry as a whole is performing against
them, and what aspects of service are most
important to the customers.

Attempts have been made to compare the
relative predictive validity of these alternative
measures for evaluating quality (Dorfman,
1979; Crompton and Love, 1995; Yuksel and
Rimmington, 1998). In all three studies, the var-
ious methods (SERVQUAL, IPA, SERVPERF)
were correlated with an overall measure of qual-
ity to find that measures of performance alone
have higher predictive validity than do meas-
ures that incorporate expectations or prefer-
ences. They also found that the inclusion of
importance weights did not improve the pre-
dictive validity of the measures. But the studies
had limitations. The dependent variable itself
was a performance-based measure and, as
such, was more similar to the performance
than to the disconfirmation measures. It is
therefore not surprising that measures of per-
formance had higher predictive validity than
measures that incorporated expectations or
preferences. In addition, all the studies asked
respondents to comment on both importance
and performance at the same time, whereas
many believe that one interview should be con-
ducted before the service experience, and
another after the experience to avoid ‘hindsight
bias’ (Weber, 1997; Llosa et al., 1998;
Caruana et al., 2000).

Despite such attempts to find the ‘right’
measure for service quality, there still appears

to be no consensus in either the leisure or the
marketing literature on how evaluation of qual-
ity should be operationalized. Dorfman (1979)
and Crompton and Love (1995) concluded
that there is no single best way to measure
recreational satisfaction acknowledging that
the diagnostic potential of the SERVQUAL
and IPA format has emerged as the primary
rationale for preferring its use over the simple
perceptions format.

Case Study: Measuring Service
Quality in the Tour-operating Sector

In the tour-operating sector, customer research
is still naive, with most tour operators relying
upon traditional methods of customer feed-
back such as customer service questionnaires
(CSQs) at the end of the holiday. Although
such methods are important as they provide
information about the customer’s actual holi-
day experience, they are unable to provide a
measure of their original expectations about
their holiday. In fact, managers have revealed
scepticism with regard to the precise useful-
ness of CSQs while nevertheless persisting
with their use (Bowen, 2001). All major pack-
age holiday companies have spoken about the
need to exceed customer expectations in order
to deliver exceptional service. To do this suc-
cessfully, they need to understand what cus-
tomers expect from their holiday, rather than
assuming that they already know it.

This study was an attempt to compare and
contrast the various methods used to measure
service quality by building on the literature
reviewed above. Service quality and customer
satisfaction for holidaymakers was measured
using IPA and SERVQUAL. In addition, service
quality was measured according to the formula
recommended by previous service quality
researchers (Carman, 1990; McDougall and
Levesque, 1992; Martin, 1995; Heung et al.,
2000), whereby the SERVQUAL gap between
customers’ expectations and perceptions is to
be multiplied by how important customers rate
each element of service. Finally, Cronin and
Taylor (1994) suggest that just performance, or
SERVPERF, is the measure that best explains
total quality, so the results of performance only
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were analysed in order to compare with the
other three formulas.

Based on the service quality models
reviewed, a research programme was carried
out in winter 1999/2000 for a medium-sized
UK tour operator. The idea was to use the
results to form an action plan of improvements
for customers and allow the company to iden-
tify the key drivers of customer satisfaction.
The aims were as follows:

● Understand what consumers expect from
each individual aspect of their holidays.

● Understand what aspects are important to
them.

● To examine each aspect of service delivery
and identify the service quality gaps.

● To compare the different methodologies for
calculating service quality.

Although most replications of SERVQUAL
and IPA ask respondents to complete the sur-
vey in one interview, many authors recom-
mend that one should conduct two interviews
with a given respondent, one before the serv-
ice experience and the other after the experi-
ence (Carman, 1990; Weber, 1997; Llosa
et al., 1998; Caruana et al., 2000). So one
month before they went on holiday, customers
were asked to complete first the following
questionnaire:

1. What is important to you? This asked
respondents to rate on a 5-point Likert scale
(ranging from extremely important to not at all
important) 146 elements of their holiday.
These elements represented the complete
service delivery chain and included the useful-
ness of the brochure, getting to the airport,
flights, representative, resort, accommodation
and contacts with the tour operator at home.
2. What are your expectations? Respondents
were then asked to rate on a 5-point Likert scale
(ranging from definitely expected to definitely
not expected) the same 146 elements of their
holiday.

In a second questionnaire towards the end of
their holiday, respondents were asked:

3. How did you find it? This questionnaire
asked respondents to rate on a 5-point Likert
scale (ranging from strongly agree to strongly

disagree) the same elements of their holiday as
measured in points 1 and 2 above.

The sample was drawn from the population of
bookings taken for the upcoming winter season.
A representative sample was chosen in terms of
accommodation types and resorts in order to
increase both the reliability and the validity of
the research programme. Customers from all
over the UK were asked in writing if they would
like to participate in the panel and offered a
£100 travellers cheque for participating. A total
of 250 people were asked to participate in the
study and the response rate was 88%. Because
the scale dimensionality of SERVQUAL appears
to have a weak standing and the five dimensions
are not as distinct and independent as one
would wish (Llosa et al., 1998), this study did
not attempt to force the attributes into the five
original SERVQUAL dimensions. Instead, the
146 elements were divided into 13 different
dimensions reflecting various aspects of the hol-
iday experience (see Table 21.2).

When the respondents had completed the
questionnaires, a service quality score was cal-
culated for each question, using the following
four formulas:

1. Performance (P) minus Importance (I).
2. Performance (P) minus Expectations (E).
3. Performance (P) minus Expectations (E)
multiplied by Importance (I).
4. Performance (P) only.

Results

Data were analysed using SPSS for Windows,
and a service quality score was calculated for
each dimension of the holiday experience.
Table 21.2 compares the mean scores for
expectations and performance (SERVQUAL),
and the results clearly show a negative service
gap in all dimensions. In fact, mean scores
were significantly lower (P < 0.05) on per-
formance for all dimensions except for the
quality of the skiing and snowboarding.

According to the IPA (see Table 21.3), the
mean scores for performance were all signifi-
cantly lower (P < 0.01) than importance on all
dimensions except for the company magazine.
A two-dimensional action grid was plotted
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(see Fig. 21.2), where importance values form
the vertical axis while performance values
form the horizontal axis. The literature on the
use of IPA indicates that the selection of the
crosshairs should consider management’s
goals for the study in question, and if possible,
should force at least one attribute into each of
the four quadrants (Martilla and James, 1977).
However, few of the studies using IPA referred
to earlier actually relate to this consideration,
despite its importance. For this study, no

attributes were forced into a quadrant, and the
company was consulted on the position of the
intersect on the action grid. Because managers
were most interested in attributes that cus-
tomers felt were important or extremely
important, the value of 4 was chosen as the
crosshair for the vertical axis. Also, placement
of the crosshairs of performance at 4 reflected
a desire to maintain or increase performance
standards for the company. Company man-
agers felt that any attributes perceived by
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Table 21.2. Comparisons between expectation and performance in holiday dimensions (SERVQUAL).

Expectations Performance Pair-wise t-test

Mean SD Mean SD t-value P-value

1. Brochure 4.254 0.438 3.742 0.575 −10.88 0.000
2. Waiting to go 4.144 0.427 3.640 0.715 −9.35 0.000
3. Journey 3.849 0.428 3.358 0.464 −12.20 0.000
4. Meeting the rep 4.082 0.515 3.894 0.811 −2.80 0.006
5. Transfer to accommodation 3.811 0.563 3.471 0.759 −4.93 0.000
6. Arrival at accommodation 3.767 0.521 3.582 0.871 −2.46 0.015
7. Accommodation 3.994 0.416 3.645 0.719 −5.86 0.000
8. Welcome 4.053 0.442 3.700 0.882 −4.95 0.000
9. Resort activities 4.009 0.472 3.634 0.600 −7.11 0.000

10. Skiing/snowboarding 4.230 0.493 4.208 0.538 −0.43 0.666
11. Company magazine 3.250 0.938 2.963 1.443 −2.38 0.018
12. Departure 3.954 0.484 3.784 0.830 −2.41 0.017
13. Transfer to airport 4.120 0.584 3.912 0.919 −2.59 0.011

Dimensions of the 
holiday experience

Table 21.3. Comparisons between importance and performance in holiday dimensions.

Importance Performance Pair-wise t-test

Mean SD Mean SD t-value P-value

1. Brochure 4.152 0.500 3.747 0.575 −8.63 0.000
2. Waiting to go 4.083 0.513 3.640 0.715 −7.49 0.000
3. Journey 3.919 0.477 3.358 0.464 −12.57 0.000
4. Meeting the rep 4.149 0.568 3.894 0.811 −3.53 0.001
5. Transfer to accommodation 4.004 0.534 3.471 0.759 −7.82 0.000
6. Arrival at accommodation 3.934 0.534 3.582 0.871 −4.88 0.000
7. Accommodation 4.038 0.437 3.645 0.719 −6.66 0.000
8. Welcome 3.941 0.541 3.700 0.882 −3.53 0.001
9. Resort activities 4.113 0.447 3.634 0.600 −9.69 0.000

10. Skiing/snowboarding 4.414 0.469 4.208 0.538 −4.77 0.000
11. Company magazine 3.083 1.069 2.963 1.443 −1.07 0.285
12. Departure 4.034 0.461 3.784 0.830 −3.82 0.000
13. Transfer to airport 4.371 0.479 3.912 0.919 −5.56 0.000

Dimensions of the 
holiday experience



customers to be performing below good or
excellent should be identified.

Figure 21.2 identifies where each of the
13 dimensions fall in terms of the four quad-
rants. According to the grid, only one of the
dimensions – the quality of skiing and snow-
boarding – fell into the ‘Keep Up The Good
Work’ area (quadrant B). Four dimensions fell
within the ‘Low Priority’ (quadrant C) area.
Holidaymakers rated these items low in per-
formance but attached less importance to
them. Significantly, the largest number of
dimensions (eight) fell into the ‘Concentrate
Here’ (quadrant A) area of the action grid.
Respondents rated these attributes high in
importance but low in performance. These
dimensions were: the brochure; waiting to go;
meeting the rep; transfer to accommodation;
accommodation; resort activities; departure;
and transfer to the airport.

A pair-wise t-test was conducted to meas-
ure the differences between SERVQUAL and
IPA scores (see Table 21.4). There was a sig-
nificant difference between 11 of the 13
dimensions (P < 0.05), and the IPA score was
higher than the SERVQUAL gap for nine of
the service quality dimensions. This was

explained by the fact that importance scores
were higher than expectation scores for these
nine dimensions. This could be attributed to
the fact that when respondents are directed to
consider one attribute at a time, they are likely
to inflate importance ratings of most attributes
(Oh, 2001).

Service quality scores were then calcu-
lated using the formula suggested by Carman
(1990) and others whereby the SERVQUAL
gap is multiplied by importance. Finally, the
results of performance only (SERVPERF) were
analysed in order to compare with the other
three formulas.

Table 21.5 indicates how each service
quality dimension ranks according to the four
models. It is interesting to note that factoring
in importance actually makes little difference
to the SERVQUAL rankings (the ranking of
only four dimensions change), thereby adding
little credence to Carman’s formula referred to
earlier. The results of calculating performance
only (SERVPERF) appear to produce very dif-
ferent rankings to the IPA for the dimensions,
most noticeably for the company magazine,
which is ranked highest using IPA but lowest
using SERVPERF. Similarly, SERVPERF and
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SERVQUAL formulas produce differing ranks
for the dimensions, although respondents
show a reasonably high level of satisfaction
with the overall level of performance (M =
3.65). Pearce (1991) and Hughes (1991) have
argued that tourists may be satisfied even
though their experiences did not fulfil their
expectations. Yet, despite the many differ-
ences in rankings, the dimension skiing/snow-
boarding is ranked in the top two by all four
tests, while the journey is ranked in the bottom
three by all the tests.

As would be expected, SERVQUAL and
IPA produced different rankings for the holiday
dimensions. According to SERVQUAL, the
largest gaps can be found in the brochure,
waiting to go and the journey. Customers
ranked the skiing, the departure arrangements
and the arrival at accommodation as the top
three in service quality. IPA on the other hand
suggested that the biggest service quality prob-
lems were to be found in the journey, transfer
to accommodation and resort activities, with
the smallest gaps being for the magazine, the
skiing and the welcome.

Expressing the data as four non-categori-
cal, non-parametric, related groups allows
Friedman’s two-way ANOVA (ANalysis Of
Variance between groups) test to be used to
determine if there is any statistically significant
difference between the four approaches to
measuring satisfaction. Further, the data were

tested for internal reliability using Cronbach’s
alpha. The results report an alpha value of
0.8219, indicating a strong internal reliability,
while the Friedman’s two-way ANOVA test did
not establish a significant difference between
any of the four methodologies employed. In
order to substantiate these findings, each
methodology was individually compared with
the other three, using the Wilcox Matched-
Pairs Signed-Ranks Test. Once again, there
was no significant statistical difference
between any of the methodologies used for
calculating service quality.

Implications

The findings here suggest that the service
quality measurements of IPA, SERVQUAL
and SERVPERF do not produce statistically
different results, and that Carmen’s formula
for measuring service quality by factoring in
importance requires more extensive field trials
– an observation supported by others
(Dorfman, 1979; Crompton and Love, 1995;
Williams, 1998). Using SERVPERF alone
does produce relatively high levels of satisfac-
tion, but many researchers argue that per-
formance ratings alone may not lead to the
same practical applications as difference
scores. For example, looking at the
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Table 21.4. Comparisons between IPA and SERVQUAL.

IPA gap SERVQUAL gap Pair-wise t-test

Mean SD Mean SD t-value P-value

1. Brochure −0.413 0.634 −0.507 0.617 2.64 0.009
2. Waiting to go −0.442 0.788 −0.504 0.716 1.66 0.099
3. Journey −0.561 0.586 −0.491 0.528 −1.83 0.069
4. Meeting the rep −0.256 0.949 −0.188 0.883 −1.46 0.147
5. Transfer to accommodation −0.533 0.879 −0.340 0.890 −3.64 0.000
6. Arrival at accommodation −0.354 0.979 −0.185 1.001 −3.29 0.001
7. Accommodation −0.393 0.802 −0.349 0.791 −1.27 0.207
8. Welcome −0.245 0.953 −0.352 0.938 2.64 0.009
9. Resort activities −0.485 0.675 −0.375 0.701 −2.96 0.003

10. Skiing/snowboarding −0.214 0.587 −0.021 0.663 −4.89 0.000
11. Company magazine −0.124 1.771 −0.286 1.585 2.13 0.035
12. Departure −0.256 0.905 −0.170 0.930 −2.23 0.027
13. Transfer to airport −0.455 0.982 −0.206 1.002 −5.12 0.000

Dimensions of the 
holiday experience



SERVPERF scores in Table 21.5, the com-
pany magazine ranked last in terms of service
quality, and would therefore warrant a com-
mitment of resources to rectify the situation if
SERVPERF was used in isolation. However,
the IPA scores indicate that the company
magazine was the least important variable as
far as consumers were concerned, and it was
clearly positioned in the ‘Low Priority’ quad-
rant in Fig. 21.2. This example highlights the
diagnostic potential of using alternative meas-
ures to performance only.

Furthermore, despite the lack of a statisti-
cally significant difference between the method-
ologies, if the company used SERVQUAL only,
they may commit resources to solving problems
identified by IPA as ‘Low Priority’. For example,
the ‘welcome’ given in the resort produced a
significant negative service gap according to
SERVQUAL (P < 0.001), whereas IPA suggests
that this factor is relatively unimportant to cus-
tomers. Spending time and money on improv-
ing this factor may prove worthless.

But the results do not support the con-
tention that practitioners should consider
administering a range of instruments to meas-
ure service quality, rather than just one
(Williams, 1998). Instead, one could argue
that with no statistical difference between the
tests, any can be used to measure satisfaction.
Such a finding would enable managers to
employ the most straightforward test of satis-
faction, so there would be justification in
measuring performance only. Performance
bears a pre-eminent role in the formation of
customer satisfaction because it is the main
feature of the consumption experience.
SERVPERF, therefore, would be a straightfor-
ward and convenient measurement to use in
when time and cost are constrained. But
although the perceptions format offers the
most predictive power – a finding that has
consistently emerged in the literature – it
offers little diagnostic potential and, indeed,
may result in inappropriate priorities being
established (Childress and Crompton, 1997).
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Table 21.5. Ranking service quality dimensions according to the four models (1 = top service quality
score; 13 = lowest service quality score).

SERVQUAL SERVQUAL × SERVPERF
Ranking (P−E ) IPA (P−I ) Importance (P−E )(I ) P only

1 Skiing/snow- Company magazine Skiing/snowboarding Skiing/snow-
boarding boarding

2 Departure Skiing/snow- Departure Transfer to airport
boarding

3 Arrival at Welcome Arrival at Meeting the rep
accommodation accommodation

4 Meeting the rep Meeting the rep Transfer to airport Departure
5 Transfer to airport Departure Meeting the rep Brochure
6 Company magazine Arrival at Company magazine Welcome

accommodation
7 Transfer to Accommodation Transfer to Waiting to go

accommodation accommodation
8 Accommodation Brochure Welcome Accommodation
9 Welcome Transfer to airport Accommodation Resort activities

10 Resort activities Waiting to go Resort activities Arrival at 
accommodation

11 Journey Resort activities Journey Transfer to 
accommodation

12 Waiting to go Transfer to Waiting to go Journey
accommodation

13 Brochure Journey Brochure Company magazine



From a managerial perspective, it would
seem important to track trends of the extent to
which expectations are met over time as well
as trends in performance. The use of differ-
ence scores gives managers a better under-
standing of whether increasing expectations or
diminishing performance might be responsible
for declining service quality and customer sat-
isfaction. An examination of minimum expec-
tations may also be fruitful. Similarly,
disregarding importance may mean losing use-
ful insights. Without considering attribute
importance, one has no indication of the rela-
tive importance that respondents attach to
particular aspects of service performance. In
addition, the fact that IPA is easily interpreted
by managers, could be of critical value for
managers who do not use sophisticated soft-
ware packages.

Despite the methodological implications,
managers should be concerned that there
were negative service quality gaps produced
by the SERVQUAL or IPA instruments on all
the dimensions measured. Several studies
have examined the association between serv-
ice quality and more specific behavioural
intentions, and there is a positive and signifi-
cant relationship between customers’ percep-
tions of service quality and their willingness to

recommend the company or destination
(Zeithaml et al., 1996). Likewise, research on
service quality and retaining customers sug-
gests that willingness to purchase again falls
considerably, once services are rated below
good (Gale, 1992).

As mentioned previously, all of the tech-
niques used to measure service quality have
limitations. Each methodology has its
strengths and weaknesses, and, as Silverman
(1993, p. 2) has suggested, methodologies
‘cannot be true or false, only more or less use-
ful’. But the results of the research are likely to
support the contention that research can be
made to provide evidence for either side of a
debate. Thus a marketing manager could use
SERVQUAL, IPA or SERVPERF to justify
decisions according to his or her own prefer-
ences. Perhaps the flexibility of interpretation
of these techniques is a strength that will
encourage their further usage in the tourism
industry amongst operators. The results of this
research indicate that managers should have
confidence in using any of the methodologies
for measuring satisfaction. Yet, what is needed
is further research to validate this finding, and
the development of a clear body of research
that identifies if any measure of customer sat-
isfaction provides greater validity.
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Introduction

Wine tourism is now acknowledged as a grow-
ing area of special interest tourism in Australia,
and is an increasingly significant component of
the regional and rural tourism product of
Western Australia. With its wide range of ben-
efits including foreign-exchange earnings, the
creation of both full- and part-time jobs and
the generation of secondary economic activity,
wine tourism is emerging as a very lucrative
industry sector with the ability to generate and
sustain substantial long-term wealth and
growth. Not surprisingly, support for and invest-
ment in the wine-tourism sector is now
regarded as an essential regional economic
development strategy by government and the
wine and tourism industries throughout
Western Australia.

Against this background, this chapter
seeks to address four key issues – first, the
emergence of the wine-tourism phenomenon
within Australia and the importance of the
service quality issue to the future development
and success of this sector. Secondly, the diffi-
culties faced by cellar door operators in their
efforts to continually exceed consumer expec-
tations of a quality wine-tourism experience.
Thirdly, and in an effort to show how opera-
tors are coping with these difficulties, examine

the perceptions of cellar door visitors at a
number of Western Australian wineries.
Finally, to provide a detailed insight into how
one of Western Australia’s leading wine-
tourism operators – Vasse Felix – faces up to
the service quality challenge.

The growth in Australian wine tourism

Wine tourism has emerged as a strong and
growing area of special interest tourism through-
out the world, and is now seen as an increas-
ingly significant component of the regional and
rural tourism product of many wine-producing
countries, especially in the New World (Dodd
and Bigotte, 1997; Carlsen, 1998; Macionis,
1998). Given its excellent climate, developing
viticultural expertise and suitable soil conditions,
Australia has recently emerged as both a pre-
mium quality wine producer and a serious desti-
nation choice for wine tourists. Indeed, Australia
is perceived to be in the midst of what has been
described as a wine-tourism boom.

Wine tourism, thus, is a relatively infant
tourism activity and despite optimistic growth
forecasts and expectations, a range of critical
development issues confronts it, which have
the potential to adversely affect its sustainabil-
ity and longer-term profitability. One such

*Contact author



issue is that of visitor perceptions of the serv-
ice quality experienced at the cellar door and
its impact upon consumer satisfaction, future
purchase intentions and brand loyalty. This
has led to a heightened concern by Australian
producers and consumers for the quality of
services being offered.

Service quality and the cellar door
experience

In wine tourism as with all aspects of tourism
activity, the consumer’s perception of service
quality is critical, with many commentators
now suggesting clear and direct links with cus-
tomer satisfaction (Gabott and Hogg, 1997;
Gwynne et al., 1998), future behavioural inten-
tion and long-term customer loyalty (Donovan
and Samler, 1994; Heskett et al., 1997).

However, there are a number of conceptual
issues that distinguish wine tourism from other
forms of service activity. Wine tourism involves
customers visiting a vineyard where experience
of both the service processes and the tangible
product (the wine) are important elements of the
benefit from a visit. It is the latter benefit (wine
tasting) which many vineyard operators focus
on, and many see cellar door visits as a means

of promoting their product and introducing new
customers to it, rather than the quality of serv-
ice. Many visitors to wineries may be on vaca-
tion with little likelihood of short-term repeat
visits. However, benefit to the winery may derive
from visitors seeking out the winery’s wine when
they get back home, and through word-of-
mouth (WOM) referral (O’Neill et al., 2002).
Indeed, high levels of service can encourage the
development of relationship marketing strate-
gies as currently interpreted (e.g. through the
use of mailing lists and targeted incentives), as
well as a relationship to the brand in a more
traditional sense (Fig. 22.1).

Understanding the current awareness of
service quality and its importance to cellar
door sales is therefore essential. For the win-
ery owner, visits to the cellar door offer three
benefits: (i) distribution at a low marginal cost;
(ii) the development of brand equity; and (iii) a
chance to add value.

Thus it is evident that the cellar door
involves a lot more than merely showcasing
the winery’s output. It is unique because it pro-
vides the visitor with a complete profile of the
winery and its wines, as well as presenting an
opportunity for wineries to develop long-term
relationships with customers if planned and
managed correctly.
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The difficulty with cellar door service

Understanding what the wine tourist demands
and their perceptions of actual delivery is vital
for those who wish to succeed in the wine-
tourism sector. As with most tourism services,
however, delivery is complicated by the very
nature of the service act, with the unique char-
acteristics of the service offered posing prob-
lems for operators, not normally faced in their
more traditional role as agriculturalists. The
intangible nature of the cellar door experi-
ence, combined with the complicating real-
time presence of the customer at the cellar
door are factors that have been seen to create
difficulties when trying to deliver a quality cel-
lar door experience. These factors in combi-
nation with the highly ‘progressive nature’ of
the service act have led to a number of major
difficulties in consistently meeting customer
requirements. It is the synthesis of these char-
acteristics, which create the special opera-
tional and marketing environment of the
wine-tourism business. It is essential, there-
fore, that those professing to manage in the
wine-tourism field gain an appreciation of
these particular characteristics and the prob-
lems they can create. This is complicated at
the winery cellar door by the fact that the
product being offered is both a tangible good
(the wine) and a service. This complication in
turn becomes more problematical because
many smaller wine producers have gone into
business specifically because of fascination
with the product itself – rather than for any
desire to engage directly with the public and
offer a high-quality service experience.

Callan (1993) suggested that the quintes-
sence of any service is its intangibility, with the
customer being prevented from assessing it
prior to purchase. In turn, this leads to greater
uncertainty and perceived risk in the pur-
chase/visitation decision, a fact that is height-
ened all the more for the first-time visitor. In
practical terms, this means that customers
become much more reliant on the reputation
of the particular operator and opinions and
views from their immediate social and/or
working environment are more widely can-
vassed. Closely associated here is the perish-
able nature of the service act and the fact that
as service is delivered in real time, it is almost

impossible to accurately forecast and therefore
plan for demand.

A further difficulty relates to the actual
presence of the customer within the system
and the fact that this presence must be man-
aged from both a production and a consump-
tion point of view. In essence this relates to the
fact that services provided to the cellar door
visitor cannot be separated from the provider.
The service provider is present and visible to
the consumer. Thus both provider and recipi-
ent may be an integral part of the production
process. Unlike the manufacture of a physical
product which is first produced, then distrib-
uted and then sold, the service received as part
of the cellar door experience can only be pro-
duced and consumed in the presence of the
customer. This requires a dual focus on the
part of the winery operator in terms of both
the service encounter and the more physical
and tangible elements of the environment
within which the service takes place.

The heterogeneous nature of the service
act presents further problems for the winery
operator. This implies variance and a lack of
uniformity in the standard of the service. No
two customers are the same and individually
each enters the service setting with their own
set of prior service expectations. Similarly,
each customer leaves the service setting with a
completely different set of perceptions.
Consequently, it is frequently impossible to
produce a standardized uniform service for all
customers. Certain operations attempt to
counter the effects of this variance by present-
ing a uniform product through precise produc-
tion and operation methodologies, but these
prescriptions in the main are only successful
for the more technical elements of the service
act which present themselves as being more
controllable. As soon as the customer is intro-
duced to the system, however, the possibility
of providing a truly standardized service disap-
pears. This necessitates attention to detail on
staff training and first-rate customer contact
personnel, as it is only through sound invest-
ment in the human resource that management
of services can attempt to control quality in the
service encounter, albeit indirectly.

Combined, these factors pose a number of
very serious problems for wine-tourism opera-
tors, which, if left unchecked, could lead to
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pressure on an otherwise outstanding brand
and/or reputation for quality produce. In order
to counter this threat, winery operators have
been forced to adopt a more integrated
approach to the management of the marketing
function incorporating the areas of marketing,
operations and human resource management. In
turn this should lead to a greater understanding
of how the wine-tourism experience is created,
delivered and/or perceived by the wine tourist.

Taking on the mantle of service man-
agers, winery operators must seek answers to
the following questions:

1. How may a quality service be defined –
what factors influence the customer’s experi-
ence and how may these factors be identified?
2. How may the winery deliver a consistent
level of service quality given the heterogeneous
nature of the service act?
3. How may performance or delivery of the
service be measured or monitored given the
intangible nature of service?

The Perceptions of Cellar Door
Visitors

Methodological issues

Details of customer perceptions of cellar door
service in the following case study result from
research at 12 wineries in the Margaret River
region in 2002.1 Respondents were asked to
rate their perceptions of both the (general)
importance of elements of the cellar door
experience and the performance of the spe-
cific winery that they had visited. The sample
was drawn from visitors to 12 participating
wineries in the Margaret River wine region
over a 4-day period in April 2002. The region
has some 130 wineries, of which just over 60
offer a cellar door operation. Six hundred
questionnaires were administered, of which
458 were returned, representing a response
rate of approximately 76%.

Scales used were based on the impor-
tance/performance paradigm (Ennew et al.,
1993; Ford et al., 1999) and took the form of
a multiple-item self-completion questionnaire
that visitors were asked to complete immedi-
ately prior to departing each winery. For each
item, respondents were asked to rate their per-
ceptions on a 5-point Likert scale anchored at
1 (strongly disagree) and 5 (strongly agree). In
addition, respondents were asked to weight
the level of importance attributed to each of
the items on a similar scale anchored at 1 (low
importance) to 5 (high importance). Scale
items were based on the 22 items of the orig-
inal SERVQUAL (Parasuraman et al., 1985).
The scale has been widely replicated and the
factor structure found to be appropriate to a
wide range of consumer services, of which cel-
lar door operations are typical.

While the overriding goal of the study was
to address the issue of visitors’ time-elapsed
perceptions of service quality, it proved useful
to test the dimensionality of the service quality
construct within the particular service setting,
i.e. the cellar door operation.

Zeithaml et al. (1990) defined service in
terms of the five ‘RATER’ dimensions: reliabil-
ity, assurance, tangibles, empathy and respon-
siveness. While visitors were asked to complete
the perception and importance sections of the
questionnaire, only the perception (direct dis-
confirmation) scores from the 22-item scale
were used to operationalize the service quality
construct. The analysis revealed a rather com-
plex factor structure with three principal com-
ponents being extracted. From the analysis,
extracted component 1 is reflective of a combi-
nation of the responsiveness, assurance and
empathy dimensions from the original
SERVQUAL instrument. Viewed in the context
of the cellar door experience, component 1
seems to relate to the contact issue (CONTACT)
and the moment of truth. This factor seems to
revolve about the organization’s ability to
quickly allay any fears that first-time visitors
might have, on being introduced to what is for
many, a new and potentially intimidating envi-
ronment. To an extent, this dimension is also
reflective of the winery’s ability to deliver its cel-
lar door services on time and as expected.
Component 2 is reflective of the tangible (TAN-
GIBLE) dimension of the original SERVQUAL
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1 Full details of the methodology of the study,
including comprehensive demographics and the
statistical process used, are available from the
authors.



and relates to the more physical and/or firmer
aspects of the service encounter, e.g. the
setting, decor, appearance of staff, etc.
Component 3 is reflective of the responsiveness
(RESPONSIVENESS) dimension of the origi-
nal SERVQUAL and relates to the more time-
related aspects of the service encounter.

Visitor perceptions

Almost 94% (429) of visitors stated that they
would revisit the wineries surveyed. This is
concurrent with the relatively high mean per-
formance values recorded for all attributes of
the cellar door experience (Table 22.1). In
addition, almost 94% (430) of respondents
stated that they would be happy to recom-
mend the wineries visited to others and 51% of

customers surveyed reported that they had
purchased wine during their visit. This sup-
ports the view from the literature that the
majority of cellar door customers are genuine
buyers (Spawton, 1986). Almost 62% (283) of
those surveyed stated that they had come
across, tasted or purchased the wines sampled
on a previous occasion and 41% (186) stated
that they had heard of the respective wineries
based upon personal recommendation and
other WOM sources.

The next stage of the analysis was to
examine the sample responses across the 22-
item attributes to assess visitor perceptions of
service quality and the relative importance
assigned by visitors to each. This information
is presented in Table 22.1, where mean scores
are shown for importance and performance
for each of the 22 attributes.
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Table 22.1. Importance–performance means.

Performance 
Mean Mean minus Sig.

Quality attribute importance performance importance t-value (2-tailed)

Facilities for visitors 3.03 3.94 0.91 6.79 0.001
Décor of the winery 2.83 4.19 1.36 9.12 0.001
Winery staff appeared neat 2.75 4.18 1.43 14.41 0.001
Brochures and signposting 2.59 3.81 1.22 8.07 0.001
Range of wines 2.99 3.94 0.95 9.07 0.001
Problem solving 2.69 3.62 0.93 6.90 0.001
Ethos of right first time 2.64 3.68 1.04 6.68 0.001
Actual service right first time 2.78 3.57 0.79 7.93 0.001
Convenience of tasting times 3.01 4.13 1.12 8.23 0.001
Quality of wine tasted 3.21 4.00 0.79 7.40 0.001
Knowledgeable staff 3.02 4.13 1.11 7.13 0.001
No excessive waiting time 3.10 4.32 1.22 6.52 0.001
Staff always willing to help 3.08 4.13 1.05 9.68 0.001

guests
Never too busy to respond to 3.13 4.12 0.99 9.68 0.001

guests
Behaviour of staff gave 3.03 4.10 1.07 10.44 0.001

confidence
Staff made customers feel 2.91 4.07 1.16 11.38 0.001

secure
Staff consistently courteous 3.16 4.22 1.06 10.38 0.001
Knowledge to answer guest 3.09 4.09 1.00 9.76 0.001

questions
Made to feel like a special 2.75 3.77 1.02 8.71 0.001

individual
Visitors’ best interests at heart 3.08 3.75 0.67 3.53 0.001
Understood the specific needs 2.89 3.75 0.86 6.41 0.001

of guests
Individualized attention to guests 3.01 3.96 0.95 9.15 0.001
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Analysis of Table 22.1 reveals that the
relative mean scores of the quality items are
skewed towards the positive end of the scale
with a mean score of m = 2.94 for perceived
importance and m = 3.98 for perceived per-
formance for all operators. Once again, the
results of a paired samples significance test
reveal this average difference to be signifi-
cant at the level of 1% (t = 11.26; P < 0.001).

These results paint a remarkably good pic-
ture of cellar door service provision in the area,
with mean perception scores far and away
exceeding visitor expectations in all instances.
Positive scores are indicative of the fact that
given the importance of these items to visitors,
actual performance was well above expecta-
tion. These differences were found to be signif-
icant in all cases at the level of 1% (P < 0.001).

Positioning quality attributes

The next stage in the analysis examined the
relative positioning of the individual service

quality attributes in relation to overall mean
performance and importance for operators.
One of the advantages of importance–
performance analysis is that attributes can be
plotted graphically on a matrix and this can
assist in quick and efficient interpretation of
the results. Figure 22.2 highlights the relative
positioning of a number of the attributes in
matrix format.

The matrix is represented by the impor-
tance values on the horizontal axis, while per-
formance values are on the vertical axis. The
skewed nature of the results forced the
researchers to use mean values to represent
the crosshairs of the matrix and this helped to
identify the stronger and weaker attributes
more clearly.

When presented in matrix format (Fig.
22.2) the results present operators with a
number of strategic alternatives.

Quadrant A is reflective of a misuse of
the operator’s resources. While judged to be
performing well above average in relation to
the provision of the particular service attrib-
utes, customers in their assessment of the
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overall cellar door experience have deemed
these same attributes relatively unimportant. It
is unlikely, therefore, that any further invest-
ment and/or improvement in this area will
lead to a greater perception of quality on the
part of the consumer.

Quadrant B is reflective of a level of opti-
mal performance in that operators are per-
ceived to be performing well above average in
relation to the delivery of those service attrib-
utes deemed most important by customers.

Quadrant C is reflective of the fact that
certain aspects of the cellar door experience
are not performing to their full service poten-
tial. When viewed in the context of the corre-
sponding importance weighting, however, any
pertaining improvement effort would have to
be questioned.

Quadrant D is where the greatest of
improvement effort is required. The matrix
illustrates quite clearly that attributes that fall
into this category are deemed to be of great
importance to customers in their overall evalu-
ation of the service experience, yet are under-
performing in the customers’ eyes. It is
essential that company improvement efforts
be prioritized in this area.

The final stage of analysis was to concen-
trate on the service quality dimensions.

As with the preceding variable analysis,
Table 22.2 illustrates that operators are per-
forming well above average in relation to each
of the dimensions listed. Operators do seem to
be experiencing some difficulty though with
respect to the issue of ‘responsiveness’, which
may be indicative of the waiting time issue dur-
ing tastings. Analysis reveals that, as a whole
‘contact’ rated highest in terms of overall
importance to visitors (m = 2.99) followed by
‘tangibles’ and ‘responsiveness’. This is an
interesting finding, and certainly does reinforce
the importance of having good people operate

the cellar door. The corresponding perform-
ance scores illustrate that operators have also
performed best in relation to the ‘contact’
dimension (m = 4.02), which is, of course, an
excellent result given the level of ascribed
importance recorded for this dimension. Cellar
door visitors are clearly delighted with the vari-
ous wineries’ performance in this respect,
which is clearly good news for all concerned.
But to what do they owe this success?
Similarly, why is it that those from a non-tradi-
tional service background continue to excel in
the area of exceeding visitor expectations at
the cellar door? In an attempt to answer these
questions attention shall now turn to an in-
depth analysis of the cellar door practices of
one of the regions leading exponents of the
wine-tourism experience, Vasse Felix.

The Vasse Felix factor: a lesson in cellar
door tourism

Celebrating its 35th anniversary in 2002,
Vasse Felix is Margaret River’s original winery,
with a worldwide reputation for consistent and
award-winning quality. Vines were first planted
here in 1967. The winery was purchased by
the Holmes, a Court family in 1987 and as a
result of their direct efforts, now offers one of
Western Australia’s best wine-tourism experi-
ences. Vasse Felix is one of the few Margaret
River wineries to achieve SQF (safe quality
food) accreditation, all of which makes the cel-
lar door visit all the more enjoyable (Vasse
Felix, 2003). The winery has a carefully con-
verted underground barrel store as its cellar
door, and a restaurant that has twice won the
Australian Gourmet Traveller magazine
restaurant guide’s highest rating – in 2002 and
2003. The company offers catered evening
functions and has a modern public art gallery
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Table 22.2. Importance/performance scores for service quality dimensions.

Performance 
Mean Mean minus Sig.

SERVQUAL Dimension importance performance importance t-value (2-tailed)

Contact 2.99 4.02 1.03 10.66 0.001
Tangibles 2.88 4.02 1.14 10.56 0.001
Responsiveness 2.82 3.79 0.97 10.08 0.001



and a performing arts facility. Against this
background, it quickly becomes clear that
Vasse Felix has a clear understanding of the
importance of the service quality issue to both
the future success of its cellar door operation
and the longer-term growth. Vasse Felix takes
a long-term relational approach to all of its
activities aiming to become the ‘ultimate wine-
tourism experience’. It recognizes the value
of every customer and views each service
encounter as an opportunity to grow the com-
pany and its reputation for excellence. This is
reflected in all elements of the Vasse Felix
experience and its approach to harvesting life-
time customer relationships and extends
beyond the wine tourist, to all those involved in
helping Vasse Felix to maintain its positioning.

While many wineries still base their market-
ing decisions around the four elements of the
more traditional marketing mix – product, price,
place and promotion – Vasse Felix has grasped
the need for an extended approach to the man-
agement of its customer relationships. In turn,
this has led the winery to invest heavily in a
number of additional areas around its services
marketing and management practice, focusing
on its people, physical service environment and
the various process elements of its service offer.
Each of these elements shall now be addressed
in the context of the Vasse Felix experience.

People

Given the face-to-face, real-time nature of the
wine-tourism experience, Vasse Felix has
placed additional emphasis on the manage-
ment of winery staff. They recognize fully that
customers are not solely the people who visit
the cellar door, but also their staff. This has led
to the development of an internal service cul-
ture where winery employees are viewed as
customers in their own right and an almost
direct inversion of the traditional organizational
hierarchy. Instead the front-line employee is
regarded as central to the company’s continual
pursuit of excellence. This is reflected in all ele-
ments of the winery’s approach to people
management, namely, recruitment, selection,
ongoing training and development, empower-
ment, staff motivation and reward. The princi-

pal objectives are customer satisfaction and
retention through the removal of barriers to
improved employee performance. To this end
the company recruits for expertise and attitude
and upon joining the Vasse Felix family, invests
continually in the ongoing education, training
and development of its staff. This relates not
solely to the areas of wine production and
appreciation, but also customer-service training
and relationship marketing.

Perhaps one of the more interesting
facts about Vasse Felix is that when it comes
to its cellar door it actively recruits people
who do not have a traditional background in
wine. Coming from backgrounds, as broad
ranging as leisure, retail and interior decora-
tion and design, management believes that
this serves to strengthen and enrich the over-
all customer experience. Indeed, the cellar
door team is looked upon as one of the most
vital marketing tools that the organization
has employed. Staff are encouraged to take
their time with patrons and to allow the visi-
tor to dictate the pace of service delivery.
Unlike the highly scripted service approach
of many other wineries in the region, Vasse
Felix staff are permitted to follow the cus-
tomers’ lead in relation to the cellar door
experience.

The company’s management also under-
stands that, while it is almost always the front-
line service employee who will carry the
wine-tourism experience to its logical conclu-
sion (satisfaction or dissatisfaction), the
process of delivering quality service begins
much further back than the front line. They
firmly believe that it is not simply enough for
front-line staff to understand their obligations
to the external customer and encourage staff
to consider their obligations to their colleagues
and associates and to view them as customers
in their own right. They stress the point that
every employee has a role to play in providing
quality service to the cellar door visitor. The
important point, of course, is that of depend-
ency, which refers to the quality, timeliness
and costliness of employee outputs, which
then become inputs to the next link in what
might be termed the Vasse Felix supply chain.
All employee actions and reactions are thus
seen as vital to the attainment of customer sat-
isfaction and competitive market positioning.
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Staff are encouraged to spend time in all of the
major functional areas of the winery, thereby
gaining a broader appreciation and much
more holistic view of the operation. Weekly
sharing of ideas and experiences is encour-
aged at Friday evening sundowners, otherwise
known as fellowship hour. Loyalty to the
organization is also rewarded on an annual
basis by the winery’s owners the Holmes, a
Court family, at an annual staff Christmas
function, which takes place on the winery
grounds. The very simple gesture of awarding
a service pin to staff for longevity of service is
something that is looked forward to and
received with pride.

Physical environment

Given the largely intangible nature of the
service exchange, Vasse Felix pays extra spe-
cial attention to the more physical aspects of
the wine-tourism experience. This relates not
solely to the actual cellar door counter, but to
each tangible element on show at the winery,
including signposting, entrance roads, staff
presentation and grooming, production and
bottling plant, viticultural machinery, display
of testimonials and awards, surrounding gar-
dens and vineyards, parking facilities and
children’s play areas. Just as the service
delivery system relies upon the quality efforts
of every employee in order to deliver a con-
sistent quality service, so too Vasse Felix
relies upon the input of the more tangible
attributes of the winery and its ancillary serv-
ices. While the quality of the wine on offer
for tasting is undoubtedly at the forefront of
most visitors’ minds, the Vasse Felix team
understands that there is great potential for
the physical surroundings and other tangible
cues to have a profound effect on the per-
ceptions patrons form about the service they
receive. Vasse Felix understands fully the
issue of risk and has invested and continues
to invest heavily in the more tangible side of
the operation.

This, of course, has the added advantage
of communicating a quality image that sup-
ports the wine that is being showcased and this
is apparent from the moment one turns on to

the vineyard drive to the moment of departure.
An attractive tree-lined driveway, ready park-
ing and clear signposting are crucial. Attention
is paid to ambience, and the aim is a saturation
of the senses with a ‘cultural feast of fine
art, fine dining and the finest Vasse Felix
wines’.

The winery offers an attractively appeal-
ing underground cellar, which presently
accounts for 8% of all case sales, a figure in
advance of any other winery or cellar door
operation in the region. The cellar provides an
excellent opportunity to showcase the pedi-
gree of the wine not only in tasting form but
also through the display of Vasse’s many
awards and trophies, which can be viewed
throughout the cellar. The actual tasting
counter is well appointed and wines and
glasses are stacked neatly for tasting, with wine
labels and the Vasse Felix logo (a peregrine fal-
con) always facing forward toward the visitor.
The cellar also serves as an outlet for the sale
company merchandise and accounts for more
than 20% of turnover.

Process

While Vasse Felix relies heavily upon the qual-
ity and loyalty of its people, it is not foolish
enough to believe that a service-oriented atti-
tude alone will assure good service. It recog-
nizes that front-line staff must be supported by
an appropriate service infrastructure that
enables them to succeed. This has led to the
design and implementation of effective sys-
tems and procedures to ensure that the serv-
ices it provides are constantly focused on
meeting the customer’s needs. Similarly, all
delivery systems are designed with the con-
venience of the customer in mind, and are
constantly reviewed and encourage customer
feedback with a view to continual improve-
ment. This relates to all aspects of the wine-
tourism offering and to all company
relationships, whether with wine tourists or
local suppliers and partners in the broader
wine-tourism sector.

As problems arise, there is a no-blame,
continual improvement approach taken to
their resolution. Staff are encouraged to
accept immediate responsibility and take
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ownership of any emerging problems and to
work with the customer, whether internal or
external, to find a resolution. This is followed
by a subsequent diagnosis, with a view to
identifying and eliminating all actual and/or
potential root causes. Indeed, the right first
time, prevention rather than cure ideal is
very much a pillar of the organizational
culture.

Similarly, the Vasse Felix approach is one
that encourages flexibility with respect to the
delivery of the wine-tourism experience. The
idea being to view every customer as an
opportunity to further the organization’s repu-
tation for excellence and to do whatever it
takes to satisfy his or her requirements. One
story in particular, as recounted by the Cellar
Door Manager, Adrian Sapsford, highlights
the potential benefits of such an approach.
Normal hours of cellar door operation extend
from 10.00 a.m. to 5.00 p.m., and while this
is well advertised at the entrance to the cellar
door, from time to time, customers still arrive
after close down. While it is often tempting to
simply ignore or turn visitors away after-hours,
Vasse Felix staff are encouraged to be flexible
and where possible offer these late arrivals a
full tasting. On one occasion, which lasted no
more than 15 min after-hours, this led to a
AUS$10,000 order – clearly a great way to
end any sales day.

Conclusion

The chapter has highlighted the importance of
the service quality issue to the future success of

the wine-tourism industry. It has shown that
success depends not only on the quality of the
wine being offered but also on the way it is
offered for sale within the cellar door environ-
ment. It points out clearly that while winery
operators, like many within the agricultural
sector, may be considered a more product-
oriented business they are also – at least at the
cellar door – running a service organization.
Many small-scale producers enter the wine
industry in order to make wine – not to delight
their visitors. However, it is the favourable
memories of the more relational elements of
the service encounter that rate highly with cus-
tomers. Clearly their estimation of these more
personal factors – seen as equally important as
the wine tasted – must have an impact on the
winery operators’ approach to what they are
giving their consumers. Indeed it may be sur-
mised that the perceived level of service qual-
ity, and not merely of wine quality, may in fact
be a vital antecedent to any purchase being
made. Good business practice may require a
reorientation of operator attitudes to their
organizational focus.

Connected with this is the critical factor of
developing good ‘relationship marketing’; an
efficient cellar door should generate a number
of one-off sales to visitors, using finely honed
sales techniques. An effective cellar door may
generate lower immediate sales but – by placing
emphasis on factors like contact and respon-
siveness – generate very strong subsequent
brand loyalty, at far greater profit to the winery
in the longer term. Winery operators need to
understand this rather than focusing on the
short-term high-profit margins generated by the
distribution advantages of cellar door sales.

260 Martin O’Neill and Steve Charters

References

Callan, R. (1993) Defining services: a review. International Association of Hospitality Management
Schools’ Annual Conference on the Theme of Service Quality. IAHMS, Gothenburg, Sweden,
13–15 May.

Carlsen, J. (1998) Strategic issues in Australian wine tourism. Wine Tourism – Perfect Partners,
Proceedings of the First Australian Wine Tourism Conference. Bureau of Tourism Research,
Canberra, pp. 99–100.

Dodd, T. and Bigotte, V. (1997) Perceptual differences among visitor groups to wineries. Journal of Travel
Research, Winter, 46–51.



Donovan, P. and Samler, T. (1994) Delighting Customers: How to Build a Customer-Driven Organisation.
Chapman & Hall, New York.

Ennew, C., Reed, C. and Binks, M. (1993) Importance–performance analysis and the measurement of serv-
ice quality. European Journal of Marketing 27(2), 59–70.

Ford, J.B., Joseph, M. and Joseph, B. (1999) Importance–performance analysis as a strategic tool for serv-
ice marketers: the case of service quality perceptions of business students in New Zealand and the USA.
The Journal of Services Marketing 13(2), 171–186.

Gabott, M. and Hogg, G. (1997) Contemporary Services Marketing Management: A Reader. The Dryden
Press, London.

Gwynne, A.L., Devlin, J. and Ennew, C.T. (1998) Service quality and customer satisfaction: a longitudinal
analysis. The British Academy of Marketing Annual Conference. Sheffield Hallam University, UK,
8–10 July, pp. 186–191.

Heskett, J.L., Jones, T.O., Loveman, G.W., Sasser, W.E. and Schlesinger, L.A. (1997) Putting the service
profit chain to work. In: Lovelock, C.H., Patterson, P.G. and Walker, R.H. (eds) Services Marketing.
Prentice Hall, Upper Saddle River, New Jersey.

Macionis, N. (1998) Wineries and tourism: perfect partners or dangerous liaisons. Wine Tourism – Perfect
Partners, Proceedings of the First Australian Wine Tourism Conference. Bureau of Tourism
Research, Canberra, pp. 35–50.

O’Neill, M.A., Palmer, A. and Charters, S. (2002) Wine production as a service experience – the effects of
service quality on wine sales. Journal of Services Marketing 16(4), 342–362.

Parasuraman, A., Zeithaml, V.A. and Berry, L.L. (1985) A conceptual model of service quality and its impli-
cations for future research, Journal of Marketing 49(Fall), 41–50.

Spawton, T. (1986) Understanding wine purchasing: knowing how the wine buyer behaves can increase your
sales. The Australian and New Zealand Wine Industry Journal 1(2), 54–57.

Vasse Felix (2003) Margaret River’s Enduring Symbol of Quality. Vasse Felix Winery, Western Australia.
Zeithaml, V.A., Parasuraman, A. and Berry, L. (1990) Delivering Quality Service: Balancing Customer

Perceptions and Expectations. Free Press, New York.

Service Quality at the Cellar Door 261



©CAB International 2006. Managing Tourism and Hospitality Services: Theory and International
262 Applications (eds Bruce Prideaux, Gianna Moscardo and Eric Laws)

23 Using the Critical Incidents Technique
to Understand Service Quality in Tourist

Accommodation

Gianna Moscardo
James Cook University, Australia

Introduction

Despite its widespread use, service is an
ambiguous term. It is sometimes used to refer
to what service industries do (i.e. a service as
proposed to a product), and sometimes to refer
to particular activities provided by a company
(e.g. wake-up calls and ticket bookings). Some
definitions see service as an encounter between
a customer and an employee, while others
believe it to be the sum of all the encounters
between a customer and the company (Dagger
and Lawley, 2003). There is, however, general
agreement on the importance of service quality
for customer satisfaction and business success,
the importance of customer perceptions for
understanding service quality and the impor-
tance of ongoing staff training to improve serv-
ice quality. This chapter studies one particular
method for examining and improving customer
perceptions of service quality: the critical inci-
dents technique (CIT). In particular, the chapter
reviews the use of CIT in tourism and hospital-
ity and presents the results of a study of critical
incidents reported by guests for a range of
tourist accommodation types. The chapter
concludes with an examination of the benefits
of the technique for various aspects of hotel
operations.

Approaches to Understanding
Service Quality

Service dimensions

The most commonly used approaches to
understanding service quality are the expec-
tations disconfirmation models of Gronroos
(1984) and Parasuraman et al. (1985,
1991). Of these, the SERVQUAL model of
Parasuraman et al. (1985) is arguably the
most widely used service quality measure-
ment system. The SERVQUAL model pro-
poses that there are five key dimensions
(reduced from ten dimensions in earlier ver-
sions of the system) or factors that make up
service quality:

● Reliability – the ability of an organization to
continuously deliver goods and services as
promised.

● Assurance – a sense of trust inspired by
polite, knowledgeable and competent staff.

● Tangibles – the physical facilities, features
and appearance of an organization’s build-
ings, products and employees.

● Empathy – where customers feel as though
their needs are understood and important to
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the organization and that they have been
given personal attention.

● Responsiveness – employees’ willingness
to help and provide prompt attention to cus-
tomers.

In this system, service quality is seen as result-
ing from an organization’s ability to meet or
exceed customers’ expectations on all these
dimensions. This expectation disconfirmation
model assumes that customers have clear
expectations and measure performance of the
organization against those expectations on
each of the five SERVQUAL dimensions.
Service quality is the sum of these mental cal-
culations and is an overall impression based on
multiple points of contact between the cus-
tomer and the organization. To improve serv-
ice quality, an organization must measure the
importance of these dimensions for customers
and use these importance scores to weight
their perceptions of the organization’s per-
formance on these dimensions. If the organi-
zation also measures staff and management
perceptions of customers’ responses, a series
of service quality gaps can be identified and
used to direct change and improvement in the
organization (see Parasuraman et al., 1991;
Knutson, 2001; O’Neill, 2001; Dagger and
Lawley, 2003; Gabbott, 2003, for more
details on SERVQUAL models).

Despite the widespread use of
SERVQUAL in academic studies, a number of
criticisms have been raised. According to
Dagger and Lawley (2003) these criticisms fall
into three main categories: (i) disputes over the
number and range of dimensions that should
be included in the system; (ii) concerns over the
role of expectations; and (iii) charges of being
overly complex. Of these three types of criti-
cism, the latter two are more challenging as
they question core assumptions of the model.

Several authors have argued that there is
substantial semantic confusion over what the
word ‘expectation’ actually means (Ekinci
et al., 2001; Gabbott, 2003). In the area of
tourism there are those who argue that tourists
may not always have clear expectations and
thus would find it difficult to assess perform-
ance against expectations (Gyimothy, 1999). If
customers or tourists do not measure perform-
ance against expectations, then alternative

processes for evaluating service performance
are necessary.

Concerns over the complexity of the sys-
tem include criticisms of the assumption that
customers make an overall performance
judgement for an organization on each
SERVQUAL dimension, which sums up their
experiences of multiple encounters (Gabbott,
2003). This raises the issue of how customers
combine multiple encounters to produce an
overall impression. At a more concrete level
there are also limitations in that the system
requires substantial knowledge of survey sam-
pling and analysis to conduct, making it diffi-
cult for managers to use on an ongoing basis
(O’Neill, 2001).

Service encounters

An alternative theme in the service quality lit-
erature has focused on individual interaction
episodes between customers and staff
referred to as service encounters (Johns and
Mattsson, 2003). This alternative perspective
argues that service quality perceptions can be
heavily influenced by a single interaction
between customers and an organization, par-
ticularly interactions between customers and
employees. These service encounters are also
sometimes referred to as ‘moments of truth’
(Bitner et al., 1994). This simpler approach
to understanding service quality emphasizes
the importance of analysing service encounters
and identifying the factors that contribute to
their success or failure (Lee-Ross, 2001; Johns
and Mattsson, 2003). Many authors have
argued that the approach is practical and easy
for managers to use (Lockwood, 1994; Lazer
and Layton, 1999; Lee-Ross, 2001; Johns
and Mattsson, 2003). According to Johns and
Mattsson (2003, p. 191), for example, ‘the
service encounter concept is sufficiently flexi-
ble to provide a practical understanding of
tourist experience at the micro level ... and
provides a timely aid for tourism academics
and managers seeking to understand service
management in the tourism area’. A core
methodological tool for studying service
encounters is the CIT (Bitner et al., 1994;
Johns and Mattsson, 2003).
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The Critical Incidents Technique

Critical incidents – definitions and
methodological considerations

CIT was first described and used by Flanagan
in 1954 as tool for investigating applied prob-
lems in psychology and for seeking insights
into complex phenomena that had not previ-
ously been studied. Thus this qualitative
method had both practical applications in
terms of being used to identify operational and
procedural problems and theoretical applica-
tions in its use to explore complex phenomena
to identify key factors for further study.
According to Flanagan (1954, p. 327), an inci-
dent could be defined as ‘any observable
human activity that is sufficiently complete in
itself to permit inferences and predictions to
be made about the person performing the act’.
He further stated that ‘to be critical, an inci-
dent must occur in a situation where the pur-
pose or intent of the act seems fairly clear to
the observer and where its consequences are
sufficiently definite to leave little doubt con-
cerning its effects’ (Flanagan, 1954, p. 327).

Descriptions of critical incidents can be
generated by participant observation, or from
interviews with target respondents (Chell,
1998). In interview and survey approaches
respondents are usually asked to describe a
worst or best incident, or an incident that they
believed was critical to the overall outcome of
an experience. The power of the technique
lies in the direction of attention to critical
episodes that are easily remembered and
described by respondents (Chell, 1998), and
which often have already been examined for
causes and outcomes by the respondents
(Flanagan, 1954).

Once the information describing the inci-
dents has been gathered it is content analysed
to identify major themes relevant to the aims
of the study. Researchers search through the
descriptions identifying and listing words or
phrases that indicate factors or processes of
interest. These themes are then often catego-
rized according to causes and consequences
where the focus is an applied one or according
to pre-existing conceptual frameworks for
more exploratory research (Knutson, 2001;
O’Neill, 2001; Gabbott, 2003).

The most common criticisms of the tech-
nique include those more generally associated
with content analysis in general. It is argued,
for example, that the content analysis of the
incidents is subject to the biases and expecta-
tions of the coders (Gabbott, 2003). The
responses to such challenges are those that
would normally accompany studies using con-
tent analyses – the use of clear coding schemes
and the checking of inter-coder reliability
(Cavana et al., 2001).

Critical incidents research in tourism and
hospitality

There is a small but growing body of literature
in tourism and hospitality based on the use
of CIT. Table 23.1 provides a summary of a
selection of published studies in this style. The
selection includes those most commonly
referred to, such as the work by Bitner et al.
(1994) and Edvardsson and Strandvik (2000),
as well as more recently published material. In
the area of service quality research in tourism
and hospitality, CIT studies are usually based
on verbal or written descriptions of incidents of
bad or exemplary service collected in inter-
views and/or with survey questionnaires. As
can be seen in Table 23.1 the technique has
been used mostly to examine aspects of serv-
ice quality in airlines and hotels, although from
a variety of perspectives with a range of differ-
ent research foci.

These studies highlight two important
potential contributions of CIT to understand-
ing and improving service quality in tourism
and hospitality. The first is in the exploration
of service quality dimensions for tourist
accommodation. Although there may be dif-
ferences of opinion over whether one or mul-
tiple service encounters contribute to
perceived service quality, both approaches to
service quality are based on service encoun-
ters. A more detailed examination of service
encounters can provide insight into the validity
of proposed service quality dimensions such as
those listed in the SERVQUAL model.

The second potential contribution is in the
examination of operational procedures and
problems. Because of its simplicity CIT could
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be a valuable tool for tourism and hospitality
managers to use on a regular basis to monitor
service quality problems and to improve oper-
ational procedures. This aspect of CIT appli-
cation has been discussed in more detail by
Lazer and Layton (1999) and Lockwood
(1994), in their descriptions of the use of stud-
ies of service encounters to improve service
quality assurance systems. A third potential
application in the area of staff training has also
been suggested (see Lee-Ross, 2001; George,
1989, for more details).

A Study of Critical Service Incidents
in Tourist Accommodation

Service quality is often described as an increas-
ingly important source of competitive advan-
tage for tourist accommodation businesses
(Kandampully, 1999; Roberts, 2001; Johns
and Mattsson, 2003). The present study was
conducted to explore the potential of CIT stud-
ies to contribute to our understanding of serv-
ice quality both at the operational level of the
individual establishment and more generally

Table 23.1. Summary of selected critical incidents technique studies in tourism and hospitality.

Researcher Sample Major focus

Bejou et al. (1996) Customers and employees of Identified factors from negative
Swedish and US airlines incidents and classified them into

causes, processes and results
Bitner et al. (1990) Customers of airlines, hotels Identified major groups of employee

and restaurants behaviours that contribute to the
outcome of service encounters

Bitner et al. (1994) Staff in tourism and hospitality Used role and script theory to 
businesses analyse incidents

Callan (1998) Guests in UK accommodation Grouped incident themes according 
to operational categories

Chell and Pittaway (1998) Business owners in restaurants Identified actions associated with 
and cafes successful entrepreneurial activity

in restaurants
Chung and Hoffman (1998) Guests in hotels Grouped negative incidents according

to operational categories
Edvardsson and Strandvik Guests in hotels Examined outcomes of critical 

(2000) incidents in hotels
Gilbert and Morris (1995) Business travellers and hotels Listed themes contributing to 

and airlines dis/satisfaction
Johns and Lee-Ross (1997) Guests in small hotels Coded episodes using existing lists of

service quality dimensions
Johnson (2002) Gamblers Used themes in incidents to suggest 

service quality factors for gaming 
establishments

Liden and Skalen (2003) Customers in hotels Examined the impact of service 
incidents and service guarantees 
on customer behaviour

Rutherford and Umbreit Meeting planners perceptions Identified key themes associated with
(2002) of hotels positive interaction between

meeting planners and hotel staff
Wang et al. (2000) Tourist perceptions of package Identified operational factors 

tours associated with positive and
negative group tour incidents

Woods and Moscardo (2003) Tourist perceptions of wildlife Measuring the extent to which 
encounters tourists list features related to the

social psychological theory of
mindfulness



for developing conceptual frameworks to
explain and predict service quality perceptions.

Method

The critical incidents for the present study
were collected through a teaching exercise
with two undergraduate hotel management
classes. Members of the classes were asked to
complete a semi-structured questionnaire
themselves and to get one other adult acquain-
tance (not a university student) to complete a
questionnaire. The questionnaire collected
information on respondents’ gender, age and
travel experience before asking them to
describe their best and worst experiences of
service at any form of tourist accommodation.
The overall aim of the exercise was to gather
information to allow students to explore
aspects of guest perceptions of hotel service
and to use the incidents to develop ideas for
improving hotel management processes to
enhance service quality. The snowball sam-
pling technique was considered adequate for
this particular aim as the key issue for the exer-
cise was to explore a wide range of incidents
rather than to describe the relative frequency
of occurrence of any one particular type of
service problem. According to Cavana et al.
(2001, p. 137) non-probability sampling meth-
ods including snowball sampling ‘have the dis-
tinct advantage of quickly accessing
participants who are most likely to provide rich
information’.

Sample of respondents

The method described in the previous section
resulted in a total sample of 100 respondents,
made up of 50 students and 50 non-students.
The age of the respondents ranged from 18 to
80 years with a mean age of 29 years (SD =
11). Nearly half of the respondents were aged
less than 25 years consistent with the propor-
tion of students and non-students. The sam-
pling procedure favoured females who made
up 68% of the respondents. Virtually all of the
respondents had been on a domestic trip in
the previous 12 months (only 6 had not), with

48% having been on between 1 and 3 trips
and 44% having been on between 4 and 10
trips. More than half of the sample (68%) had
not, however, been on an international trip in
the previous 12 months, with 17% having
been on one overseas trip and 9% twice.

Sample of incidents

In many forms of qualitative research, includ-
ing CIT, the most important sample to con-
sider is that of the episodes or incidents that
are described. Table 23.2 provides a profile of
key characteristics of the incidents described in
the present study. The results in Table 23.2
indicate that there was a wide range of loca-
tions and types of accommodation involved in
both the negative and the positive critical inci-
dents described. The other category for
accommodation types included bed and break-
fast places, wilderness lodges, farm-stays and
self-contained cottages and units. The sample
of incidents offered substantial variety in both
place and type.

Results

The 100 critical incidents were coded accord-
ing to the content analysis procedures outlined
by Cavana et al. (2001). This involved reading
through the positive and negative incident
descriptions and summarizing the main
themes identified in the incidents. This first
step in the coding was then repeated by
another coder and inter-coder reliability was
checked, with the two coders agreeing in 97%
of the cases. The themes were then further
grouped into larger categories based on com-
mon characteristics or elements related to dif-
ferent aspects of accommodation operational
procedures. The results of this first stage in the
content analysis are presented in the two sec-
tions immediately following this one.

An alternative coding system was also
applied to the critical incidents. In this second
stage of the content analysis an a priori coding
scheme was developed using the five key
dimensions of the SERVQUAL model. In this
case, a set of target phrases and words was
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specified to reflect the dimensions (listed in
Table 23.5) and incidents were scanned to
identify these words and phrases. The out-
comes of this stage of the content analysis are
presented in the last section of the results.

The major themes in positive incidents

The first step in the coding of the positive crit-
ical incidents identified 38 individual themes
that are listed in Table 23.3. As can be seen in
Table 23.3, these individual themes were fur-
ther classified into five main groups. The most
commonly reported themes were those relat-
ing to ‘staff attitudes’, making up 55% of all
the responses coded. The second category to
emerge was ‘staff actions’. In this category
were staff behaviours that were noted by the
respondents as being out of the ordinary, or
beyond what was expected.

‘Service recovery’ was the third category
identified and consisted of incidents where a
problem or service failure occurred, but was
then corrected in a way that the guests saw as
indicating good service. The fourth category
was called the ‘basics’ as the guest reporting
these incidents noted simply that the accom-
modation met the standards expected. The

final category, or ‘unexpected extras’ was used
to classify examples where additional services
or facilities were provided free of charge.

The major themes in negative incidents

The first step in the content analysis of the
worst service encounters resulted in 41 indi-
vidual themes as listed in Table 23.4. In order
to facilitate comparisons between aspects of
accommodation operations that contribute to
positive and negative service encounters, the
coders attempted to classify the individual
themes into categories that matched those
used for the positive incidents. This was possi-
ble for four out of the six categories. The most
commonly reported themes were those in the
category labelled ‘basics not met’. In this cate-
gory were incidents related to the cleanliness,
security and basic functioning of the accom-
modation facilities. The next largest category
was that of ‘staff attitudes’ where negative staff
approaches were described. The other two
categories that matched those used in the pos-
itive incidents analysis were ‘unexpected
extras’, which in the negative case referred to
a limited number of cases where guests
encountered hidden costs and charges, and

Table 23.2. Key characteristics of the critical incidents.

Characteristics % of positive incidents % of negative incidents

Location of the incident (if listed)
● Local area 8 10
● Other Australia 51 62
● Asia 12.5 8
● Europe 8 8
● South Pacific 8 2
● Africa 8 4
● Central/South America 3 2
● North America 1.5 3

Type of accommodation
● Hotel 38 26
● Luxury hotel 4 7
● Resort 15 9
● Motel 4 10
● Caravan park 4 9
● Backpackers’ hostel 3 6
● Other 32 33
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Table 23.3. Major themes in positive incidents.

Categories Themes Examples

Staff attitudes (n = 109, Committed to good service Staff members did every thing 
55% of responses)a Helpful and friendly correctly and were very 

Knowledgeable and informative efficient. Some staff went out of
their way to satisfy my needs.

Staff actions (n = 20, 10% Helped celebrate special I spent my birthday by myself at a
of responses) occasion hotel. I told a staff member 

Walked guest to restaurant at night expecting nothing in return.
Helped with tour planning About half an hour later I heard 
Organized indoor activities in poor a knock on my door. Three 

weather staff members entered. One 
Opened restaurant for latecomers had a bunch of flowers, another
Assisted with recovery of stolen one had cake and the last one

items sang happy birthday to me.
Allowed dog to stay even though My bags were lost at airport and 

advertised no pets policy one of the hotel staff drove me 
Personal service from manager back to the airport to get them.

Service recovery (n = 11, Apologized for a problem Hotel courtesy bus to the airport
5.5% of responses) Provided compensation for was late. When they arrived 

a problem they apologized to me 
repeatedly and they bought me 
a present and a card to say 
they are sorry.

Basics (n = 34, 17.5% Very clean Rooms were well serviced, clean 
of responses) Wide selection of food and and children were catered for.

beverage Large variety of cuisine offered,
Economical rooms so comfortable.
Catered to dietary needs Good, clean modern facilities.
Facilities for children Very local and personal, felt safe.
Well-organized Food was good, room was clean.
Good food in restaurant
Good security systems
Good quality linen
Exactly as advertised

Unexpected extras (n = 24, Room upgrade The nicest thing that happened 
12% of responses) Free stay from loyalty programme was the owner gave us a free 

Free extras bottle of wine with dinner.
Great location When my boyfriend and I arrived
Free transport for drinking party at the hotel we got the chance 
Late checkout to upgrade the room without 
Free Internet use paying any extra. We were
Local tour guides happy to get a room with free
Complimentary breakfast cable TV. It made our stay even
Free activities better.
Heated outdoor spa Received a complimentary 
Included animal park breakfast in a nice restaurant.
Chocolates on bed
Spacious rooms
Had organized guest activities
Entertainment every night

aMultiple themes were possible within a single incident.
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Table 23.4. Major themes in negative incidents.

Categories Themes Examples

Staff attitudes (n = 39, Not willing to help guests When the lady heard our accents she
21% of responses)a Rude and/or abusive treated us very rudely, screaming at 

us until we left.
Many problems but the staff seemed 

very reluctant to help.

No service recovery No response to problems Room entry cards constantly not 
(n = 22, 12% of No apologies working properly – frequent visits to
responses) Blames guest reception to fix the problem where I 

No compensation was made to feel like a constant
hassle to the staff.

Basics not met (n = 89, Dirty/smelly Having a cockroach crawl over me 
47% of responses) Damaged/broken facilities when I was in bed.

Facilities not as advertised Overall facilities were dirty and 
Room/hotel not secure/safe unpleasant.
Cockroaches/rodents The hotel was extremely noisy which
Noisy made it hard to sleep.
Cold showers I was charged for someone else’s meal.
No toilet paper
Limited car-parking
Small room
Difficult to locate
No greeting on arrival

Operational problems Overbooking/booking mistakes I slept late knowing that check-out time
(n = 28, 15% of Long wait for room for check-in was 11.00. Surprisingly the hotel 
responses) Transport failure cleaners woke me up at 8.00 saying it

Woken by housekeepers was time to clean the rooms.
Slow check-in The airport but when I arrived I was 
Room bed configuration wrong told an employee had made a mistake
Slow room service and the rooms were full, I then had 
People still in room when entered to find another room in the middle of 
Failed wake-up call the night. I hope no one ever goes 
Lost luggage there again.
Understaffed My worst experience was getting a key 
Room cards wouldn’t work from reception, walking to the room 
Lost safe key and so guests and unlocking it to find two people 

couldn’t access valuables still in bed who had not checked out 
Theft by housekeepers yet. Then we had to walk all the way 
Fire alarms went off and no back to the reception area where we 

communication from staff had to wait 3 hours for a room to be 
Staff member backed into car ready.
Generally disorganized

Unexpected extras Hidden costs There were hidden costs, which
(n = 5, 2% of Extra charges for basics such increased the price and blew my 
responses) as linen budget.

Other (n = 6, 3% Other guests Two other guests were fighting outside 
of responses) Staff smoking in rooms the room – they did not care about 

Bad weather how others might feel.
No hotel actually there on arrival

aMultiple themes were possible within a single incident.
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‘no service recovery’ where guests reported a
lack of service recovery effort as the prime fac-
tor in the incident.

Two categories unique to the negative
incidents were also used and these were an
‘other’ category for themes that seemed only
indirectly related to the service provided by
the accommodation itself, and ‘operational
problems’. These ‘operational problems’
were incident themes that described a break-
down in some aspect of the hotel’s processes
and procedures including things like a lack of
communication between front office and
housekeeping, unreliable courtesy buses and
slow or inefficient service.

The incidents and SERVQUAL
dimensions

The second stage of the content analysis of the
critical incidents examined the use of words or
phrases that were indicative of the five main
SERVQUAL dimensions. Table 23.5 provides
a summary of the outcomes of this content
analysis approach and a comparison of the rel-
ative contributions of the different dimensions
to the positive and negative incidents. The
results suggested that assurance, tangibles,
responsiveness and empathy were all potential
aspects of positive service encounters. Only a
very few positive incidents could be coded on
the reliability dimension. Incidents related to a
lack of reliability were, however, more com-
mon in the negative examples. Themes related
to tangibles were also much more likely to be
included in the negative incidents, while a lack
of empathy was reported only once as the key
contributor to a worst accommodation service
experience.

Implications and Conclusions

The first major finding from the CIT analysis
that staff attitudes are an important compo-
nent of positive service encounters was not
unexpected. In the SERVQUAL model, for
example, four of the five key service dimen-
sions are related to staff attitudes. The second
major group of factors that contributed to pos-

itive incidents were staff actions that were seen
as beyond the expected. This is a finding con-
sistent with some other CIT studies (Bitner
et al., 1990; Johnson, 2002), but not all.
Callan (1998), for example, concluded that
positive incidents based on extra effort from
staff were rare. In addition, few other reported
CIT studies identified the category of expected
extra service and facilities. These results sug-
gest that accommodation managers could
develop policies that encourage staff to think
about extras that could be given to customers
for little or minimal cost. For example, on low
occupancy nights, it would cost very little to
offer the guests that do arrive an upgraded
room. These two categories of unexpected
extras and staff actions highlight the value of
staff empowerment as a tool for enhancing
service quality. In many of the positive inci-
dents reported in this study staff took the ini-
tiative to offer something extra or to do
something out of the ordinary to enhance the
experience and or the self-esteem of the guest.

The final set of factors that contributed to
the positive service incidents described by this
group of guests has not been previously
reported in the academic literature. This was
the category labelled ‘basics’. It is noteworthy
that so many guests felt that a best accommo-
dation service experience was one where they
received nothing more than was advertised or
than a clean, comfortable room. This suggests
that at least for this sample, negative experi-
ences where such basics are missing are com-
mon. This is consistent with the factors
identified in the negative incidents. Basics such
as cleanliness, security and maintenance dom-
inated the negative service encounters that
were described.

The other common category of negative
incident themes were those related to opera-
tional problems or what Bitner et al. (1990,
1994) refer to as delivery systems failures.
More specifically for hotel managers, the com-
mon failures identified were problems with
room booking procedures, communications
between front desk and housekeeping about
customers checking out and systems for iden-
tifying and acting on maintenance problems.
Each of these specific service systems failures
can be corrected with management attention
to the relevant policies and procedures.
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Table 23.5. Critical incidents coded by SERVQUAL dimensions.

SERVQUAL Words/phrases/actions used to Number of positive incidents Number of negative incidents
dimension categorize incidents and examples and examples

Reliability Service given as promised (n = 4, 3% of responses) (n = 28, 14% of responses)
Dependable/reliable It looked good in the brochure and it was We asked to have a wake-up call and

good in reality. There were no false they never woke us up.
impressions given.

Assurance Knowledgeable and courteous (n = 30, 21% of responses) (n = 39, 19% of responses)
employees Frequently asked questions and inquiries There was little contact with staff, we

were handled professionally and without were given the keys and expected 
hassles – knowledgeable staff helped to find our own rooms.
with tour planning. Staff were unfriendly and rude.

Tangibles Facilities, equipment, appearance (n = 37, 26% of responses) (n = 88, 44% of responses)
of personnel Not only was the room clean and air I found the hygiene below standard, 

conditioned, but it also had pay TV, the room very small and cleanliness
pools, spa, gymnasium and tennis courts. left a lot to be desired.

Responsiveness Willingness to help (n = 34, 24% of responses) (n = 46, 23% of responses)
No matter what we asked for the staff were I complained to the person at the front

willing to help. desk and they would not help – they
just said – it’s too late at night to do 
anything, you will just have to live  
with it.

Empathy Individual attention, understanding (n = 36, 26% of responses) (Only one instance where the target 
customer needs Personally approached by the manager words/phrases were used)

who had a quiet conversation and a Staff were very ignorant and chose not
quick drink before he moved on to all to tend to our needs and concerns.
the other guests to inquire of their needs.
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The present set of service encounters in
tourist accommodation also highlighted the
importance of service failure recovery for
enhancing guests’ service quality perceptions.
Just over 10% of the negative incidents specifi-
cally noted that staff failed to attempt to recover
from a service failure, while 6% of the positive
incidents were descriptions of the opposite situ-
ation. In these descriptions of service recovery
the guests often mentioned the recovery as evi-
dence of the organization’s commitment to
high service standards. Effective service recov-
ery then is not simply about avoiding negative
outcomes but can actively contribute to positive
outcomes for the organization.

According to proponents of the CIT
approach, this technique offers the opportu-
nity to link the more general quality dimen-
sions from systems like SERVQUAL to
particular actions and processes relevant to a
specific context (Bitner et al., 1990; Wang
et al., 2000). The present study highlights this
particular benefit in that it generated informa-
tion on service quality factors specific to
tourist accommodation. Important tangibles in
this context include safe and secure rooms
and clean beds. Few other tangibles were
noted in the incidents described. Reliability in
hotels means finding the room set out as

expected and having courtesy transport that
arrives on time, and assurance can be
enhanced by staff with knowledge about the
local area and the ability to advise on activities
and tour options.

Finally, not only do critical incidents pro-
vide a specific direction for improving tourist
accommodation operations, but they also have
a vividness and immediacy that gives them the
power to persuade staff and managers of the
need to change and improve (Johns and Lee-
Ross, 1997). Personal stories have long been
recognized as powerful tools in persuasive
communication and education (Moscardo,
1999) and the CIT provides a simple way for
guests to tell their stories.
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Introduction

Managers of public and private outdoor recre-
ational areas need confirmation from the visit-
ing public that the facilities, services and
programmes generally provided are satisfac-
tory (Noe, 1999; Schofield, 2000). The objec-
tive of this study is to understand site-specific
satisfaction with services, programmes and
maintenance factors. The objective is achieved
by testing whether instrumental and expressive
attributes are distinct behavioural indicators
that could better predict visitor satisfaction.
Expressive indicators involve core experiences
representing the major intent of an act (e.g.
exhibits, interpretation of programmes offered,
experiences with recreation activities), while
instrumental indicators serve to act as facilita-
tors towards achieving that desired end (e.g.
parking, rental services, restrooms) (Noe,
1987). Although these distinctions will be used
to specifically define characteristics of a recre-
ational situation that may affect satisfaction,
the visitor, through past exposure or unfulfilled
expectations, may also significantly alter judge-
ments of satisfaction about that situation.

The guiding proposition of this study is
based on the work conducted by Herzberg
et al. (1959) and subsequently adapted to the
recreation and leisure field by Howard and
Crompton (1980). The original work by

Herzberg et al. (1959) focused on a series of
experiments in work motivation and satisfac-
tion. Based on the data, the authors developed
a theory that consisted of two qualitatively dif-
ferent groups of factors which motivated the
employees. The first set of factors included
mainly tangible items that were associated with
the job content. It was concluded that such
attributes as salary, tangible fringe benefits,
company policies, working conditions and
interpersonal relationship with others in the
workplace created dissatisfaction if they were
absent. Their presence may not deeply affect
job satisfaction. These attributes are termed
maintenance or hygiene factors by the authors.
The second set of factors, termed satisfiers or
motivators centred on the job content and lead
to psychological benefits and intrinsic rewards
from the job performed. These attributes
included mainly intangible benefits such as
recognition, achievement, intellectual challenge
and self-actualization. Howard and Crompton
(1980) adapted these concepts to explain fac-
tors in visitors’ satisfaction with experiences in
recreation facilities. The same analogy found
fertile ground in tourism and outdoor recre-
ation settings with the terms of instrumental
attributes corresponding to maintenance fac-
tors and expressive attributes corresponding to
psychological benefits and/or intrinsic rewards
(Noe, 1987; Noe and Uysal, 1997; Crompton,
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2003). However, these factors are not neces-
sarily mutually exclusive. The challenge for
resource managers is to be able to capture the
extent to which these factors interact and affect
visitor experience and satisfaction.

The development of a working model is
based upon an outgrowth of earlier research
by Noe (1987). This model assumes a direct
approach for determining satisfaction and
makes a theoretical distinction between instru-
mental and expressive indicators of satisfac-
tion. In a subsequent study, Noe and Uysal
(1997) also examined the theoretical distinc-
tion between instrumental and expressive indi-
cators of satisfaction with respect to different
outdoor settings. One of the major conclusions
of their study was that the relative importance
of both instrumental and expressive indicators
might show variation from site to site. In mar-
keting, Swan and Combs (1976) define instru-
mental performance as the means to an end
or the evaluation of the physical product while
the expressive attribute was the end in itself or
the psychological interpretation of a product.
In social action theory, both concepts are
treated as necessary for human action. Both
are goal-directed with the instrumental being
more cognitively oriented whereas the expres-
sive is more emotional or feeling oriented
(Noe, 1999). Swan and Combs (1976) also
assert that satisfaction can be produced only
through the expressive activities. The evalua-
tive mode of behaviour is also associated with
expressive acts within the context of social
action theory. On the other hand, Noe (1987)
found that expressive indicators of satisfaction
forming core recreational experiences were
more salient in explaining general satisfaction.
Czepiel and Rosenberg (1974) would consider
these as factors which ‘truly motivate and con-
tribute to satisfaction’, while the instrumental
are maintenance factors which, if absent, cre-
ate dissatisfaction. From this argument, it is
clear that facilities and attractions may possess
the duality of expressive and instrumental roles
that may complementarily produce satisfac-
tion. For example, in analysing the effects of
the instrumental and expressive attributes on
satisfaction, a LISREL path model was applied
to analyse the variables so as to best select ‘the

richest and most parsimonious model . . . to
explain the satisfaction process’ (Jurowski
et al., 1995–1996, p. 56). In testing the effi-
cacy of the various models, the final model
resulting from this research implies that instru-
mental and expressive satisfiers work together
to produce overall satisfaction. In another
study, Uysal and Williams (2004) examined
whether visitor types based on motivation for
travel moderate the relationship between
instrumental and expressive attributes. Their
study revealed that types of visitors based on
motivation for travel moderated the relation-
ship between the two constructs.

In short, expressive indicators involve
core experiences representing the major
intent of an act, in this case seeking a satis-
factory outdoor experience in a park (e.g.
sightseeing, camping, hiking a natural trail,
floating a river). Instrumental indicators serve
as actions or behaviours towards facilitating
that desired end (e.g. rental services, rest-
rooms, concession services) (Uysal and Noe,
2002). In our testing of the expressive– 
instrumental model, it is still reasonable to
speculate that instrumental factors could also
contribute to satisfaction since so few studies
have measured these attributes.

Perceived disconfirmation, included in the
marketing literature as a type of contrast the-
ory, describes the discrepancy between actual
participation and expectations as perceived by
the user (Oliver and Oliver, 1981; Oliver,
1997). It is measured with a question that asks
how close the product or service comes to
what the respondent expected (Ryan, 1995).
In all probability, previous use and expecta-
tions are probably modified by the actual expe-
rience and differ from the initial impressions in
part because of dissonance reduction and
assimilation. In order to avoid this confounding
situation, perceptions of post experiences
were measured. In measuring expectations,
the ‘disconfirmation’ possibility was empha-
sized by attempting to assess whether ‘more’
or ‘fewer’ services, facilities or programmes
could possibly be made available or reduced as
perceived by the public.

Balance theory also justifies factoring into
the explanation differences in the level of use
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of a site that may function to reduce disso-
nance and modify expectations (Yi, 1990).
Consequently, a measure of PASTUSE was
included in the model to examine if a previous
visit to the same site enters into the determi-
nation of overall satisfaction. The current
working model describes overall satisfaction as
a function of instrumental and expressive pref-
erences, expectations plus PASTUSE. The
major question raised in this research asks to
what extent do the above attributes, expecta-
tions and incidence of PASTUSE relate to
overall satisfaction. The hypothesized model
can be written as

SAT = f (INST, EXPRES, EXP, PASTUSE)

where:
SAT = satisfaction score with amenities;
INST = instrumental factors (e.g. restrooms,

parking, personnel, restaurant);
EXPRES = expressive factors (e.g. exhibits,

types of programmes offered);
EXP = expectation items;
PASTUSE = number of visits in the past.

Research Methods

Study site

The study site encompassed Virginia’s Explore
Park that began operation in 1994 as a
public–private partnership between the
Virginia Recreational Facilities Authority and
the River Foundation. A 1.5-mile spur road
connects the Blue Ridge Parkway to Virginia’s
Explore Park. The park is an 1100-acre out-
door living history museum and Recreation
Park that offers opportunities for leisure activ-
ity, learning and fun. The popular historic dis-
trict is home to costumed interpreters who
teach visitors about life in western Virginia
from the precontact Native American to colo-
nial frontiers-people to the settlement of
Virginia. A recent addition to the 19th-century
area includes a working batteau on the
Roanoke River, which highlights river culture
during that era and the life of the freed
African-American slave. The Arthur Taubman
Welcome Center is located at the terminus of
the Roanoke River Parkway and serves as a

gateway for park visitors and a rest station for
weary Parkway motorists. Adjacent to the
Welcome Center is historic Brugh Tavern
restaurant, where diners can enjoy a delicious
meal in an upscale, historic ambience.

Sample survey

A walk-in survey at the Welcome Center was
conducted during the summer of 2001.
Respondents were both Explore Park and Blue
Ridge Parkway visitors and tested after their
park experiences at both places. Since the
data were collected at the Welcome Center of
Explore Park, visitors whose visits included
Explore Park only were omitted from the data
collection process. Through this sampling
approach, the general park users were simply
asked to complete a four-page questionnaire.
After almost 6 weeks of data collection, this
semi-structured approach to collecting data
yielded 122 usable questionnaires. There was
no attempt made to contact the respondents at
certain time intervals of the day. Visitors as
respondents were simply invited to complete
the questionnaire. For the analysis, missing
values were replaced with mean scores. It is
also important to mention that this particular
study represents one of the four possible sites
in Virginia along the Blue Ridge Parkway for
which data collection was initiated.

Variables/questionnaire

The questionnaire was organized into five dis-
tinct sections. In the first section, respondents
were asked to rate the facilities, services and
programmes that were provided at Explore
Park. Since perceived product performance is
a key predictor in explaining variance in satis-
faction, a 5-point Likert scale for perceived
service performance that allowed park users to
rate the site attributes from poor to excellent
was developed. The final question in this sec-
tion asked the respondents to rate their overall
impression of service and satisfaction with
their visit to Explore Park. Expectations were
measured by determining when the park
respondents felt more or less services were
expected than were actually being provided or
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offered. Respondents were tested after their
park experience rather than in a before–after
test design, because in the post hoc situation
the respondent was already exposed to what
actually existed at the site offering a more real-
istic base of comparison for meeting an expec-
tation. And finally, PASTUSE was gauged by
calculating times frequented at the parks over
a 12-month period.

Analysis

The analysis of this study consisted of three
major steps. First, instrumental and expressive
measures were formed for Explore Park based
on its offerings. The grouping of these meas-
urements was based on the previous relevant
literature review and adapted to the test site
(Table 24.1). The grouping was not intended
to be totally exhaustive. However, it represents
examples of theoretically based elements (fea-
tures) that describe instrumental and expres-
sive factors as discussed in the paper and
present at the site. Second, the 23 expectation
statements were factor analysed using a vari-
max rotation procedure (Table 24.2). After
removing double loadings and items that did
not contribute much to factor groupings on the
basis of intercorrelations and variance
explained, the factor analysis resulted in two
factor groupings that accounted for more than
66% of the variance. The first expectation fac-
tor grouping contained such items as park
guides to explain things, rangers to inform us,
indoor lodging, developed campsites, picnic
areas with toilets, a road providing enough
parking space, a road with convenient stops,
signs indicating a place to get fuel and food
and a clear view from the road. These items
were mostly consistent with instrumental
(maintenance) factors and the second factor
consisted of items (e.g. exhibits, books about
the region and southern mountains, live
demonstration projects) that were expressive
in nature. It is also important to mention that
since the site visit took place as a result of the
trip to Blue Ridge Parkway, the items included
in the expectation scale were directed at the
Park. These factor groupings were then used
as independent factors in the satisfaction
model. In the final step, the above delineated

and operationalized independent factors that
were hypothesized to influence satisfaction
were analysed using ordinary least squares.
Initially, the factors that estimate satisfaction
were introduced progressively into the model
to obtain the most satisfactory results.

Findings

The results of the Pearson correlation analysis
revealed that overall satisfaction was correlated
most highly with instrumental ratings of
the site (r = −0.36) and expressive ratings of the
expectation scale (r = −0.32). There seemed
to be almost no significant correlation between
the PASTUSE and overall satisfaction. The
results of the correlation matrix indicated that
a relationship did exist between overall satis-
faction and both the instrumental rating factors
of the site and one of the two expectation fac-
tor groupings. All of the factors in the original
model were then regressed against the overall
satisfaction element. Table 24.3 presents the
results of the final model. This final model does

Table 24.1. Instrumental and expressive
measures for the study site.

Instrumental factors Expressive factors

Museum store Church
Restaurant Museum
Welcome centre Hiking trails
Picnic pavilion Biking trails
Parking Tavern
Restrooms Exhibits
Personnel Fishing

Environmental 
programmes

Native American 
programmes

18th century 
programmes

19th century 
programmes

Note: The grouping of these measures was determined
based on relevant literature review and expert
assessment. The grouping was not intended to be
mutually exclusive, nor exhaustive. However, it represents
examples of theoretically based elements that describe
instrumental and expressive factors for the site in
question. Measures were rated on a 5-point Likert type
scale, ranging from 1 (poor) to 5 (excellent).
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not include the PASTUSE as an independent
variable. The analysis of the results of the sim-
ple correlation coefficients and a stepwise
regression procedure produced the final
model, which was significant at the 0.00 prob-
ability level. The coefficient of determination
indicates that almost 17% of the variation in
overall satisfaction was explained by the vari-
ables included in the model. The corollary
analysis indicated that several of these vari-

ables are important in determining the overall
satisfaction level. The beta coefficients indicate
that expressive and instrumental factors are
stronger predictors of overall satisfaction or
dissatisfaction. For example, the variable
(INST) of instrumental factor ratings has a neg-
ative beta value of −0.544, suggesting that a
poor rating of instrumental factors at the study
site may influence overall satisfaction nega-
tively. However, a positive rating of the

Table 24.2. Factor analysis of expectations.

Loading Variance (%) Eigen-value Alpha

Expectation Factor 1 53.87 10.24 0.921
Park guides to explain things 0.882
Rangers to inform us 0.875
Indoor lodging 0.859
Developed campsites 0.848
Picnic area with toilets 0.832
A road providing enough parking space 0.811
Self-guided hikes 0.802
A road with convenient stops 0.777
Signs indicating where services 0.766

are located
A place to get fuel and food 0.697
A road with nicely designed guard rails, 0.635

shoulders, bridges and tunnels
A clear view from the road 0.627

Expectation Factor 2 12.61 2.39 0.853
Variety of exhibits 0.963
Books about region and southern 0.850

mountains
Live demonstration projects 0.749
Visible ranger patrol 0.699
Aggressive enforcement of safety 0.686
Total variance explained 66.48

Note: Measures were rated on a 5-point Likert type scale, ranging from 1 (strongly disagreed) to 5 (strongly agreed).

Table 24.3. Results of regression analysis.

Std error Standardized beta coefficients t-value Significance level

(Constant) 0.168 11.015 0.000
INST 0.081 −0.544 −2.810 0.006
EXPRES 0.68 −0.061 −0.331 0.741
EXP1 0.040 0.112 1.206 0.230
EXP2 0.045 0.351 3.407 0.001

Note: The model has the following statistics: Adjusted R2 = 0.187; F = 7.916; Sig. 00;
INST = instrumental rating factors; EXPRES = expressive rating factors; EXP1 = expectation factor grouping 1; and
EXP2 = expectation factor grouping 2.
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expressive part (EXP2) of expectation items
about the trip on the Blue Ridge Parkway
seemed to affect overall satisfaction positively.

Conclusion

The results of the correlation and ordinary least
squares analysis revealed partial support for the
existence of dual satisfaction factors. These
findings are also consistent with the results
reported by Noe (1987), Floyd (1993), Jurowski
et al. (1995) and Noe and Uysal (1997). It
appears the factors representing a judgement
about facilities and services are not as important
to overall satisfaction for those seeking an out-
door recreational experience as they are for the
casual sightseer. In this current study, the
instrumental factors appear to be more impor-
tant than expressive elements for the site visitor.
The poor performance of site-specific instru-
mental factors affects satisfaction negatively,
while the expressive part of expectations from a
site may affect satisfaction positively. Thus, the
expressive part of expectations may also con-
tribute to overall satisfaction. These results
imply that visitor satisfaction at sites designed
for outdoor experiences would not necessarily
depend upon expressive elements such as hik-
ing, interpretive programmes while visitor satis-
faction in areas designed for sightseeing
(historical attractions) is somewhat more
dependent on the provision of instrumental

elements such as restrooms and shelters. This
observation suggests that further research is
also needed to examine the effect of develop-
ment stages of sites on satisfaction. Table 24.4
provides a summary of findings with respect to
the variables used in the case study.

The advantage of approaching satisfaction
from the perspective of instrumental and expres-
sive factors along with other relevant variables is
that the researcher could provide information
that would allow resource managers and plan-
ners to understand the relative importance of
satisfaction factors and the degree to which they
could have control over these factors. The infor-
mation that could be obtained from such an
approach to satisfaction would allow managers
not to tolerate the poor performance of instru-
mental factors. Because of the tangibility nature
of instrumental factors, planners and managers
would be able to develop appropriate amenities
and maintain them at the performance level that
will be expected. This approach also implies that
managers and planners should examine tourist
destinations and natural areas from the perspec-
tive of a systems approach. In its simplest form,
the main elements of satisfaction – expressive
and instrumental attributes – represent two
major components of the market place, namely,
demand and supply. Some expressive attributes
are the behavioural results of inner emotional
state and pose opportunities for interaction and
participation. These attributes are the essence of
travel motivation in the first place, representing
the demand side of the equation. Thus, potential

Table 24.4. Summary of key findings.

Instrumental factors Expressive factors Expectations Past use

Absence or poor per- Ratings of perceived The place exceeds Not significant and
formance of mainten- performance of site- visitors’ expectations; dropped from the
ance factors reduced specific expressive both the instrumental model.
satisfaction. factors of the experi- and expressive 

ence were not signi- dimensions of 
ficant in this study. expectations were 

positively correlated 
with overall satis-
faction. However, 
expressive ones 
were statistically 
significant contri-
butors to satisfaction.
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and actual visitors are the ones who seem to
have more control over these attributes. The
responses to demand side or expressive attrib-
utes, including benefits-sought at the destina-
tions would then naturally represent the supply
side of travel experience. Therefore, the instru-
mental are maintenance attributes without
which one may not achieve some degree of sat-
isfaction on a measurement scale from the expe-
rience. It is clear from the study reported that
instrumental attributes also influence satisfaction
along with the expressive. As Laws (2002)
points out that the appropriateness of the tech-
nical design delivery systems and product offer-
ings along with an understanding of the
meaning to customers of their experiences
would be of great help to managers seeking to
develop competitive position, then, maintain the
advantages gained. The quality and availability
of tourism supply resources are a critical ele-
ment in meeting the needs of the ever-changing

and growing tourism market. It is important that
destinations monitor visitors’ satisfaction with
facilities, programmes and services in order to
maintain a sustained and expanding business.
Empirical studies of this nature may be of help
to destination marketeers and planners to under-
stand the complexity of satisfaction as one of the
elements of visitation behaviour. Actual and
potential markets can use these types of studies
to develop appropriate communication materi-
als that would incorporate the relative impor-
tance of destination features as perceived.
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25 The Value of a Benchmarking
Approach for Assessing Service Quality
Satisfaction in Environmental Tourism

Philip L. Pearce
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Introduction

In 1965 Mick Jagger of the Rolling Stones
lamented that in the growing consumer society
he could not ‘get no satisfaction’. Their gram-
mar was less than perfect but the Rolling
Stones’ assertion of the importance of satis-
faction in popular culture was a statement for
its time. It may simply be coincidental, or it
may reflect a Zeitgeist in Western consumer
societies, but the studies of satisfaction in the
business and tourism literature largely arise in
and follow this mid-1960s period (Fishbein,
1967; Uhl and Schoner, 1969; Swan and
Combs, 1976; Martilla and James, 1977).
Concerns with satisfaction in consumer soci-
ety, as well as the Rolling Stones themselves,
are still very much with us four decades later.

The focus on satisfaction in this chapter is
specific. It addresses satisfaction issues, includ-
ing effective measurement and interpretation.
It does this in the context of tourism and par-
ticularly environmental tourism businesses. It is
argued that this specific satisfaction focus on
tourism experiences is needed because the
broader and voluminous consumer-satisfaction
literature has some inherent assumptions and
perspectives which can be inappropriate or
misleading in the tourism context. For exam-
ple, most of the consumer-satisfaction litera-

ture emphasizes repeat business and repeat
purchase behaviour (Fuchs, 2002). This repeat
purchasing may be highly relevant to products
such as cigarettes, cars and electrical goods but
is less applicable to once-in-a-lifetime tourism
journeys and adventures (Pearce and
Moscardo, 2001). Additionally, the very basis
of tourism studies as an emerging discipline in
the field of knowledge is built on the view that
the purchasing of experiences which are
planned for in advance, accessed in unique
social and physical settings and enjoyed in ret-
rospect, sometimes for decades after comple-
tion, requires that researchers and analysts
produce distinctive frameworks of understand-
ing (Gunn, 1994).

A distinction can be made between satis-
faction and enjoyment. The latter term is
largely used in leisure studies while satisfaction
is employed more in business and tourism
research (Ryan, 1995; Veal, 1997). These
terms are not, however, simply synonyms.
The enjoyment concept focuses more on the
realization of social, self-esteem and fulfilment
motives and less on fundamental needs and
concerns. In the satisfaction literature, Noe
(1999) outlines a distinction between expres-
sive needs in satisfaction and instrumental
needs. This two-part approach to satisfaction,
particularly as it relates to tourist environment
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settings, distinguishes the adequacy of basic
setting features (e.g. toilets, physical comfort
of the location) and expressive features (scenic
qualities, atmosphere and a sense of place).
Since Noe’s formulation captures much of
the concept of enjoyment by emphasizing the
expressive component of place experiences,
enjoyment as used in the leisure and recre-
ation literature can be embraced as a part of
this discussion rather than requiring separate
analysis.

The status of the term satisfaction also
needs clarification. In the spaghetti of terms
which characterize tourist appraisal of set-
tings and which include perception, attitudes,
values, expectations, benefits, enjoyment and
satisfaction, it can be asserted quite simply
that satisfaction is an attitude. It is a post-
experience or post-consumption attitude as it
is an evaluative orientation towards a product
or service that can be measured (Czepiel and
Rosenberg, 1977; Pearce et al. 1998; Noe,
1999). In this view, satisfaction is a special
kind of attitude because it cannot exist prior
to the purchase or consumption of the atti-
tude object.

In psychology research, attitudes have
three components: (i) knowledge; (ii) affective
(emotional); and (iii) implicit behavioural pre-
disposition. There is expanding speculation
and debate on the possible sequence in which
these components of attitude arise as well as
their relative importance (Mano and Oliver,
1993; Oliver, 1993, 1997; Bagozzi et al.,
1999; Zins, 2002). There is a distinct possibil-
ity that in some circumstances cognitive com-
ponents precede affective elements while in
other settings affective elements guide the cog-
nitive components (cf. Zins, 2002). The recog-
nition of affective, cognitive and behavioural
elements as intertwined elements of the satis-
faction concept, even if the psychological
sequencing shaping these elements remains
uncertain, should alert researchers to the piv-
otal issues of the wording of satisfaction ques-
tions. Some expressions, it can be argued, will
favour affective components while others will
emphasize cognitive or implicit behavioural
components. This theme will be explored fur-
ther in the section on methodological and
measurement issues.

Core Issues

There are several fundamental issues in organ-
izing and advancing the discussion of satisfac-
tion in tourist environments. First, it is valuable
to consider the potential roles and purposes
of satisfaction research. Subsequently, consid-
eration will be given to quality measures of
satisfaction as well as the neatly labelled ‘satis-
faction trap’ in consumer studies. The domi-
nant traditions in understanding satisfaction
will be reviewed and a critique of the major
prevailing approach will be undertaken. Once
these core issues are addressed the discussion
will outline some original work on a bench-
marking approach in tourist environments.

The purpose of satisfaction research

There are multiple purposes for satisfaction
studies. Direct satisfaction comparisons can be
used for competitive advantage. For example,
in countries where the law permits such explicit
comparisons, promotional materials from one
company can assert that more people like their
product than that of a competitor, thus estab-
lishing a positive selling point while weakening
the competitor’s appeal (Ryan, 1995).

A second use of satisfaction studies is to
assess performance targets. Many compa-
nies and many public sector organizations
including National Parks have specific per-
formance targets. An example of this
approach is reported by McCarthur (2000)
who notes that one destination in South
Australia, Kangaroo Island, has produced a
tourism plan with the specific target of hav-
ing 85% of its visitors very satisfied with the
destination. An allied performance-based use
of satisfaction measures lies in a company’s
internal use of the scores. Different work
teams may be assessed for their effect on
customer satisfaction thus establishing moti-
vation and incentive systems within a hotel,
theme park or tourism business. Similarly,
seasonality differences in the company’s per-
formance can be monitored by assessing sat-
isfaction scores over the months of the year
(Baum and Lundtorp, 2001).
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Sometimes the performance targets of
business and environmental management
agencies are included within the framework of
an integrated management plan such as a total
quality management system or a learning
organization framework. Frequently, satisfac-
tion measures are integral to such larger man-
agement approaches. Hockings et al. (2000),
for example, include visitor-satisfaction meas-
ures as a major item for evaluation in their
report for the International Union for the
Conservation of Nature outlining a systems-
based management of protected areas.

A further use of satisfaction measures,
which lies beyond individual business advan-
tages and natural environment-management
targets, resides in holistic sustainability tourism
assessments. The World Tourism Organization
(1998) has produced a guide for local authori-
ties on developing sustainable tourism which
includes measures of visitor satisfaction. This
use of destination-based satisfaction measures
is likely to become more widespread, as the
satisfaction measures can be used as indicators
interconnecting business performance, envi-
ronmental quality and community acceptance
(Payne, 1993; Ritchie et al., 2000).

These larger issues in satisfaction meas-
urement have recently been extended with the
view that satisfaction measures can have a
future-oriented value. Kristensen et al. (2000)
suggest that customer satisfaction can be a for-
ward looking measure. They report evidence
from a number of European studies which
demonstrate that high customer satisfaction
levels were able to predict subsequent success-
ful business performance. More specifically,
the work being undertaken on a pan-European
customer-satisfaction measurement instrument
suggests that, at least across a range of busi-
nesses, there is mounting evidence that a rise
in customer satisfaction will produce a rise in
return on investment. Even more specifically,
there is tentative evidence that broadly based
consumer satisfaction scores have impacts on
the overall stock market within 3–4 months
(Ittner and Larcker, 1996; Anderson et al.,
1997). These kinds of links between customer
satisfaction and tourism environment busi-
nesses have not yet been established.
Nevertheless, this initial evidence from Europe
tends to confirm the working assumption of

many organizations that customer satisfaction
measures are much more than historical
accounts and are indeed guides to action.

A final but not trivial use of the customer
satisfaction measures is to enhance the satis-
faction of company employees and managers.
Even though there are a number of measure-
ment issues producing inflated or overly posi-
tive satisfaction scores, nevertheless it is
rewarding to the staff of organizations to know
that customers are reporting positively on their
interactions and experiences. When this posi-
tive feedback is converted into bonuses, prizes,
awards and company incentives, the ego-
based use of satisfaction measures is even
more noteworthy.

Criteria for quality measures
of satisfaction

There are at least eight criteria which help to
define quality satisfaction measures. The eight
attributes are listed in Table 25.1 with a brief
commentary.

Two concepts frequently mentioned in the
literature on this topic and which are embed-
ded in Table 25.1 deserve further attention.
There is some reference in existing satisfaction
studies on what has been described as the sat-
isfaction trap (Noe, 1999). This issue,
explored briefly in Table 25.1 under the head-
ing ‘Relevant’, focuses on the mistake of think-
ing of visitor satisfaction as an end in itself
rather than being one of a number of critical
outcome measures. For business, what matters
is not how well satisfied their customers are,
but the profitability accruing from a certain
number of adequately satisfied customers. A
more extreme example of the satisfaction trap
arises in a natural environment or heritage set-
ting. Here, placing total priority on customer
satisfaction and falling into the satisfaction trap
may be particularly problematic if that cus-
tomer satisfaction comes at the expense of wil-
ful or even unwitting damage to the resource
through biophysical impacts such as erosion,
accretion and stress.

A second concept of note identified briefly
in Table 25.1 is the commonly reported positiv-
ity bias in tourist satisfaction studies. Measures of
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satisfaction in general typically tend to be dis-
tributed towards the positive pole of the ratings
(e.g. on a 1–10 scale of satisfaction, a bias
towards the top end of the scale will be obtained
with many people giving 7, 8, 9 or 10 ) (cf.
Ryan, 1995). One explanation for this kind of
result is ego or self-esteem protection. When a
visitor purchases a product, typically they do not
want to admit they have made a bad choice. In
particular, since leisure tourism and holiday

activities are frequently chosen freely by the par-
ticipant and reflect personal values and even sta-
tus concerns, it reflects badly on the individual’s
decision making and personal credibility if the
selection proves to be a poor one.

The difficulty with the positivity bias issue
for businesses is that it becomes difficult to
gauge or detect problems because, as indi-
cated in Table 25.1, the satisfaction measure
becomes insensitive; in short, it evolves into an

Table 25.1. Attributes necessary for quality satisfaction measures.

Attribute Characteristics

Relevant The measure of satisfaction and its importance have to fit within the total goals
of the organization.

Example: Satisfaction of visitors may matter less to the clergy caretaking an 
English cathedral than it does to a commercial theme park.

Measurable The satisfaction measure must be clear and unambiguous. Question wording 
is critical and always needs close attention in design and in interpreting 
outcomes.

Example: Assessing satisfaction by asking visitors if a location is better or worse 
than other places they have visited produces a shifting basis for 
comparison and ultimately ambiguous results. It is much better to ask for 
known comparisons, or direct assessments of performance.

Sensitive The measure must be sensitive to changes as the responses of visitors 
change. The positivity bias, the tendencies to offer overly positive 
responses, is important here.

Example: The measure must not have an artificial ceiling preventing the 
assessment of improvement such as a limited 4-point scale. This offers no 
room for improvement and creates a blunt measuring instrument.

Timely The assessment of satisfaction must be timely in two senses:
(a) produced quickly for rapid management action, and
(b) linked to known, established phases of the operation such as the time of 

the day, personnel being evaluated, weather conditions and immediate
contextual factors such as operational problems.

Accessible Greater power is generated for the satisfaction measure if it is easy to 
understand and interpret.

Example: Information presented in accessible formats both graphically and with
written text evaluations or labels rather than numerically may assist
widespread acceptance.

Cost effective The collection of information should be balanced against the potential value 
of implementing the information.

Example: Surveys of every guest may be intrusive but a random sampling of 
guests every month may be an effective monitoring activity. Additionally
biased small samples may not be worth the effort as they have no
consequences for implementation.

Public support The measures must be seen by key stakeholders as useful, and the actions 
and consequences of the assessment clearly grasped.

Conceptually based The adequacy of a satisfaction measure will be enhanced if it is linked to a 
system of explanation which identifies the forces acting on the visitors’
experiences.
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expensive and blunt instrument. The solution
to this issue lies in creating a diversity of meas-
ures and expanded scales to differentiate cus-
tomer responses more adequately.

The final section of Table 25.1 presents
the perspective that satisfaction studies are of
greater value when they are linked to one of
the organizing frameworks in satisfaction
research. This view is adopted because con-
necting individual studies to existing traditions
of research allows researchers and businesses
to benefit from the cumulative experience of
other analysts. The following section considers
the adequacy of these existing approaches in
the context of tourists and the natural environ-
ments they visit.

Understanding satisfaction: existing
approaches

The dominant tradition in understanding satis-
faction is labelled the expectancy/confirma-
tion/disconfirmation or EDP model (Oliver,
1980). This approach states that customers
compare actual product and service perform-
ance to their prior expectations. If the expec-
tations are met or exceeded the customer is
satisfied or highly satisfied. If the expectations
are not met, dissatisfaction follows. Such a
perspective is relatively common in the satis-
faction literature (cf. Schofield, 2000). Assess-
ments of satisfaction based on this approach
are frequently seen in hotels, restaurants and
other tourism linked service sectors. The mis-
sion statements of many companies incorpo-
rate the approach into their slogans such as
‘We aim to exceed our customers’ expecta-
tions’ or ‘We meet your expectations and then
some’ (cf. Hanan and Karp, 1989).

There are some limitations to the ade-
quacy of this approach. Expectations vary in
clarity and relevance. In some circumstances
expectations for, say a hotel room, can be
seen as establishing a normative standard
which can act as a basis for evaluation. As
Hughes (1991) and Fornell et al. (1996) point
out expectations are not so relevant when the
good or service varies greatly, when it is pur-
chased infrequently, or when extra additional
factors take over (e.g. weather, other people).

For example, in adventure tourism settings
Hughes notes that visitors may still be satisfied
despite expectations not being met because
unanticipated positive factors intervened such
as forming an unexpected close friendship.

The EDP model also generates a number
of measurement issues. Teas (1993) notes that
when using assumed interval levels of measure-
ment such as rating scales to assess satisfaction
and expectation, a performance expectation
discrepancy of −1 can be achieved in non-
equivalent ways. Specifically, a difference score
of −1 can be achieved with a performance
score of 6 and an expectation score of 7 or
with a performance score of 1 and an expec-
tation score of 2. The question being asked
here is: are you more satisfied with a product
which comes close to a high expectation or a
product which comes close to or equals your
low expectations? The answer is probably the
former but the EDP model does not make such
a distinction.

Additionally there are further difficulties.
Expectations are generally rated very high
(Babakus and Boller, 1992). Here, respon-
dents may be motivated or influenced by
another kind of self-protection or self-presen-
tation issue. An implicit statement of the type
‘I am a discerning, quality seeking person’ may
lie behind high expectation scores. One of the
more bizarre suggestions which arises from
this specific issue is the recommendation that
companies could reduce expectations and
hence promote satisfaction by ‘underpromis-
ing’, that is, suggesting their product is ade-
quate rather than brilliant (cited in Noe, 1999).
This extension of the theory may be logical but
it is questionable whether in practice tourist
settings are likely to start promoting them-
selves as ordinary or basic in order to suppress
visitors’ initial expectations.

Several researchers have commented on
the reactivity of measurement issues in the
EDP model. By turning attention to expecta-
tions in the not-very-natural process of asking
people what they are anticipating an experi-
ence will be like, the researcher may be chang-
ing or even creating expectations. And further,
once people have rated expectations this task
may influence their experience of the product
by drawing attention to features they would not
have spontaneously considered (Pearce, 1988).



These reactivity points, it has been argued, are
particularly relevant when people say they have
no expectations or where expectations are ten-
tative, uncertain or superficial (Mazursky,
1989; Crompton and Love, 1995). In these
circumstances it appears to be very problem-
atic to use the EDP model to inform satisfac-
tion research.

A further issue of assessing satisfaction by
reflective measurement can be raised. At
times, some companies and researchers suggest
measuring satisfaction after the service expe-
rience or simultaneously with the service
experience. For example, questions of this
type are: ‘What were your expectations of this
trip before joining the tour?’ or ‘Does this
(environmental site) meet your expectations?’
Again this is likely to produce a confused and
distorted reply since the experience itself may
have reorganized earlier thoughts and antici-
patory responses. The argument which is
sometimes offered here is that there is not a
problem because respondents do complete the
questions. This argument is unsound.
Respondents may be able to fill in some
answers and do so out of courtesy to the
researchers, but in fact they are likely to be
‘telling more than they can know’ (cf. Nisbett
and Wilson, 1977).

Kozak (2001) contributes some further
valuable observations to the assessment of
EDP theory. He notes, and elaborates on the
point in a critical review of the consumer-
satisfaction field, that the expectation perform-
ance approach is really a family of approaches
differing marginally in its names and titles from
researcher to researcher. Allied to the EDP
approach are the following family members:
contrast theory, aspiration theory, gap analy-
sis, adaptation level, disconfirmation approach
and the importance–performance approach
(Kozak, 2001). The importance–performance
approach is of particular interest. In some of
the EDP approaches little attention is paid to
how significant, valuable or important an
attribute is for the total assessment of satisfac-
tion. So, for example, how important is the
handling ability of a motor vehicle compared
to fuel economy, safety, comfort and other
variables? The contribution made by Fishbein,
a major attitude theorist, and people following
and extending his work in the importance–

performance model was to ensure that the rel-
ative significance of such component attributes
was included in the confirmation–disconfirma-
tion and performance measures (Fishbein,
1967; Olshavsky and Miller, 1972; Barsky,
1992).

Kozak’s critical review (2001) also dis-
cusses the second of the two dominant
approaches to satisfaction assessment. He
labels the second set of approaches, the Nordic
School, in contrast to the ‘American’ EDP
school discussed above. The Nordic School
approach may be seen as a performance-only
perspective on customer satisfaction where the
customer’s perception of the quality of the per-
formance product or experience is what really
matters in satisfaction research. Crompton and
Love (1995) report that a performance-only
approach was superior to an EDP approach in
assessing visitor satisfaction at festivals. Other
support for the performance-only approach
comes from Prakash (1984) who noted the
superiority of performance-only measures for
predicting future behaviour. The approach is
also consistent with that adopted by many
Australian researchers including Pearce (1988),
Hughes (1991), Black and Rutledge (1996),
Kim and Lee (1998) and Greenwood and
Moscardo (1999). Not surprisingly some of the
EDP advocates (e.g. Parasuraman et al., 1985,
1994) reject the performance-only approach
arguing that the relationship between expecta-
tions and performance provides valuable infor-
mation. The rebuttal to this criticism is, of
course, only valuable if the expectations meas-
ures are meaningful, a concern which was
raised in the previous critique.

Directions for satisfaction research

Many reviews of existing approaches in this
area produce a cautious and indeterminate set
of conclusions. It is frequently suggested for
example that researchers should be ‘aware of
these issues’, that they should ‘consider the
methodological weaknesses of previous
research’ or more commonly ‘that further
research is needed to improve our understand-
ing’ (Schofield, 2000; Kozak, 2001). Such
caution is understandable because there are
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indeed complex and unresolved matters in the
satisfaction field.

It is possible, however, to suggest the con-
tinued use of both existing traditions and to
develop the performance-only approach fur-
ther. It can be suggested from the preceding
review that the EDP family of approaches may
continue to be applicable even in tourism and
leisure research for frequently purchased, stan-
dardized products familiar to the consumer.
The measurement of satisfaction and perform-
ance in such contexts should be both prior to
and post the purchase experience, avoiding
reflective questions. There may be consider-
able advantages in operational terms and with-
out comprising research standards to have
large independent but closely matched sam-
ples providing the expectations and perform-
ance measures. This will reduce the reactivity
issue and avoid subject mortality or drop-out
rates comprising the research design. A critical
part of EDP approaches should be the assess-
ment of the importance of attributes in relation
to expectations and performances.

For many tourism situations where satis-
faction measures are concerned with the more
expressive rather than instrumental aspects of
the experience, a performance-only approach
can be recommended. The particular advan-
tages of this strategy include the clarity of the
task for the respondent and a consequential
confidence by the researcher in the meaning
of the response. It can also be strongly sug-
gested that when attribute or component parts
of the experience are being assessed, impor-
tance ratings are also assessed.

In order to enhance the suggested per-
formance-only approach to satisfaction meas-
urement, two additional lines of inquiry can be
blended into the ‘Nordic School’ system. The
first consideration is that of benchmarking.
One of the criticisms of the performance-only
approach is that when analysts and stakehold-
ers obtain a set of scores from the post hoc
satisfaction procedure they may have difficulty
in interpreting or understanding the meaning
of the obtained values. There are two kinds of
benchmarking that can help to resolve this
interpretation issue.

Benchmarking may take two forms: (i)
internal benchmarking, where satisfaction
scores are retained by an organization and

compared over time or across departments;
and (ii) external benchmarking, where the
satisfaction-based performances of competi-
tors constitute the frame of reference. In both
these styles of benchmarking Fuchs (2002,
p. 154) claims that the benchmarking chal-
lenge is as follows: ‘what counts is not so
much a measure of the absolute but the rela-
tive satisfaction level’. An understanding of
the exact semantics of satisfaction is itself a
research issue and while Fuchs’ emphasis on
comparative judgements is valuable it would
be foolish to ignore the actual absolute values
(Veal, 1997). For the external benchmarking
approach in particular, Fuchs also notes that
the aim of the business should be to establish
a customer value which exceeds that of rival
offerings. The inclusion of this benchmarking
approach in the performance-only customer
satisfaction approach will be illustrated in this
chapter with examples drawn from environ-
mentally based tourist settings.

The second amplification of the basic per-
formance-only approach lies in developing a
guide concerning what can be measured in sat-
isfaction studies. While the work of Parasuraman
et al. (1994) and Cottle (1990) is conceived
within the tradition of the EDP model, their
detailed attention to the content of satisfaction
measures can be applied to other models.
Accordingly, a rich expansion of the basic sat-
isfaction questions often asked in perform-
ance-only studies is possible by including ideas
from the SERVQUAL and RATER models
developed by the above authors. Some sug-
gestions arising from this approach include a
consideration of the reliability of the service,
competence and knowledge of the staff, all the
tangible elements of the setting, and the care
and responsiveness to the customers’ needs.
These directions need to be supplemented by
advising that researchers should also add holis-
tic and expressive questions to the total frame-
work since the RATER and SERVQUAL
traditions place greater emphasis on instru-
mental and social interaction or service-linked
elements.

While benchmarking may have many
advantages congruent with the desirable
practices for satisfaction reported in Table 25.1
there are some pragmatic issues in obtain-
ing truly comparative data. These kinds of
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problems as well as the opportunities for
effective benchmarking are illustrated in the
following case study.

Satisfaction with natural environments:
a case study

A selection of studies featuring visitor satisfac-
tion with a range of natural environments was
compiled for the purposes of exploring bench-
marking. They include a diversity of studies from
different continents and feature such settings as
zoos, national parks, campgrounds, attractions,
environmental activities and scenery.

The studies are grouped in order of the
mean ranking of the satisfaction scores and
according to the number of scale points used
in the assessment. Some of the work comes
from a search of the Annals of Tourism
Research, Journal of Travel Research, Journal
of Leisure Research, Leisure Sciences and
Tourism Management. Additionally, some post-
graduate research from James Cook University
is included.

The material contained in Table 25.2 illus-
trates a number of issues and raises questions
for benchmarking-based approaches to satis-
faction.

It is apparent from Table 25.2 that the sat-
isfaction measures used are mixed. They vary in

Table 25.2. Example of benchmarking appropriate to satisfaction.

Scale
(original) Score Situation/setting People/participant Reference

1–3 2.69 Magnetic Island, Post respondents Kingchan (1998)
visit satisfaction (n = N/A)

1–3 2.52 Chain Lakes, campground Campers (n = 41) Foster and Jackson 
satisfaction (1979)

1–3 2.44 Jarvis Bay, campground Campers (n = 72) Foster and Jackson
satisfaction (1979)

1–3 2.38 Moonshine Lake, Campers (n = 64) Foster and Jackson
campground satisfaction (1979)

1–3 2.32 Beauvais Lake, Campers (n = 41) Foster and Jackson
campground satisfaction (1979)

1–3 2.22 Alberta Provincial Park, Campers (n = 438) Foster and Jackson
satisfaction of total (1979)
campgrounds

1–3 2.13 Pigeon Lake, campground Campers (n = 68) Foster and Jackson
satisfaction (1979)

1–3 2.11 Alberta Provincial Park, Campers (n = 221) Foster and Jackson 
satisfaction of total (1979)
campgrounds by 
campground design 
(random)

1–3 1.99 Williamson, campground Campers (n = 66) Foster and Jackson 
satisfaction (1979)

1–3 1.57 Aspen Beach, campground Campers (n = 86) Foster and Jackson 
satisfaction (1979)

1–5 5.00 Australia, natural scenic Korean visitors to Kim (1997)
beauty Australia

– (highly satisfied group –
based on satisfaction  

– score index) –
(n = 34)
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Table 25.2. Continued

Scale
(original) Score Situation/setting People/participant Reference

1–5 5.00 Quanzhou, natural Tourists (n = 80) Xiao (1997)
scenery

1–5 5.00 Xiamen, natural scenery Tourists (n = 98) Xiao (1997)
1–5 4.59 Adventure tour variable Backpackers (n = 266) Derry (1996)

(weather)
1–5 4.53 Level of satisfaction of Gulf train users (n = 291) Bell (1996)

the train trip
1–5 4.46 Australia, wildlife and Korean visitors to Kim (1997)

nature Australia
– (satisfied group –

based on satisfaction 
– score index) –

(n = 48)
1–5 4.38 Australia, clean and less Korean visitors to Kim (1997)

polluted Australia
– (highly satisfied –

group based on
– satisfaction score) –

index (n = 34)
1–5 4.30 The Great Green Way, Visitors (n = 227) Ware (1998)

quality of attractions
1–5 4.26 The Great Green Way, Visitors (n = 227) Ware (1998)

overall satisfaction
1–5 4.21 The North Carolina Zoo Vacationer (n = N/A) Andereck and Caldwell 

Park, satisfaction (1994)
(view animals)

1–5 4.19 The Great Green Way, Visitors (n = 227) Ware (1998)
ease of finding 
attractions

1–5 4.18 The North Carolina Zoo Non-vacationer Andereck and Caldwell
Park, satisfaction (n = N/A) (1994)
(view animals)

1–5 4.05 The North Carolina Zoo Out-of-state visitors Andereck and Caldwell
Park, overall satisfaction (n = N/A) (1994)

1–5 4.02 The North Carolina Zoo Out-of-state visitors Andereck and Caldwell
Park, enjoyment (n = N/A) (1994)
variable (zoo 
environment) 

1–5 4.00 The Great Green Way, Visitors (n = 227) Ware (1998)
information displayed

1–5 4.00 Quanzhou, natural Locals (n = 73) Xiao (1997)
scenery

1–5 3.98 The North Carolina Zoo Vacationer (n = N/A) Andereck and Caldwell
Park, enjoyment (1994)
variable (zoo 
environment) 

1–5 3.91 The North Carolina Zoo Non-vacationer Andereck and Caldwell
Park, enjoyment r (n = N/A) (1994)
variable (zoo 
environment) 

1–5 3.91 The North Carolina Zoo North Carolina visitors Andereck and Caldwell
Park, enjoyment (n = N/A) (1994)
variable (zoo 
environment) 
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Table 25.2. Continued

Scale
(original) Score Situation/setting People/participant Reference

1–5 3.61 Kuranda, resultant Visitors (n = N/A) Montesanti (1999)
satisfaction of the motive 
to be close to nature 
(for peace and harmony)

1–5 3.56 Kuranda, resultant Visitors (n = N/A) Montesanti (1999)
satisfaction of the 
motive to improve 
one’s knowledge of 
rainforest

1–5 3.54 The North Carolina Out-of-state visitors Andereck and Caldwell
Zoo Park, enjoyment (n = N/A) (1994)
variable (animals)

1–5 3.47 The North Carolina Zoo Vacationer (n = N/A) Andereck and Caldwell
Park, enjoyment (1994)
variable (animals) 

1–5 3.28 The North Carolina Non-vacationer Andereck and Caldwell
Zoo Park, enjoyment (n = N/A) (1994)
variable (animals) 

1–5 3.27 The North Carolina Zoo North Carolina visitors Andereck and Caldwell
Park, enjoyment (n = N/A) (1994)
variable (animals)

1–5 3.15 The North Carolina Non-vacationer Andereck and Caldwell
Zoo Park, enjoyment (n = N/A) (1994)
variable (being 
outdoors)

1–5 3.14 The North Carolina Zoo North Carolina visitors Andereck and Caldwell
Park, enjoyment (n = N/A) (1994)
variable (being 
outdoors)

1–5 3.13 Australia, different Korean visitors to Kim (1997)
environment Australia (satisfied
(seasonality) group)
based on satisfaction 
score index (n = 48)

1–5 3.09 The North Carolina Zoo Out-of-state visitors Andereck and Caldwell
Park, enjoyment (n = N/A) (1994)
variable (being outdoors)

1–5 3.06 The North Carolina Zoo Vacationer (n = N/A) Andereck and Caldwell
Park, enjoyment (1994)
variable (being 
outdoors)

1–5 3.00 Xiamen, natural scenery Locals (n = 65) Xiao (1997)
1–5 2.10 Satisfaction with the Backpackers (n = 383) Day (1997)

Cairns region
5–1 2.61 Satisfaction of ‘enjoy General USA Hawes (1978)

wonders of nature’ female residents 
(swimming) (n = 603)

5–1 2.43 Satisfaction of ‘enjoy General USA male Hawes (1978)
wonders of nature’ residents (n = 512)
(swimming)

5–1 2.35 National park rangers Participants and Noe (1987)
spectators of the
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Table 25.2. Continued

Scale
(original) Score Situation/setting People/participant Reference

Chattahoochee River 
Raft Race (n = 872)

5–1 1.99 Satisfaction of ‘enjoy General USA male Hawes (1978)
wonders of nature’ residents (n = 512)
(gardening, lawn care, 
landscaping)

5–1 1.83 Satisfaction of ‘enjoy General USA female Hawes (1978)
wonders of nature’ residents (n = 603)
(picnicking)

5–1 1.68 Satisfaction of ‘enjoy General USA female Hawes (1978)
wonders of nature’ residents (n = 603)
(fishing or hunting)

5–1 1.65 Satisfaction of ‘enjoy General USA male Hawes (1978)
wonders of nature’ residents (n = 512)
(fishing or hunting)

5–1 1.59 Satisfaction of ‘enjoy General USA female Hawes (1978)
wonders of nature’ residents (n = 603)
(gardening, lawn care, 
landscaping)

5–1 1.56 Satisfaction of ‘enjoy General USA male Hawes (1978)
wonders of nature’ residents (n = 512)
(driving around for 
pleasure)

5–1 1.27 Satisfaction of ‘enjoy General USA female Hawes (1978)
wonders of nature’ residents (n = 603)
(camping by trailer, 
camper, motor home)

1–6 5.38 Forsythe National Refuge, Low ID score group Applegate and Clarke
satisfaction ratings (n = 49) (1987)
for visitors

1–6 5.05 Forsythe National Refuge, All participants (n = 92) Applegate and Clarke
satisfaction ratings for (1987)
visitors

1–6 5.00 Rogue River, trip 1977 participants (n = 89) Shelby and Shindler
satisfaction (1995)

1–6 4.77 Forsythe National High ID score group Applegate and Clarke
Refuge, satisfaction (n = 43) (1987)
ratings for visitors

1–6 4.74 Non-consumptive Based on data Vaske et al.
recreational activities collected in (1982)

12 separate studies 
(n = 5871)

1–6 4.70 Rogue River, trip 1991 participants (n = 89) Shelby and Shindler
satisfaction (1995)

1–6 3.56 Consumptive recreational Based on data Vaske et al.
activities (successful collected in 12 separate (1982)
users) studies (n = 352)

1–6 2.60 Consumptive Based on data Vaske et al.
recreational activities collected in 12 separate (1982)
(unsuccessful users) studies (n = 984)
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Table 25.2. Continued

Scale
(original) Score Situation/setting People/participant Reference

6–1 2.60 Overall rating on Participants and Noe (1987)
experience during spectators of the
the raft-race activities Chattahoochee River 

Raft Race (n = 866)
6–1 2.10 Overall self-enjoyment Participants and Noe (1987)

on raft-race day spectators of the
Chattahoochee River 
Raft Race (n = 872)

1–7 6.13 Bareboating experience Bareboat charterers Howe (1998)
in Whitsundays, (n = 133)
overall satisfaction

1–9 7.49 Central Illinois, catching Recreational fishermen Buchanan (1983)
fish (n = 428)

1–9 6.36 Central Illinois, Recreational fishermen Buchanan (1983)
experiencing nature (n = 428)

1–9 3.37 Psychological outcome Users of Rawah Brown and Haas (1980)
from wilderness wilderness (n = 264)
recreation experience (the smells, sights 

and sounds of nature)
1–9 3.24 Psychological outcome Users of Rawah Brown and Haas (1980)

from wilderness wilderness (n = 264)
recreation experience (being where things 

are natural)
1–9 3.07 Psychological outcome Users of Rawah Brown and Haas (1980)

from wilderness wilderness (n = 264)
recreation experience
(gaining a greater 
appreciation of nature)

1–9 2.75 Psychological outcome Users of Rawah Brown and Haas (1980)
from wilderness wilderness (n = 264)
recreation experience
(living in harmony 
with nature)

1–9 2.30 Psychological outcome Users of Rawah Brown and Haas (1980)
from wilderness wilderness (n = 264)
recreation experience
(challenging nature 
with your skills)

0–10 9 Magnetic Island, Visitors to Balding Smith (1998)
satisfaction of Balding Bay (n = 70)
Bay

0–10 8.98 Cape Tribulation/Daintree, Visitors on large Jones (1993)
visitor rating of tour tours (n = 57)
guide

0–10 8.65 Cape Tribulation/Daintree, Visitors on small Jones (1993)
visitor rating of tours (n = 35)
tour guide

0–10 8.5 Magnetic Island, Visitors to Alma Smith (1998)
satisfaction of Bay (n = 103)
Alma Bay

0–10 8.35 Cape Tribulation/ Visitors on small Jones (1993)
Daintree, visitor tours (n = 35)
satisfaction
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terms of exactly how the questions are asked,
what is actually being assessed in the satisfac-
tion framework and the kinds of scales
employed. In considering this material the pos-
sibility of attempting algebraic conversions of
the scales to a common standard was consid-
ered. This approach was abandoned simply
because standardizing 4-point, 7-point and 11-
point rating scales raises difficulties of properly
adjusting for ceiling and floor effects. It is there-

fore necessary to consider only the blocks of
data resulting from scales with the same range.
Within this limitation some of the studies in
Fig. 25.1 do provide comparative information,
particularly those deriving from the same author
and related to a range of similar settings.

The cross-national data reported in
Fig. 25.1 raise the question of how do respon-
dents from different nationalities use scales –
there may be, for example, a tendency for

Table 25.2. Continued

Scale
(original) Score Situation/setting People/participant Reference

0–10 8.05 How enjoyable was the Low Isle visitors Johnson (1994)
reef or beach walk? (n = 99)

0–10 8.03 How enjoyable was the Heron Island visitors Johnson (1994)
reef or beach walk? (n = 102)

0–10 7.61 Cape Tribulation/ Visitors on large Jones (1993)
Daintree, visitor tours (n = 57)
satisfaction

0–10 7.3 Magnetic Island, Visitors to Horseshoe Smith (1998)
satisfaction of Bay (n = 90)
Horseshoe Bay

0–10 7.02 How enjoyable was the Magnetic Island visitors Johnson (1994)
reef or beach walk? (n = 49)

0–10 2.6 Magnetic Island, Visitors to Balding Smith (1998)
satisfaction of Bay (n = 74)
Florence Bay

1–10 8.90 Great Barrier Reef, Males (n = 178) Wilkins (1992)
mean rating of 
enjoyment in 
introductory scuba 
dive

1–10 8.69 Great Barrier Reef, All (n = 294) Wilkins (1992)
mean rating of 
enjoyment in 
introductory scuba 
dive

1–10 8.63 Overall satisfaction of Divers – female (n = 29) Sivoro (1998)
dive trip to Cairns

1–10 8.39 Overall satisfaction of Divers (n = 130) Sivoro (1998)
dive trip to Cairns

1–10 8.37 Great Barrier Reef, Females (n = 116) Wilkins (1992)
mean rating of 
enjoyment in 
introductory scuba dive

1–10 8.33 Overall satisfaction of Divers – male (n = 29) Sivoro (1998)
dive trip to Cairns

1–10 7.60 Vermont rivers, Recreationists (n = 866) Manning and
satisfaction Charles (1980)

Note: The first mentioned number, e.g. 1 in 1–5 represents the low end of the satisfaction scale employed.
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some Asian visitors to provide maximum
scores (cf. Xiao, 1997) while Western visitors
tend to be more constrained in their use of
extreme scales. These points relate to long-
standing issues in the psychometric literature
(Cronbach, 1970) but are worth reintroducing
to tourism studies when cross-national compar-
isons of guest satisfaction are being compared

(Kim and Lee, 1998; Greenwood and
Moscardo, 1999). As an extension of the mate-
rial presented in Table 25.2 a more localized
benchmarking appraisal for natural environ-
ments can be presented by considering a set of
studies conducted in Northern Australia. This
work prepared for and published largely in
technical reports and conference presentations

Fig. 25.1. Comparing regional satisfaction scores: evidence from reef and rainforest studies. (Scale
0–10 was used in all the assessments.) Source: adapted from Black and Clark (1998); Pearce and
Moscardo (1998, 1999). It is built on technical reports prepared for the Reef and Rainforest Cooperative
Research Centres.

9.06 Visiting rainforest, overall satisfaction, UK visitors

8.80 Visiting the Great Barrier Reef, satisfaction, scuba divers
8.64 Gulf trains, overall satisfaction, all passengers
8.57 Far North Queensland region, overall satisfaction, active interstate market
8.50 Visiting rainforest, overall satisfaction, wildlife tourism specialists
8.40 Gulf Savannah region, overall satisfaction, Australian visitors
8.28 Visiting rainforest, overall satisfaction, Japanese visitors
8.23 Far North Queensland region, overall satisfaction, wildlife tourism general interest visitors

7.60 Visiting rainforest, overall satisfaction, wildlife tourism, incidental interest visitors

7.45 Far North Queensland region, overall satisfaction, local visitors

7.90 Visiting rainforest, overall satisfaction, wildlife tourism general interest visitors

10

9.0

8.0

7.0

0

(Scale 0–10 was used in all the assessments)
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to the reef and rainforest operators of the
region is outlined in Fig. 25.1.

What benefits can be obtained from the
kind of benchmarked satisfaction data repor-
ted in Fig. 25.1? It is noteworthy that most of
the data reported in the table reflect core sam-
ple sizes of over 1000 respondents. At first
glance it might seem there is little difference,
for example, in a score of 8.0 and 8.1 on an
11-point satisfaction score. If, however, one
considers the semantics of satisfaction with a
sample size of 1000 people, the shift in scores
is actually considerable. If all the 1000 people
give a score of 8.0, the mean will of course be
8.0. If 100 give the higher score of 9 instead
of 8, the new mean will be 8.1. Effectively a
small change in the mean scores such as indi-
cated represents 10% of the respondents mov-
ing their scale from a verbal equivalent of quite
satisfied to very satisfied, a valuable addi-
tional compliment to the tourism environment
business.

From the data provided in Fig. 25.1 man-
agers of the region and local businesses might
reflect on the lower satisfaction scores of
Japanese and local visitors. Such indicators of
relatively lower scores might prompt attention
to information marketing and customer care.
The scores for individual businesses are not
included in Fig. 25.1 but for those ecotourism
operations receiving scores above 8.5 they
may take some comfort in the adequacy of
their current satisfaction scores. The work of
Hanan and Karp (1989) reinforces the view
that scores above 8.5 are meritorious. In their
US-based assessments of reactions to natural
environments they report that high levels of
satisfaction occur when 85–90% of the
respondents provide a score of either 8, 9 or
10 on such scales. A medium or moderate
satisfaction outcome occurs when 70–80%
of respondents provide a score of 8, 9 or 10
and a lower satisfaction rating would be an
appropriate label if 60% or less provided the
top three ratings. When these percentages are

translated into mean score assessments, rat-
ings above 7.8 are good, between 7.1 and 7.8
moderate and below 7.1 less than satisfactory.
As already suggested there may be cross-
national and context differences in these kinds
of numerical applications of the benchmarking
approach. Nevertheless, the promise of some
specificity in appraising the satisfaction ratings
measured in the same way in a similar region
promises to fulfil the more grandiose goals of
satisfaction identified by Ritchie et al. (2000)
and others earlier in this chapter.

There are a number of additional techni-
cal and substantive issues that need to be
developed to promote more insightful satis-
faction studies. Hazelrigg and Hardy (2000),
for example, argue that more attention
should be given to the language of satisfaction
(including the meanings of modifiers such as
extremely satisfied, very satisfied and some-
what satisfied). They provide evidence that
there are some subtle differences in the
meaning of these terms in different life
domains, such as assessing one’s health or
one’s friends. A potentially important impli-
cation of this issue in the tourism domain is
the adequacy of translated questionnaires in
conveying the satisfaction modifiers to visitors
from different sources. Additionally there
remain vexed questions in this technical
aspect of satisfaction studies as to whether
the collected data should be treated as inter-
val or ordinal or indeed simply used to classify
more and less satisfied visitors. A particular
advantage of the benchmarking approach is
that, unlike the EDP approach, it makes few
assumptions of this sort and it is only when
analysts build multivariate explanatory models
that the issue surfaces. Satisfaction research
and studies of tourist satisfaction are an active
and substantial area of scholarly and practi-
tioner interest. Understanding satisfaction,
providing satisfaction and getting satisfaction
remain interconnected goals for analysts,
managers and visitors.
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Introduction

The study of destination management and des-
tination branding in the tourism literature has
been the focus for tourism research over the
last 10 years. In this area, destinations are
seen as tourism products and the process of
marketing of other products is applied to them
(Moutinho, 1999). The application of branding
and marketing theory to destinations as prod-
ucts, however, provides a different context for
use of these theories than the large company,
fast moving consumer goods context in which
they originated.

While useful in theory, the literature of
marketing has some difficulty in direct applica-
tion to a tourism destination context. The lit-
erature of marketing is primarily derived from
a study of the marketing of large corporations
(Low and Fullerton, 1994) rather than the
small business cooperative context of destina-
tions. This difference in context leads to a
number of problems in the direct application
to tourism of the methods of branding re-
search and application found in the literature of
marketing.

In particular, the problems of direct appli-
cation of marketing knowledge to tourism desti-
nation marketing discussed in this case study
are the importance of inclusion of important
stakeholder organizations and the availability of

relevant research data on existing markets.
Other problems discussed are more general and
include the importance of development of a
research programme to maximize the effective-
ness of research studies rather than disjointed
one of research projects. While there is litera-
ture on strategic planning for tourism (Soteriou
and Roberts, 1998) and on the linkages among
these various research approaches, the imple-
mentation of these approaches in a unified
research programme has not been discussed in
the tourism literature. Instead the focus is on
adapting and collating existing information
sources (Ritchie and Ritchie, 2002).

The availability of research data is prob-
lematic for many destinations. The research
data traditionally available in many destina-
tions are statistical in nature and designed for
identification of the number of visitors and cer-
tain other demographic characteristics. This
limits the usefulness of the information for
branding. The simple rationale underlying the
concept of branding is that a product’s image
is as important as its physical attributes.
Creating the right image can mean the differ-
ence between success and failure of a new
product. According to Keller (1993) a brand is
a name, term, sign, symbol or design which is
intended to identify the product or service of
one seller or a group of sellers and to differen-
tiate them from those of competitors. A vari-
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ety of other definitions are available (de
Chernatony and Riley, 1998). The theory
behind branding is that consumers perceive
the sum total of the branded product or serv-
ice to be greater than the sum of its tangible
assets. Branding provides intangible personal-
ity that adds value to the product.

Developing brands requires information
about the motivational and internal thoughts of
visitors. The critical question to be answered
when deciding on the usefulness of research
information is: ‘How is it used ?’ It is often the
case that more information is collected than is
analysed and used. The wrong information
may be collected and therefore does not pro-
vide insight into the problem under examina-
tion. Alternatively, the right information may
be collected but not be timely or accurate
enough. A number of examples of each drawn
from the author’s experiences are given in
Table 26.1.

There are three general types of research:
(i) pure, (ii) strategic, and (iii) tactical. In the
pure research situation, the aim is to generate
new ways of thinking about a particular prob-
lem. In the strategic research, the objective is
to set direction and objectives at the broadest
level. In the tactical research, the aim is per-
formance measurement or process improve-
ment when the objectives and problem context
are already known. Examples of these three
types of research are given in Table 26.2.

In many destinations, the same statisti-
cally based data collections are used to address
all three research problems usually due to
issues of convenience or budgetary con-
straints. The alternative is to develop different
approaches and types of research but ensure
that these different projects are constructed in
such a way as to ensure they all contribute
effectively to the overall problem of destination
marketing and branding.

Additionally, relevant information about
the reasons why tourists visit a destination use-
ful for strategic research purposes may be
available to individual operators but they may
be disinclined to share what is perceived to be
a valuable resource. This arises both from their
own research in origin markets and with their
own customer research. Further, the research
and information collected by individual opera-
tors will typically vary in utility due to problems
with differing data collection standards and
intentions. This can lead to a lack of availabil-
ity of comparable data for amalgamation into
a destination wide perspective and hence com-
promise the tactical research task. In turn, this
can lead to confusion and lack of commonality
in the overall positioning and branding of a
destination. While ‘visioning’ programmes
within a destination have been suggested as a
way of obtaining a common position and
brand for a destination (Ritchie, 1999), this
does not eliminate the need for knowledge and
research. In fact, a ‘visioning’ programme
should be based on the use of objective knowl-
edge and research or else it runs the risk of
becoming an exercise of power rather than a
commonly accepted direction.

Importantly, information collected and
used for positioning is often not used in a sys-
tematic way both to position a destination and
to track performance of a destination pro-
gramme directly. Thus there is a literature indi-
vidually on developing the positioning, tracking
of marketing programmes indirectly (Wicks and
Schuett, 1991), and these typically involve
stand-alone research that does not integrate
well.

This chapter describes the process of
branding Brisbane, the capital city of Queens-
land, Australia, from a strategic research 
perspective. The process described is seen as an

Table 26.1. Examples of problems with research
information.

Not timely or accurate 
Wrong information enough

Information is collected Statistics on overseas
on visitor numbers arrivals available to a
rather than visitor year after the 
expenditure collection period

Aggregate customer Statistical information
satisfaction data on change in visitor
are used rather than numbers to small
exploring reasons regions is reported
for dissatisfaction but confidence 

intervals are not
provided
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integrated whole linked across the strategic plan-
ning, branding tracking, marketing evaluation
and programme evaluation processes.

Tourism Queensland and Regional
Branding

For many years, Australia has been marketed
as a brand. The Australian Tourist Commission
(ATC), the federal government body responsi-
ble for marketing of Australia, had adopted a
strategy of promotion of Australia as a brand in
the international market called Brand Australia.
In 1995, the ATC had developed a new strat-
egy of ‘sub-branding regions within Brand
Australia’. This meant that instead of market-
ing only ‘Australia’ as a destination they have
begun to promote particular destinations within
Australia such as Cairns in Far North
Queensland (FNQ). However, in order to avoid
confusion in the marketplace and competition
between sub-brands, there was a clear neces-
sity to ensure that these regional sub-brands
were consistent in market image and position-
ing with Brand Australia.

One of the first destinations in Australia to
be involved in the sub-branding process was
Cairns. The growth of Cairns in the interna-
tional market had been driven in large part by
increasing numbers of Japanese visitors. The
opening of an international airport in Cairns
and the building of a number of new interna-
tional standard hotels had led to increasing
popularity of the destination in international
and domestic markets. The attractions of the
destinations were the Great Barrier Reef and
Daintree Rainforest. These attractions differed
markedly from the traditional sun and sand

image of Queensland based around the surf
beaches of the Gold Coast in the south of the
state.

In 1995, concern was raised over a decline
in the number of visitors from Japan and an
investigation was conducted into the image of
the destination in the international and domes-
tic markets. This became the first sub-branding
process. While originally the project involved
the international market, it soon became clear
that there was a need to consider the domestic
image of Cairns as part of the project. This
became the BrandFNQ project and was a joint
initiative of the ATC Tourism Queensland (TQ)
and the Far North Queensland Promotion
Board (Noakes et al., 1996). The investigation
led to a major positioning and image study of
the destination. It involved a review of existing
international market research data and a major
new research study in the interstate markets of
New South Wales and Victoria. The process
undertaken was then adopted in other states,
one example of its application is the sub-brand-
ing of Western Australia, described by Crockett
and Wood (2002).

TQ, previously the Queensland Tourist
and Travel Corporation (QTTC), is a
Queensland Government-owned enterprise.
The role of TQ is defined by an act of
Parliament as ‘promotion of Queensland as a
tourist destination’. TQ is controlled by the
Government of Queensland and State Depart-
ment of Tourism through the ministerial appo-
intment of a Chairman and Board. Established
in 1979, TQ has a history of proactive mar-
keting and product development. In 1991,
after a controversial involvement in failed
resort developments in central and northern
coastal Queensland, a series of changes were
made in the structure of the organization. The

Table 26.2. Three general types of research.

Type Outcome Example

Pure research Change in how a problem is Defining the eco-tourism market 
thought about from a consumer perspective

Strategic research Direction setting Collection of market share and 
volume

Tactical research Performance measurement Advertising awareness tracking



product development functions of TQ (then
QTTC) were transferred to the Department of
Tourism. At the same time the research
department was effectively disbanded. As a
result, the role of TQ was restricted to promo-
tion of Queensland.

The TQ retained a variety of promotional-
related tasks including advertising, public rela-
tions and publicity outside Queensland in the
interstate and international markets. In addi-
tion, TQ operated two self-funded commercial
operations, SUNLOVER (a wholesaler of
Queensland holiday product) and the
Queensland Government Travel Centres (a
chain of retail travel agents). These operations
provide access to the distribution systems for a
wider variety of ‘holiday product’ than other-
wise would be available. Additionally, they per-
formed an information provision role for
potential visitors to Queensland. These com-
mercial organizations provide a significant abil-
ity to convey both brand and product
advertising to the domestic market.

In 1995, TQ also began the process of
developing a new domestic promotional adver-
tisement for leisure tourism in Queensland. This
was prompted by calls from industry for a review
of the QTTC ‘Live it Up’ advertising campaign.
This advertisement, in line with past advertising
strategy, was a key promotional tool and was
based around a ‘fun, sun and sand’ image. In
1994, a research officer was appointed to TQ
and limited statistical data analysis undertaken.
In 1995, a market research function was added
to this officer’s duties. As a result, the testing of
possible marketing images for this new cam-
paign was undertaken using innovative con-
sumer research techniques.

The actual technique used was to show a
test audience of consumers, a number of partly
completed advertisements. Four different adver-
tisements were shown to groups of 60
Australian consumers in Sydney and Melbourne.
The results indicated that each of the advertise-
ments were associated with a different destina-
tion in the state. Slower, more relaxed tempo
advertisements were associated with Cairns and
the tropical north of the state while faster paced
more exciting advertising was associated with
the Gold Coast beach destination. These results
had a far-reaching effect on the marketing strat-
egy used by TQ.

These market research results appeared
around the time that the ‘sub-branding’ project
was beginning in Cairns. As a result, it was
decided to combine the international and
domestic repositioning exercises into the one
BrandFNQ project and to conduct a major
domestic market research project to determine
the appropriate target market and positioning.
In 1996, this market research was let by ten-
der to a market research company, Brian
Sweeney and Associates. The research
involved a series of four focus groups and a
telephone survey of 600 respondents in the
key domestic markets of Brisbane, Sydney and
Melbourne.

The result was the relaunch of the region
around Cairns as a destination in its own right
called ‘Tropical North Queensland’ in both the
domestic and international markets. For the
domestic market, it was realized that Tropical
North Queensland had developed its own
image as a ‘reef and rainforest’ destination dis-
tinct from the ‘sun and sand’ beaches of the
Gold Coast. As a result, there was a shift in the
marketing strategy of TQ from the promotion
of Queensland as one image to the develop-
ment of a ‘destination’ portfolio. In 1997, TQ
undertook to move from promotion of
Queensland overall to promotion of destina-
tions within Queensland.

A Research-driven Marketing
Programme

The outcome of the research and marketing
analysis conducted for Tropical North
Queensland was a call for similar studies to be
done in other destinations in Queensland.
However, it soon became clear that some cri-
teria were necessary to limit the number of
branding campaigns conducted. This led to an
examination of various statistical and other
tourism sources of data to profile the 14
tourism regions of Queensland. One particu-
larly useful source identified at this time was
the Roy Morgan Holiday Tracking Study
Database (HTS). The HTS is part of the Roy
Morgan Single Source omnibus survey. This
omnibus survey includes questions that track
preferences, intentions and actual travel
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behaviour. Questions are directed to a base
survey sample of over 50,000 people aged 14
years and over per year. Data are collected on:
advertising awareness of holiday destinations
in Australia; where people would prefer to go
for short and long trips; and intention of tak-
ing such trips as well as media usage and many
other respondent characteristics.

Consideration of the information available
from this source highlighted a significant differ-
ence in the destination awareness and desir-
ability levels for various regions of Queensland.
As a result, four other destinations were con-
sidered to have sufficient desirability amongst
the Australian public to benefit from brand
advertising: The Whitsundays, Sunshine Coast,
Brisbane and Gold Coast. These were termed
developed destinations and considered to be
places tourists wanted to visit. A developed des-
tination was defined as one with an existing
awareness of the destination in origin markets
and a sufficiently large interstate market for
promotion to be effective (see Fig. 26.1).

Underpinning the planning process and
development of the brand (Pritchard and
Morgan, 1998; Hall et al., 1999; Cai, 2002)
was the use of a simple model based on the
effects of advertising (Rossiter and Percy,
1996). In this model, the steps in the decision-
making process for holidays are related to the
different advertising objectives. The decision-
making process consists of five steps: a recog-
nition of the need for a holiday, awareness of a
destination, a desire to visit, the intention to
book a holiday and the decision to purchase.
Advertising and other communication may be
targeted at each of these steps. The appropri-
ate communication effect for each stage is
shown in Table 26.3. Each particular destina-
tion may require a different focus for advertis-
ing. Thus a destination may be well known and
desirable but not actually visited. The primary
communication task then becomes a focus on
creation intention to book and actual purchase.

In the case examined here, destinations
were selected for promotion that had high
awareness in the Australian market and addi-
tionally had some level of desirability. The
branding process, however, reinforced this and
additionally ensured the most attractive attrib-
utes of the destination were used as the basis
for promotion.

While such a simple model of advertising
effects may be criticized, notably because of the
complexity of the travel decision-making
process (Dellaert et al., 1998; Maser and
Weiermair, 1998), it provided a useful frame-
work in this case. Its usefulness was primarily in
providing a clear communication of the pur-
poses of branding for the tourism operators.
Moreover, the model had been previously used
to collect data on awareness, interest and desir-
ability of different destinations in Australia.
Thus the theory was able to be linked to, and
illustrated by, existing data available from the
Roy Morgan Holiday Tracking Study. This data
became central to the developing research pro-
gramme and enabled the analysis and selection
of target markets to be related to media selec-
tion decisions.

The planning framework used

There is some discussion in the literature
regarding the approach adopted to planning for
a destination. Some authors suggest that formal
marketing planning confers several benefits
such as more systematic thinking and better
coordination of efforts, which lead to improved
performance (Kotler et al., 1993). Others sug-
gest that a destination strategy is crafted and
that the ‘design school’ approach to strategy
formulation is misdirected (Mintzberg, 1990;
Ritchie, 1999).

In this case, however, one of the strengths
of the approach was to introduce a strong
methodology and format for planning as sug-
gested by other authors (Heath and Wall,
1992). This model generally follows a strategic
marketing approach and involved the nine
steps shown in Table 26.4. Research has a
role in each one of these steps.

This rational approach was chosen with a
clear intent to allow decisions on targets for
each destination to be based on consumer
research and consensus decisions involving
stakeholders in each destination. As a result of
this consultation, the tourism industry in each
region committed to cooperative funding for the
establishment and maintenance of the brands.
These agreements reflected the tourism indus-
try’s involvement and endorsement of the new
marketing direction.
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An integrated research and marketing
programme for Brisbane

Brisbane had a population of around 1.7 mil-
lion in 2003. It is the third largest and the
fastest growing city in Australia (Australian

Bureau of Statistics, 2004). Brisbane is a major
gateway for tourists entering Queensland with
international and domestic air terminals and
other transport infrastructure. In 2003, some
750,000 international visitors travelled to
Brisbane and spent over 8.4 million visitor
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nights making it the largest tourism region in
Queensland (Bureau of Tourism Research,
2004). Tourism is a significant contributor to
the economy of Brisbane (AUS$690 million)
with significant business and visiting friends
and relatives segments (Queensland Tourist and
Travel Corporation, 1997).

It is located on the Brisbane River and to
the north and south are the major tourism des-
tinations of the Sunshine Coast and Gold
Coast. These are two of the other regions
branded in the process described here. At the
time of the case study, the holiday market
though significant was underdeveloped

Table 26.3. Relationship between stage of decision and communication effect.

Decision Communication effect Definition

Need for a holiday Category need Buyer’s acceptance that the category (a 
product or service) is to remove or
satisfy a perceived discrepancy between
the current motivational state and the
desired motivational state.

Awareness of Brand awareness Buyer’s ability to identify (recognize or 
destination recall) the brand, within the category, in

sufficient detail to make a purchase.
Desire to visit a Brand attitude Buyer’s evaluation of the brand with 

destination respect to its perceived ability to meet a
currently relevant motivation.

Intention to book Brand purchase intention Buyer’s self-instruction to purchase the 
brand or to take purchase related action.

Purchase Purchase facilitation Buyer’s assurance that other marketing 
factors will not hinder purchase.

Source: adapted from Rossiter and Percy (1996).

Table 26.4. Strategic marketing step and corresponding research task.

Strategic marketing step Research task

Create a stakeholder project team. Identify stakeholder
Analyse the available secondary data and conduct Collect and reanalyse data

primary research.
Identify the regions ‘distinctive competence’ or Conduct ‘positioning’ study

‘competitive advantage’.
Select primary target markets which will shape Segmentation analysis

the brand.
Clearly define a brand which optimizes the match Target market focus groups to

between the distinctive competence and the determine key benefits
motivations of the target markets.

Maximize the utilization of the brand by all those Activity analysis of target markets to
involved in the promotion of the region. determine product usage

Facilitate this by developing brand collateral and Communication research and testing
making this widely available.

Provide the region with the foundations of a Liaison with marketing specialists and
marketing plan to implement and manage destination managers
the brand.

Evaluate and track marketing and modify as Evaluation research
required.



compared to surrounding destinations such as
the Gold Coast and Sunshine Coast.

Stakeholder involvement

A stakeholder is any person, group or institu-
tion that has an interest in a development
activity, project or programme. This definition
includes intended beneficiaries and intermedi-
aries, winners and losers, and those involved
or excluded from decision-making processes
(Social Development Division, 1995).

Stakeholders can be divided into three
broad groups:

● Key stakeholders are those who can signifi-
cantly influence the project, or are most
important if the project’s objectives are to be
met. Both primary and secondary stakehold-
ers may be key stakeholders.

● Primary stakeholders are those who are ulti-
mately affected, i.e. who expect to benefit
from or be adversely affected by a project.

● Secondary stakeholders are those with some
intermediary role. In an enterprise project
these might include government depart-
ments, trade unions, banks, export promo-
tion agencies, business service providers, etc.

In this case, a working party was developed
involving key stakeholders including industry
operators, the Regional Tourism Association
(Brisbane Tourism), representatives from the
Brisbane City Council as well as TQ, an adver-
tising agency and an external facilitator.

Segmentation and targeting

Market segmentation is one of the basic tools
of marketing and can be performed at a num-
ber of levels. Segmentation aims to find a
group of people with similar characteristics
who are likely to buy a product. Segmentation
on demographics alone (one of the most basic
levels of segmentation) allows for broad plan-
ning on destinations. It provides direction for
products that should appeal to target markets
– a destination’s attributes. The research con-
ducted as part of the ‘rebranding’ of FNQ was

innovative for TQ in the segmentation criteria
used. Previous research conducted by TQ in
1988 (The Domestic Market Segmentation
Study or DMSS) provided a number of post
hoc segments derived from cluster analysis of
activities and demographics. The DMSS
resulted in categories such as active families,
stimulus seekers and luxury seekers. A later
study again based on post hoc factor and clus-
ter analysis (called the holiday traveller study)
provided another series of segments based on
activity.

In Brisbane, it was found that the existing
market that could be influenced to travel to
Brisbane more frequently lived within a 400-
km radius. These visitors travelled for purposes
such as special occasion, special purpose, spe-
cial events/festivals, pro-sport, cultural activi-
ties, shopping and city experiences. This
target market was of particular interest to
major accommodation providers in the city as
they were likely to visit on weekends when the
occupancy rates were lower. Brisbane city
hotels derived much of their income from busi-
ness travellers during the working week and
the idea of developing leisure business for the
weekend was attractive to them.

An additional research project was under-
taken by a market research company (Brian
Sweeney and Associates, 1997) involving a
series of focus groups to investigate why peo-
ple did not come to Brisbane, what they
thought of the city and how to stimulate
overnight travel. Interstate markets were found
to have poor images of Brisbane as a tourism
destination especially compared to the capital
cities of Sydney and Melbourne.

Positioning research advertisement
development

This research conducted among current and
potential visitors indicated a number of key con-
cerns centring on a lack of knowledge about or
interest in ‘what there was to do in Brisbane’.
This perception was a key barrier to improving
the economic impact of tourism in Brisbane.
Overall, there appeared to be a lack of a com-
mon positive image for Brisbane. An analysis of
the positive reasons for travel to Brisbane
among the 400-km drive market indicated a
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significant ‘entertainment and event’ base.
Brisbane’s most appealing aspects were the
attractions it offers which the local town does
not offer. A common reason for visitors to
travel to Brisbane was to engage in some form
of activity which could not be enjoyed at the
same level as in their own home towns. These
include:

● live international shows and concerts;
● sporting events such as football, rugby, cricket;
● exhibitions and events;
● shopping opportunities and range of shop-

ping.

There was a possibility of increasing the length
of stay of this existing market but there was a
need to develop a stronger communication of
what there was to do in Brisbane.

Visitors identified three main sources used
to gain information about Brisbane:

● word of mouth;
● television;
● newspapers.

An examination of the existing attractive
features and images known to travellers indi-
cated the subtropical climate and relaxed
atmosphere were distinctive and appealing.
The atmosphere and pace of Brisbane were
considered appealing when compared with
other capital cities. Brisbane was classified as:

● friendly;
● safe;
● clean;
● warm;
● relaxing;
● outgoing;
● casual.

Additionally, comparison with competitor
city destinations indicated the positionings for
nightlife and entertainment (Sydney) and cul-
ture and sophistication and major events
(Melbourne) were already taken. As a result, a
primary target market was identified as the
short break drive market – families and couples
focused on special events and interests. In
developing the destination image for Brisbane,
it was important to distinguish the two possible

target markets: residents and visitors. The
position was:

Brisbane city is a modern and diverse
subtropical metropolis. As Queensland’s
capital city, Brisbane offers visitors a
stimulating city experience in a warm, friendly
and relaxed environment.

(Tourism Queensland, 2003)

This positioning was then taken by the adver-
tising agency retained by TQ and a campaign
developed. The expression of the position was
‘City of Sun Days’. This expression encapsu-
lated the relaxed leisure atmosphere required
and also evoked the idea that the weekend was
a great time to visit the city.

A 30-s commercial was tested with focus
group participants. Qualitative results indicated
that the participants found the advertisement
communicated the brand values and no signif-
icant distractions were identified. In 1997, TQ
and Brisbane Tourism launched the Brisbane
City of Sun Days Domestic Leisure Marketing
Strategy. An extensive marketing programme
was developed and implemented and most
importantly monitored over 1997. The total
marketing investment was AUS$2.4 million.
The level of industry investment, a tangible
indicator of support for the campaign,
amounted to around AUS$1.2 million.

Programme evaluation

An advertising tracking study was undertaken
annually since June 1997 (and biannually in
1997 and 2000) to measure changes in visita-
tion, advertising awareness and perceptions of
Brisbane (Brisbane Advertising Tracking, NFS
Market Research, 1997–2003). The study was
conducted in Brisbane’s primary source mar-
kets and key advertising.

Table 26.5 shows the level of agreement
with a range of statements about Brisbane.
The figure shown is the average score. The
scale used was −2 (strongly disagree) and +2
(strongly agree). Table 26.5 shows that per-
ceptions of Brisbane amongst the primary
source market have continued to improve
since 1997.

Given the advertising campaign is tar-
geted to bring people from the surrounding
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Table 26.5. Level of agreement with statements about Brisbane among target market.

People’s opinions June October October June March May June June June
of Brisbane 1997 1997 1998 1999 2000 2000 2001 2002 2003

Is a place for shopping 1.3 1.4 1.5 1.3 1.4 1.3 1.4 1.4 1.6
Is a place for entertainment 1.3 1.4 1.4 1.3 1.5 1.4 1.5 1.5 1.5
Is a place for cultural arts and activities 1.2 1.3 1.2 1.3 1.3 1.4 1.4 1.4 1.4
Is a place for attending special events 1.2 1.3 1.3 1.2 1.4 1.5 1.4 1.4 1.4
Is a place for watching professional sporting events 1.1 1.2 1.3 1.3 1.3 1.3 1.4 1.5 1.5
Offers lots to see and do 1.1 1.2 1.2 1.2 1.3 1.3 1.3 1.4 1.4
Is an attractive city to visit 1.0 1.2 1.1 1.1 1.3 1.1 1.2 1.3 1.4
Is a friendly and hospitable city 1.0 1.0 1.1 1.2 1.3 1.2 1.3 1.3 1.4
Is an interesting place to visit 1.0 1.1 1.0 1.1 1.2 1.1 1.1 1.2 1.3
Is a lively place to visit 0.9 0.9 1.0 1.0 1.0 1.0 1.0 1.2 1.2
Is a place for attending festivals 0.9 0.9 0.9 1.0 1.0 1.1 1.1 1.2 1.3
Is a place for tours and attractions 0.7 0.8 0.6 0.7 0.9 0.7 0.8 1.0 1.2
Is a short break destination 0.7 0.7 0.9 0.8 1.0 1.0 1.0 1.0 1.0
Is a place for a weekend of indulgence 0.7 0.8 0.8 0.7 0.8 0.8 0.8 1.0 1.1
Is a place for a special occasion or a celebration 0.6 0.7 0.7 0.7 0.8 0.8 0.8 0.8 1.0
Is a place for romantic getaways 0.0 0.0 0.0 0.2 0.3 0.3 0.3 0.4 0.8
Is a place for relaxation and leisure 0.0 0.1 0.3 0.5 0.6 0.5 0.6 0.6 0.6
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areas into the city on weekends using hotels,
one critical tracking concern is the type of
accommodation used. The results found are
that over a 6-year period there has been a
trend to increasing usage of hotels by the tar-
get market as shown in Fig. 26.2.

Modification – involving the Brisbane City
Council

Early into the branding process, the involve-
ment of the Brisbane City Council (BCC)
became an issue. The BCC is an important
contributor to the marketing of the City of
Brisbane. Research had indicated that resi-
dents of the city played an important role in
communicating the attractions and features of
the city to potential visitors often by word of
mouth. The residents of Brisbane were an
important target market for the BCC which
had numerous channels of communication to
them. Prior to the branding campaign the
BCC considered the Brisbane River was an
‘iconic’ feature. It was also a policy of the BCC
to promote the clean up of the Brisbane River.
This led the BCC to develop a ‘River City’
advertising campaign for the city. This adver-
tising focused on the attractive features of the
Brisbane River as a focus for improving the
favourable impression of Brisbane among res-
idents.

At issue was the conflict between a cam-
paign targeted at residents and one that tar-

geted potential visitors in the surrounding
regions. While both the ‘River City’ campaign
targeted at Brisbane residents and the ‘City of
Sun Days’ campaign targeted at surrounding
residents had similar objectives, the lack of
coordination between the campaigns meant
that neither was as effective as it could have
been. Both campaigns sought to reverse neg-
ative perceptions of Brisbane as a leisure des-
tination amongst their target market.
However, while the BCC was involved in the
development of ‘City of Sun Days’, the neces-
sary coordination was not possible.

In June 1998, a project was initiated by
TQ in an effort to investigate the perceptions
that Brisbane residents had of their city.
Previous research had identified the views of
the past and potential tourists; however, there
existed a lack of knowledge regarding Brisbane
residents. The TQ commissioned a market
research to conduct the study. Three hundred
and one telephone interviews were conducted
with randomly selected male and female resi-
dents of Brisbane. TQ and NFS Market
Research jointly developed the questionnaire.
These results found that the Brisbane River
was one feature of the city among many oth-
ers and was not particularly associated with
leisure and recreation. Subsequently, the BCC
changed its advertising but this still remained
separate from that of the ‘City of Sun Days’
campaign. This less than ideal situation con-
tinues and reflects interorganizational politics
and priorities.
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Examining the marketing mix

A ‘brand health review’ commissioned by TQ
highlighted the successes of the campaign and
recommended a development of the creative
aspects to enhance brand positioning, person-
ality and meaning. As a result of this report,
television and print media were reviewed
resulting in refreshed print elements and
images and a new television commercial.

Important elements of the marketing pro-
gramme were continually examined. The Where
Else But Brisbane Events and Entertainment
Guide (formerly known as the Showbriz Guide)
is a quarterly seasonal feature appearing in
regional newspapers. The circulation through
these newspapers is around 220,000 per edi-
tion. The guide is also distributed through the
travel agents and direct mail to a qualified list of
events subscribers. Currently 14,000 copies of
the guide are distributed via direct mail. A fur-
ther 2000 guides are distributed in the Brisbane
CBD.

The results of the survey of the target
market for these publications were conducted
in 2002 and 2003. The aim of this research
was to identify the effect of these marketing
pieces. The results shown in Table 26.6 indi-
cate that in 2003, nearly three quarters (73%)
of respondents kept the guide for further ref-
erence rather than throwing it away. This was
a lower retention rate in 2003, with just under
one half (49%) keeping the guide.

Respondents who had either kept the
guide or passed it on to someone else were
asked how long they kept the guide them-
selves. While a proportion kept the guide for at
least a few months (32% in 2002, 46% in
2003), most kept it for a month or less.

The majority of respondents used the
guide to get general information and ideas on
what was happening in Brisbane (69% in
2002, 74% in 2003) as shown in Table 26.7.
A significant proportion also uses the guide to
plan weekends/short breaks to Brisbane (33%
in 2002, 56% in 2003) and/or to plan daytrips
to Brisbane (29% in 2002, 33% in 2003).

These and other results provided useful
feedback about the performance of the guide
and also allowed its effectiveness to be
increased over time by modifying both the
content and distribution.

Festival product development

Other elements of importance in a marketing
plan for improving the economic benefit of
tourism to Brisbane include product develop-
ment, i.e. improving the visitor/resident experi-
ence through development of tourism ‘product’
such as tours, accommodation, events, attrac-
tions and infrastructure. The other research
conducted for TQ has highlighted the potential
for Special Events and Festivals in Brisbane. In
particular the research indicates there is poten-
tial for an event in Brisbane that focuses on gar-

Table 26.6. Processing of entertainment guide.

Upon receiving the 
entertainment guide what    
best describes what you  
did with it? 2002 (%) 2003 (%)

Read it in detail and 39 30
keep it

Read it in detail and then 8 26
throw it away

Read it in detail and then 5 6
pass it to someone else

Browse through it and 34 19
keep it

Browse through it and then 10 17
throw it away

Browse through it and 3 3
then pass it to someone 
else

Table 26.7. Use of guide for holidays.

Which of the following 
do you use the guide for? 2002 (%) 2003 (%)

To plan daytrips to Brisbane 29 33
To plan weekends away 

to Brisbane or short 
breaks of 1–2 nights 33 56

To plan breaks of more 
than 2 nights 13 15

To get general information 
and ideas on what is 
happening 69 74

Not planning to use it/have 
not used it 2 5

Note: multiple responses accepted.
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dening, with a significant proportion of people
who express a desire to visit Brisbane being
interested in gardening (nearly 60% of Brisbane
preferrers had worked in the garden in the last
3 months). Brisbane locals are also big garden-
ing participants, with just under 60% having
done some gardening in the last 4 weeks. This
local interest further boosts the potential of a
gardening event.

A garden event is a good ‘fit’ with
Brisbane’s positioning as a cosmopolitan capi-
tal city with restaurants, cafes, shopping,
entertainment and events (e.g. exhibitions,
concerts, shows, pro-sports) offering a sub-
tropical climate and lifestyle. A garden event
would take advantage of the climate and
lifestyle appeals of Brisbane. This product con-
cept is currently being developed further.

This case has examined a research pro-
gramme conducted over several years and
involving close liaison and coordination
between the destination marketing and
research tasks. The integrated nature of the
research programme has led to a number of
advantages for the destination stakeholders.
These include enhanced coordination between
stakeholders and a better ability to target and
track marketing activity.

Discussion

This case study has examined the importance of
a systematic approach to research and market-
ing over many years. It highlights the importance
of a clear strategy for research and marketing for
a destination and also the need to include stake-
holders in the process. The use of research

in developing a culture of knowledge-based
decisions is an underlying theme.

In examining this case study, the impor-
tance of a programme of research that builds
over time is important. Research conducted
over the years moved from strategic to tactical
outcomes. The initial research provided the
platform of a target market and positioning
from which refinements and developments in
marketing could be developed over time.

The case highlights the need for specialist
skills in the development and marketing of des-
tinations. These skills certainly include the areas
of marketing and advertising research, project
management over extended periods of time and
also importantly in research management.

Equally the case suggests the importance
of a sufficient budget to ensure that adequate
research is undertaken. In many situations, it
has been noted that there is a tendency to
trade research off for marketing in situations
of budget constraints. In fact, in Brisbane the
opposite has been observed. A commitment
to research and evaluation has led in most
cases better cooperation and funding of the
marketing programme since results are readily
available.

However, no marketing programme
works perfectly. The problem of gaining
acceptance of research findings by all stake-
holders in Brisbane has been a continuing defi-
ciency. Despite strong research evidence
about the advantages of cooperative market-
ing, the objectives of organizations do differ
and in this case has led to less than optimum
outcomes. It may be possible to reconcile
these objectives but this is beyond the scope of
research by itself.
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27 The Rasch Model Applied to
Customer Satisfaction in Marbella
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Introduction

The growing recognition of the importance of
customer satisfaction in tourism is leading to a
substantial increase in research into the
process of judging satisfaction or dissatisfac-
tion. Researchers, marketing and political
experts, and businessmen are all concerned
with deepening their understanding of this
concept and improving its measurement.

This chapter describes one such tool that
has proved to be highly useful for measuring
customer satisfaction, in this case applied to
the holiday resort of Marbella (Spain), a top
destination where the local administration has
spent a great deal of money modernizing the
town and therefore wishes to measure the
response of tourists to these improvements.

For many authors the paradigm of satis-
faction/dissatisfaction is the result of a com-
parative process between generated and
perceived expectations. According to Cardozo
(1965), it is an evaluative judgement of an
occasional purchase. Hunt (1977) sees satis-
faction as an affective state that is at the same
time a function of expectations and results.
Oliver (1980) understands consumer satisfac-
tion as being an emotional reaction to con-
sumption. Last but not least, satisfaction can
be seen as a psychological result in which cer-
tain variables other than service quality inter-

vene, variables beyond the control of the per-
son rendering the service (Crompton and
Love, 1995).

In the literature, a handful of comparisons
between expectations have been proposed.
Miller (1977), for instance, states that, ‘the stan-
dard expectation is an ideal’, while Zeithaml
et al. (1991) describe four types of expectations:
(i) expected; (ii) desired; (iii) adequate; and (iv) per-
ceived. With the ‘Model Based on the Norms of
Experience’, Woodruff et al. (1983) suggest that
satisfaction occurs when the result coincides with
the norm. Morris (1977) maintains that there are
cultural norms that consumers use to evaluate
satisfaction. Lastly, to determine the level of sat-
isfaction, Haywood and Muller (1988), Whipple
and Tmach (1988) and Mazursky (1989) focus
on experience-based norms.

Satisfaction in Tourism and the
Rasch Model

The satisfaction of tourists with a destination is
a concept that many researchers have difficulty
in defining. A tourist destination is a package
of amenities and services composed of a num-
ber of multidimensional attributes, which
together determine the capacity of a destina-
tion to fulfil the needs of visitors.
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According to Hu and Ritchie (1993),
these attributes reflect the feelings, beliefs and
opinions that an individual has on a given des-
tination. Goodrich (1977) examines the bene-
fits that tourists wish to obtain during their
holidays – scenic beauty, pleasant attitude of
the locals, appropriate accommodation, rest
and relaxation, amongst others – as these ben-
efits have a direct effect on their overall satis-
faction. For Lounsbury and Hoopes (1985),
holiday satisfaction is measured in terms of
numerous aspects from the surroundings, cli-
mate, accommodation, spending budget, rest
and relaxation, through opportunities to prac-
tise favourite pastimes, socializing with other
people and ‘letting one’s hair down’, to certain
variables such as the individual’s personal situ-
ation: age, sex, education, work, income, mar-
ital status, the number of accompanying
children and so on. In the opinion of Moutinho
(1987), satisfaction is influenced by a large
number of natural, social and motivational
attributes, including service quality, percep-
tions, the predisposition of the tourist and the
availability of alternative trips to different des-
tinations, while Ritchie et al. (1978) underline
the importance of general factors including
nature, culture, sports, recreational and shop-
ping facilities, infrastructure, prices, the locals’
attitude towards tourists, the accessibility of the
region, and social and cultural elements such
as history, architecture, language, gastronomy,
art and music.

The Rasch Model was first used in psy-
chometric studies. Owing greatly to its simplic-
ity it later became one of the most popular
subsets of the Item Response Theory (IRT),
which may be defined as the study of test and
item scores based on assumptions concerning
the mathematical relationship between abilities
(or other hypothesized traits) and item
responses.

According to this model, tourist satisfac-
tion is a latent variable defined by a series of
items determining the level of satisfaction of
tourists visiting a specific destination, in this
case Marbella. The model – within the frame-
work of IRT – not only focuses on the overall
results of the questionnaire but also on the
interaction between the individual and the
items. In other words, it is perceived as a con-

tinuum along which the individual’s responses
to the items are situated, with the level of sat-
isfaction as the sole dimension. After classify-
ing the items in terms of more or less
satisfaction the results obtained are presented
in table format.

The Rasch Model

The level of satisfaction in Marbella can be
considered a latent variable defined by a series
of items, which are the attributes determining
the level of satisfaction. Latent variable theory
takes into account the measurement of a series
of underlying traits belonging to the subject,
which are unobservable and condition the
reply to each item.

For Wright (1977), the situation in which a
person endeavours to give a reply to an item is
potentially complicated. Results may be influ-
enced in many ways – for instance, the physical
characteristics and attitude of the person con-
ducting the survey, the mood of the person tak-
ing part in the survey, amongst other factors –
which when a person gives a reply to an item
latent variable models try to measure.

According to Hambleton and Cook
(1977), the relationship between the ‘observ-
able performance’ in the questionnaire and the
‘unobservable’ trait, which is assumed to
underlie the evaluation of the questionnaire,
indicates a specific latent variable model.

Latent variable models are mathematical
models that try to explain the process of how
a reply to an item is obtained. These models
focus attention not only on the overall result
of the questionnaire but also on the interac-
tion between a person and an item. According
to Wright (1977, pp. 97–116), the Rasch
Model is the most representative model of
latent variable theory to which the IRT is
applied, a model that functions with only two
parameters: parameter b for each individual
and parameter d for each item. A more
detailed description of the Rasch Model is
given later.

Developed by the Danish mathematician
Rasch (1980), the model was used in his study
of psychometrics. Subsequently, it received a
lot of attention especially from Wright and
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Stone (1979). As mentioned earlier, this
model is the one to which the IRT is mainly
applied chiefly because of the simplicity of its
logic, which can be seen later.

If the difference (bn − di), called ‘logit’ by
Wright (1977), is used as basic exponent e,
then

e0 ( )n i 3# #-b d

Carrying out the corresponding calculations
and applying limits, one can obtain the follow-
ing expression between intervals 0 and 1:
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Given parameters bn and di, this formula is an
estimate of the probability that tourist n will
give item i a score of 1. The relationship can
be expressed as proposed by Rasch (1980):

/P X
e

e1
1 ( )

( )

ni n i n i

n i

= =
+

b d
-

-

b d

b d

# -

This is the formula that Rasch obtained
by developing the Theory of Latent
Variables. The complementary probability for
Xni = 0 is
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Rasch’s formula for the degree of satisfaction
that does not give the probability that tourist n
will give item i a score of x, where x has a
value between 1 and 4, can be expressed in
the following way:
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For each of the different categories, parame-
ters bn and di are estimated by the maximum
probability method using algorithms PROX
and UCON (Wright and Linacre, 1992).

According to this model, the level of satis-
faction is conceived as a continuum, along
which the items and tourists are situated, with
a sole dimension: the level of satisfaction. The
variable makes it possible to visualize satisfac-
tion as a measure located at a given point
along a line (Fig. 27.1).

For Wright and Stone (1979) the purpose
of giving a person a test is to estimate the posi-

tion on the line that is implied by the said test.
The level of satisfaction is conceived as a line
along which the items and tourists are situated
with the point of least satisfaction on the
extreme left and that of greatest satisfaction on
the extreme right. The items are represented
by the symbols d1,d2,...,di, and tourist satisfac-
tion by b1,b2,...,bi.

Figure 27.2 represents the way in which
the satisfaction of tourist bn with items d can
be plotted along the satisfaction continuum
according to the position of the latter. The
measure of tourist b has an expected result of
3, which means, as can be seen in Fig. 27.2,
that he or she is satisfied with items d1, d2 and
d3, because his or her measure is greater than
the measure for these three items.
Nevertheless, the tourist is not satisfied with
item d4 because his or her measure is lower
than the measure for this item.

Measurement and analysis using 
the Rasch Model

To measure the level of satisfaction, the Rasch
Model was applied to the 150 completed 
questionnaires, using the BIGSTEPS computer
program created by Wright and Linacre
(1992), the results of which are shown in
Tables 27.1 and 27.3.

Table 27.1 shows the order of the 32
items arranged from those with the lowest
measure to those with highest. The columns
contain the following information:

● Entry no. The number identifying each item
according to the order in which it was intro-
duced into the program.

● Raw score. The total number of points given
to each item (this is not a measure but an
appraisal that is made by the program in
terms of the scores and the number of peo-
ple replying to each item).

● Count. The total number of guests who
filled in the questionnaire.

● Measure. The computer program BIGSTEPS,
created by Wright and Linacre, was used to
calculate the results.

● Standard error. This is the standard error
that accompanies the specific measure, i.e.
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the precision with which the estimate has
been obtained.

● Infit and outfit. These columns contain
unexpected appraisals, based on the stan-
dardization of MNSQ relative to the count
with a mean of 0 and a deviation of 1
(ZSTD). Both are ‘fit’ statistics and in a
Rasch context they indicate how accurately
or predictably data fit the model. Infit means
inlier-sensitive or information-weighted fit.
This is more sensitive to the pattern of
responses to items targeted on the person,
and vice versa. For example, infit reports
overfit for Guttman patterns, underfit for
alternative curricula or idiosyncratic clinical
groups. These patterns can be hard to diag-
nose and remedy. Outfit means outlier-
sensitive fit. This is more sensitive to
responses to items with difficulty far from a
person, and vice versa. For example, outfit
reports overfit for imputed responses,
underfit for lucky guesses and careless 
mistakes. These are usually easy to diagnose
and remedy.

● PTBIS (compute point-biserial correlations).
The correlation between the total raw score
and the measure.

Methods

The survey described here was carried out in
five stages: (i) selecting the items; (ii) determin-
ing the latent variable; (iii) preparing the ques-
tionnaire; (iv) conducting fieldwork; and (v)
measuring and analysing the results using the
Rasch Model.

In a pilot survey, a questionnaire con-
taining 80 items was given to a sample of ten
people who were chosen at random with the
sole objective of checking the structure of the
questionnaire’s items. As a result it was dis-
covered that many of the items gave the same
measure, which in turn made it possible to
group them together in more global item cat-
egories with the object of minimizing infor-
mation loss and shortening the questionnaire
to the 32 items (see Table 27.2). For
instance, the original items ‘folklore festivals’,
‘concerts’ and ‘miscellaneous cultural activi-
ties’ were grouped together as one item ‘con-
certs and festivals’. Likewise, the items
‘historical importance’, ‘artistic and architec-
tonic characteristics’ and ‘archaeological
remains’ were grouped together as ‘town
centre of Marbella’.

The measure

The measure

Fig. 27.1. The continuum.

Fig. 27.2. The tourist satisfaction continuum. Source: adapted from Wright and Stone (1979).
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Table 27.1. Tourist statistics: measure order.

Raw Infit MNSQ Outfit 
Entry no. score Count Measure Error ZSTD MNSQZSTD PTBIS Tourist

146 73 25 71.3 3.4 1.20 0.3 2.26 1.0 −0.17 DC.5*.2.H.POR.LIB.1W.CA.UNIV.1
16 68 24 66.9 2.5 1.37 0.7 1.94 1.2 −0.25 GU.4*.5.M.ESP.JUB.3W.CA.PRIM.0

149 68 24 66.8 2.5 0.67 −0.8 0.44 −1.2 0.63 DC.5*.3.H.KUW.EMP.2W.CA.UNI.+3
105 89 32 65.9 2.0 1.81 1.9 0.96 −0.1 0.58 LM.5*.3.M.ESP.LIB.2W.CA.UNIV.2
37 70 26 64.1 1.9 2.08 2.4 1.77 1.5 0.33 EF.4*.5.H.ESP.AUT.2W.CA.UNIV.0
31 78 29 64.0 1.8 1.58 1.6 1.11 0.3 0.56 EF.4*.5.M.ESP.FUN.3W.CA.UNI.+3

116 73 27 63.5 1.9 0.75 −0.8 0.71 −0.8 0.51 PR.5*.3.M.U.K.OTR.2W.SO.SECU.0
144 80 30 63.4 1.7 1.43 1.2 1.26 0.7 0.43 DC.5*.3.M.LUX.OTR.2W.CA.SECU.2
80 69 26 62.9 1.9 1.38 1.0 1.96 2.0 0.14 CB.4*.2.M.ESP.OTR.2W.SE.UNIV.0

118 66 25 62.8 1.9 2.12 2.6 1.73 1.6 0.26 PR.5*.3.M.POR.LIB.1W.CA.SECU.2
36 71 27 62.5 1.8 0.80 −0.7 0.69 −1.0 0.62 EF.4*.2.H.ESP.EMP.2W.CA.UNIV.2

139 71 27 62.2 1.8 0.85 −0.5 1.07 0.2 0.34 DC.5*.4.M.ESP.OTR.2W.CA.SECU.1
136 69 27 61.4 1.7 0.83 −0.6 0.85 −0.5 0.36 DC.5*.4.M.ESP.OTR.1W.CA.SECU.1

6 82 32 61.4 1.5 0.99 0.0 0.86 −0.5 0.51 AP.4*.4.M.ESP.OTR.3W.VI.UNIV.0
115 67 26 61.3 1.7 0.89 −0.4 0.80 −0.7 0.65 PR.5*.1.M.ITA.EST.1M.SO.UNIV.1
107 62 24 61.3 1.8 0.80 −0.6 0.75 −0.8 0.59 PR.5*.3.H.ESP.EMP.1W.CA.UNIV.1
64 74 29 61.2 1.6 1.67 2.0 1.20 0.6 0.67 MD.4*.3.H.ESP.OTR.2W.CA.SECU.2
4 63 25 60.7 1.7 1.61 1.7 1.83 2.1 0.07 AP.4*.3.M.ESP.EJE.2W.CA.UNIV.2

41 74 29 60.6 1.6 0.89 −0.4 0.87 −0.5 0.27 EF.4*.3.M.U.K.AUT.2W.CA.SECU.2
97 75 30 60.5 1.5 1.20 0.7 0.96 −0.1 0.56 LM.5*.2.H.ESP.EJE.3W.CA.UNIV.1

117 59 23 60.4 1.8 1.21 0.6 1.21 0.6 0.21 PR.5*.2.H.JAP.EMP.1W.CA.UNIV.1
30 75 30 60.2 1.5 1.36 1.2 1.44 1.4 0.11 GU.4*.2.M.MEX.EMP.2W.CA.SECU.1
40 73 29 60.1 1.5 1.00 0.0 0.97 −0.1 0.12 EF.4*.3.H.U.K.EJE.2W.CA.SECU.2
5 65 26 59.6 1.6 1.08 0.3 0.93 −0.3 0.72 AP.4*.2.H.ESP.FUN.1W.CA.SECU.0
7 65 26 59.6 1.6 1.08 0.3 0.93 −0.3 0.72 AP.4*.1.M.ESP.FUN.1W.CA.SECU.0

52 68 28 59.5 1.5 1.48 1.5 1.22 −0.8 0.73 RA.4*.1.M.ESP.OTR.3W.SO.UNIV.0
98 78 32 59.5 1.4 1.68 2.2 1.59 1.9 0.34 LM.5*.1.H.ESP.EJE.1M.SO.UNIV.0

109 68 28 59.5 1.5 1.15 0.5 1.00 0.0 0.54 PR.5*.3.H.USA.EMP.2W.CA.UNIV.0
142 70 29 59.3 1.5 1.01 0.0 1.01 0.0 0.35 DC.5*.5.H.ESP.EMP.2W.CA.SECU.1
96 66 27 59.3 1.5 0.91 −0.3 0.99 0.0 0.50 LM.5*.3.H.ESP.LIB.1W.CA.UNIV.3
14 75 31 59.3 1.4 0.84 −0.6 0.89 −0.4 0.22 AP.4*.1.M.U.K.EJE.2W.CA.SECU.1
38 53 30 52.1 1.2 1.00 0.0 1.04 0.2 0.24 EF.4*.3.H.ALE.EJE.2W.CA.UNIV.0
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46 47 27 52.0 1.3 1.01 0.0 0.94 −0.2 0.40 RA.4*.1.M.ESP.EST.2W.SO.UNIV.0
26 48 27 52.0 1.3 1.28 1.0 1.25 0.9 0.44 GU.4*.2.H.ESP.LIB.2W.CA.UNIV.0
15 53 31 51.7 1.2 1.29 1.1 1.28 1.1 0.70 AP.4*.5.H.U.K.JUB.1M.CA.UNIV.0

143 46 27 51.7 1.3 0.87 −0.5 0.91 −0.4 0.69 DC.5*.5.H.ESP.EMP.2W.CA.SECU.1
69 43 25 51.6 1.3 0.96 −0.2 0.96 −0.1 0.73 MD.4*.3.M.ALE.EJE.3W.CA.SECU.0
88 40 23 51.6 1.4 1.22 0.8 1.24 0.8 0.49 CB.4*.3.H.USA.LIB.2W.CA.UNIV.2
75 47 28 51.6 1.2 1.81 2.6 1.77 2.5 0.28 MD.4*.1.M.SUI.OTR.2W.SO.SECU.0
60 43 24 51.6 1.3 0.80 −0.8 0.81 −0.7 0.45 RA.4*.2.H.U.K.LIB.1W.CA.SECU.2
55 43 25 51.5 1.3 0.69 −1.3 0.73 −1.1 0.52 RA.4*.3.M.POR.OTR.1W.CA.UNIV.1
56 50 29 51.4 1.2 1.61 2.1 1.69 2.3 0.29 RA.4*.3.H.FRA.AUT.1W.CA.UNIV.1

134 46 28 51.3 1.2 0.85 −0.6 0.87 −0.5 0.65 DP.5*.1.H.ESP.EMP.3W.SO.SECU.0
104 36 21 51.1 1.4 2.20 3.1 2.21 3.1 0.14 LM.5*.2.M.USA.EMP.1W.CA.UNIV.0

2 48 29 51.1 1.2 0.20 −5.0 0.21 −4.9 0.80 AP.4*.2.M.ESP.EMP.2W.CA.UNIV.0
9 48 29 51.0 1.2 1.88 2.9 1.88 2.9 0.28 AP.4*.1.H.U.K.EST.1W.SO.UNIV.0

130 33 19 50.9 1.5 0.24 −3.7 0.24 −3.7 0.76 DP.5*.4.H.FRA.EMP.2W.SO.UNIV.0
126 35 21 50.6 1.4 0.57 −1.8 0.62 −1.5 0.56 DP.5*.4.H.ALE.LIB.2W.CA.UNIV.0
58 48 30 50.4 1.2 0.99 0.0 0.96 −0.2 0.53 RA.4*.1.H.U.K.EST.2W.SO.UNIV.0
57 50 32 50.3 1.1 0.74 −1.2 0.74 −1.2 0.53 RA.4*.1.M.U.K.EST.2W.SO.UNIV.0
43 43 28 50.1 1.2 0.97 −0.1 0.96 −0.1 0.52 EF.4*.3.M.U.K.EJE.2W.CA.SECU.1
87 36 23 49.9 1.3 0.74 −1.0 0.75 −1.0 0.60 CB.4*.2.H.JAP.OTR.1W.CA.UNIV.0
84 41 27 49.7 1.2 0.14 −5.6 0.15 −5.6 0.88 CB.4*.3.H.ESP.EMP.2W.CA.UNIV.1

133 21 13 48.7 1.8 0.24 −3.0 0.23 −3.1 0.69 DP.5*.3.H.U.K.EJE.1W.CA.UNIV.0
3 39 29 48.6 1.2 0.69 −1.5 0.70 −1.4 0.70 AP.4*1.M.ESP.EST.1W.CA.UNIV.0

12 34 25 47.9 1.3 1.36 1.2 1.44 1.5 0.28 AP.4*.3.H.POR.EMP.1W.CA.SECU.1
147 35 29 46.9 1.2 1.35 1.3 1.35 1.3 0.50 DC.5*.3.H.CAN.AUT.2W.CA.SECU.2
71 22 15 46.5 1.6 1.11 0.3 1.12 0.4 0.25 MD.4*.1.H.BELL.LIB.1W.CA.SECU.1
19 30 26 46.2 1.2 1.03 0.1 1.05 0.2 0.38 GU.4*.5.H.ESP.JUB.3W.CA.UNIV.0
73 21 15 45.9 1.6 0.85 −0.5 0.86 −0.4 0.26 MD.4*.1.M.BEL.LIB.1W.CA.SECU.1

Mean 56 27 55.7 1.4 1.02 −0.2 1.01 −0.2

SD 12 3 4.3 0.3 0.44 1.6 0.43 1.6



320 José L. Santos-Arrebola

Tourist satisfaction has a fairly important
psychological component, which is the result
of comparing generated expectations with
those perceived, thus producing a series of
underlying characteristics in each individual,
which are ‘unobservable’ and which determine
his or her way of responding to the items. This
is known as the latent variable.

In latent variable theory, it is assumed that
there exists a variable – in this study, level of
customer satisfaction – and a probabilistic rela-
tionship between this variable and each one of
the items used. The score of an individual, i.e.
his or her position on the scale of the variable,
is not determined by measurement but esti-
mated from the response of the said individual
to a series of items.

For Hambleton and Cook (1977), a latent
variable model specifies a relationship between

the observable performance in the test and
the unobservable characteristic that is sup-
posed to underlie the test’s evaluation. The
relationship between ‘observable’ and ‘unob-
servable’ quantities is described by a mathe-
matical function. Wherefore, latent variable
models and ‘mathematical models’ try to
explain the response process to the item.
These latent variable models focus not only on
the overall result of the tests but also on the
interaction between a person and an item.
The properties of the items, as a measure-
ment tool, are described in terms of the indi-
viduals to whom they are applied.

In the case under study, the latent variable
was determined by the level of satisfaction of
tourists staying at 4- and 5-star hotels in
Marbella. The items chosen to measure this
contained all the indicators that, in the opinion

Table 27.2. The 32 items included in the questionnaire.

1. Natural surroundings
2. Climate
3. Town centre of Marbella
4. Puerto Banús (Marina)
5. Street cleanliness
6. Street safety
7. Hawkers
8. Begging
9. Traffic congestion

10. Parking
11. Concerts and festivals
12. Quality of hotel service
13. Quality of restaurant service
14. Quality of beach restaurant service
15. Quality of café service
16. Hotel prices
17. Restaurant prices
18. Beach restaurant prices
19. Café prices
20. Taxi tariffs
21. Entertainment and nightlife in Marbella
22. Facilities for playing golf
23. Facilities for playing tennis
24. Facilities for practising water sports
25. Cleanliness of the seawater
26. Cleanliness of beaches
27. Pleasant attitude of the locals
28. Restful atmosphere
29. Prestige of the destination
30. Satisfaction with Marbella as it is
31. Satisfaction with Marbella as it was 5 years ago
32. Satisfaction with improvements carried out by the town council
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of the author, described the level of satisfaction
of tourists visiting the resort.

The Rasch Model provides misfits with
the two parameters: items and people. The
columns ‘infit’ and ‘outfit’ contain these mis-
fits, which in the case of the Rasch Model have
a standard deviation greater or less than 3.
Positive value indicates that the items have
been overrated by the people taking part in the
survey, and negative indicates that they have
been underrated, which signifies that in evalu-
ating the items the tourists disagreed with each
other. High misfits indicate a discrepancy
between the score given by each person and
the score each item should receive in relation
to the scores for the rest of the items, accord-
ing to the estimation of the parameters. ‘Infit’
evaluates how the questions are answered most
suitably and ‘outfit’ measures the consistency
with which tourists answer the questions. It must
be noted that the misfits are not eliminated but
analysed individually. Likewise, the misfits help
to discover whether the people taking part in the
survey answered the questions seriously or not.
Hence, it is possible to conduct a more in-depth
study of their socio-demographic profile by
analysing the causes of the misfits.

As regards items, misfits included Puerto
Banús, climate, parking, cleanliness of seawa-
ter, Marbella as it was 5 years ago, and golf.
Out of the 150 tourists taking part in the sur-
vey, 17 gave misfitting answers to some of the
questions.

The final questionnaire was written in
Spanish and English, all other languages hav-
ing been discarded since most of the hotel
guests spoke the latter. The four possible
replies to each item were as follows:  (i) bad; (ii)
average; (iii) good; and (iv) very good. These
four categories were chosen as it was assumed
that they corresponded to the levels of satis-
faction with the items and because they coin-
cided with the categories used in the
questionnaires with which the reception desks
at the hotels used in the survey were provided.

The fieldwork involved asking 150
national and foreign tourists to fill in a ques-
tionnaire, and was carried out during the first 2
weeks of August 1996 at a number of 4- and 
5-star hotels in Marbella. The 5-star hotels were
Puente Romano (PR), Los Monteros (LM), Don
Pepe (DP) and Don Carlos (DC) and the 4-star

hotels, Andalucía Plaza (AP), Coral Beach (CB),
El Fuerte (EF), Guadalmina (GU), Marbella
Dinamar (MD) and Rincón Andaluz (RA).

The Sample

The sample distribution was carried out by
proportional allocation to the sizes of the
hotels of both categories. Over a period of 2
weeks, 150 guests – based on previous studies,
the proportion of Spanish and foreign tourists
was 54% and 46%, respectively – were chosen
randomly on arrival at the reception desk of
the hotels used in the survey and were asked to
fill in the questionnaire. In the event that a
guest refused to do so, the next random num-
ber was chosen using a coherent apportion-
ment criterion in all the hotels involved. There
were no open-ended questions, so if a person
taking part in the survey gave an anomalous
answer, i.e. when he or she answered in jest,
the Rasch Model classified it in the section
called ‘misfits’ (see the aforementioned expla-
nation). In any event, the Rasch Model pro-
vides the measure of each item.

Results

Item order

The Rasch Model makes it possible to arrange
all the items (Table 27.1) from those with the
lowest measure to those with the highest. As
mentioned earlier, the least satisfying items are
located at the top of the list and the most satis-
fying at the bottom. The explanation for this is
that the items with lower measures are located
at the beginning of the line and are exceeded
by the greatest number of subjects taking part
in the survey, thereby giving them satisfaction.

The climate is the most satisfying item of
all followed by street safety and cleanliness,
both the responsibility of Marbella Town
Council. Next on the list are golf and the qual-
ity of hotel service. The three items related to
strong holiday motivations are restful atmos-
phere, nightlife and facilities for playing tennis.

The elimination of bothersome features
such as begging and hawking satisfied the
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tourists taking part in the survey, as did those
concerning the attractiveness of the town such
as the natural surroundings, the town centre
with all its improvements, Puerto Banús, pleas-
ant attitude of the locals and Marbella.

As has been already mentioned, unsatis-
factory items include parking and traffic con-
gestion, which reveal the need to reduce
traffic and provide more parking spaces to
meet the needs of a greater number of
tourists travelling by car. Two more items
that cause a lot of dissatisfaction are the
beaches and the seawater; the quality of the
latter has suffered from the population
increase and the full sanitation of the Costa
del Sol has yet to be completed. According to
these appraisals, keeping the seawater and
beaches clean are the two problems that
should be tackled as soon as possible in order
to increase tourist satisfaction.

Another group of items that causes great
dissatisfaction is prices. In Marbella, café prices
cause most dissatisfaction followed by taxi tar-
iffs, beach restaurant and restaurant prices, and
lastly hotel prices. Those taking part in the sur-
vey voiced the need for hotel owners to control
existing price levels in Marbella in order to
increase tourist satisfaction.

With reference to the items concerning
service quality, people taking part in the survey
were dissatisfied with the service in cafés and
beach restaurants. Lastly, it is worth noting
that the items dealing with concerts and festi-
vals, as well as with water sports, were deemed
unsatisfactory. Promoting cultural activities
and water sports with the organization of
events aimed at palliating this problem should
be a future objective.

Tourist order

Using the Rasch Model, it is possible to arrange
tourists by the measure obtained by them by
means of proportional analysis. In Table 27.3,
the tourists taking part in the survey are
arranged from top to bottom in order of their
satisfaction. Those above the median are the
most satisfied and those below, the least. Due
to shortage of space, only the first 30 and the
last 30 tourists are included.

The satisfied tourists have been grouped
by hotel category and name, length of stay and
socio-demographic profile (hotel, category,
age, sex, nationality, profession, duration of
stay, marital status, academic qualifications,
number of children). For example, the personal
data for the first guest in the tourist column is
as follows: DC (Hotel Don Carlos), 5* (maxi-
mum category, e.g. 5-star ranking), 2 (age
group), M (male), POR (Portuguese/national-
ity), LIB (liberal/profession), 1W (1 week/dura-
tion of stay), MA (married/marital status),
UNIV (university degree/academic qualifica-
tions), 1 (number of children).

For the proportion analysis, according to
the measure order, the following data can be
obtained from Table 27.3. As regards the dura-
tion of their holiday, the most satisfied tourists
are those whose stay lasted 3 weeks (67%), fol-
lowed by those who stayed a fortnight (51%).
The level of satisfaction as regards stays lasting
1 and 4 weeks was 48% and 45%, respec-
tively. On the subject of the demographic pro-
file of the tourists, women were more satisfied
(53%) with their holiday in Marbella than men
(47%). The most satisfied age group was
51–60 (79%). For the under 30s, 41–50 and
the over 50s age groups satisfaction was 45%.
The Spanish were the most satisfied (60%),
with all foreigners being less satisfied (38%). As
regards profession, miscellaneous professions
(55%), freelancers (55%), businessmen (53%),
liberal professions and executives (48%) were
the most satisfied, students and pensioners
(75%) being the least satisfied. In relation to
marital status, married couples were the most
satisfied (54%), single tourists being less so
(41%). Tourists with a university degree were
less satisfied (48%) than those without a uni-
versity education (55%). Finally, married cou-
ples with children were more satisfied (61%)
than childless couples (52%).

This analysis shows the utility of the
Rasch Model. On the one hand, all the items
have been classified and analysed, revealing
those tourists who were most satisfied with
their holiday in Marbella. On the other hand,
all the tourists have been classified according
to certain characteristics that will be extremely
useful in future analyses. Bearing in mind that
the results were analysed as a whole and that
with future research it would be possible to
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Table 27.3. Tourist statistics: measure order.

Raw Infit MNSQ Outfit 
Entry no. score Count Measure Error ZSTD MNSQZSTD PTBIS Tourist

146 73 25 71.3 3.4 1.20 0.3 2.26 1.0 −0.17 DC.5*.2.M.POR.LIB.1W.MA.UNIV.1
16 68 24 66.9 2.5 1.37 0.7 1.94 1.2 −0.25 GU.4*.5.F.SP.PEN.3W.MA.PRIM.0

149 68 24 66.8 2.5 0.67 −0.8 0.44 −1.2 0.63 DC.5*.3.M.KUW.EMP.2W.MA.UNI.+3
105 89 32 65.9 2.0 1.81 1.9 0.96 −0.1 0.58 LM.5*.3.F.SP.LIB.2W.MA.UNIV.2
37 70 26 64.1 1.9 2.08 2.4 1.77 1.5 0.33 EF.4*.5.M.SP.FREE.2W.MA.UNIV.0
31 78 29 64.0 1.8 1.58 1.6 1.11 0.3 0.56 EF.4*.5.F.SP.BUR.3W.MA.UNI.+3

116 73 27 63.5 1.9 0.75 −0.8 0.71 −0.8 0.51 PR.5*.3.F.UK.OTH.2W.SIN.SECO.0
144 80 30 63.4 1.7 1.43 1.2 1.26 0.7 0.43 DC.5*.3.F.LUX.OTH.2W.MA.SECO.2
80 69 26 62.9 1.9 1.38 1.0 1.96 2.0 0.14 CB.4*.2.F.SP.OTH.2W.SEP.UNIV.0

118 66 25 62.8 1.9 2.12 2.6 1.73 1.6 0.26 PR.5*.3.F.POR.LIB.1W.MA.SECO.2
36 71 27 62.5 1.8 0.80 −0.7 0.69 −1.0 0.62 EF.4*.2.M.SP.EMP.2W.MA.UNIV.2

139 71 27 62.2 1.8 0.85 −0.5 1.07 0.2 0.34 DC.5*.4.F.SP.OTH.2W.MA.SECO.1
136 69 27 61.4 1.7 0.83 −0.6 0.85 −0.5 0.36 DC.5*.4.F.SP.OTH.1W.MA.SECO.1

6 82 32 61.4 1.5 0.99 0.0 0.86 −0.5 0.51 AP.4*.4.F.SP.OTH.3W.WID.UNIV.0
115 67 26 61.3 1.7 0.89 −0.4 0.80 −0.7 0.65 PR.5*.1.F.ITA.ST.1M.SIN.UNIV.1
107 62 24 61.3 1.8 0.80 −0.6 0.75 −0.8 0.59 PR.5*.3.M.SP.EMP.1W.MA.UNIV.1
64 74 29 61.2 1.6 1.67 2.0 1.20 0.6 0.67 MD.4*.3.M.SP.OTH.2W.MA.SECO.2
4 63 25 60.7 1.7 1.61 1.7 1.83 2.1 0.07 AP.4*.3.F.SP.EXE.2W.MA.UNIV.2

41 74 29 60.6 1.6 0.89 −0.4 0.87 −0.5 0.27 EF.4*.3.F.UK.FREE.2W.MA.SECO.2
97 75 30 60.5 1.5 1.20 0.7 0.96 −0.1 0.56 LM.5*.2.M.SP.EXE.3W.MA.UNIV.1

117 59 23 60.4 1.8 1.21 0.6 1.21 0.6 0.21 PR.5*.2.M.JAP.EMP.1W.MA.UNIV.1
30 75 30 60.2 1.5 1.36 1.2 1.44 1.4 0.11 GU.4*.2.F.MEX.EMP.2W.MA.SECO.1
40 73 29 60.1 1.5 1.00 0.0 0.97 −0.1 0.12 EF.4*.3.M.UK.EXE.2W.MA.SECO.2
5 65 26 59.6 1.6 1.08 0.3 0.93 −0.3 0.72 AP.4*.2.M.SP.BUR.1W.MA.SECO.0
7 65 26 59.6 1.6 1.08 0.3 0.93 −0.3 0.72 AP.4*.1.F.SP.BUR.1W.MA.SECO.0

52 68 28 59.5 1.5 1.48 1.5 1.22 −0.8 0.73 RA.4*.1.F.SP.OTH.3W.SIN.UNIV.0
98 78 32 59.5 1.4 1.68 2.2 1.59 1.9 0.34 LM.5*.1.M.SP.EXE.1M.SIN.UNIV.0

109 68 28 59.5 1.5 1.15 0.5 1.00 0.0 0.54 PR.5*.3.M.USA.EMP.2W.MA.UNIV.0
142 70 29 59.3 1.5 1.01 0.0 1.01 0.0 0.35 DC.5*.5.M.SP.EMP.2W.MA.SECO.1
96 66 27 59.3 1.5 0.91 −0.3 0.99 0.0 0.50 LM.5*.3.M.SP.LIB.1W.MA.UNIV.3
14 75 31 59.3 1.4 0.84 −0.6 0.89 −0.4 0.22 AP.4*.1.F.UK.EXE.2W.MA.SECO.1
38 53 30 52.1 1.2 1.00 0.0 1.04 0.2 0.24 EF.4*.3.M.GER.EXE.2W.MA.UNIV.0

Continued
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Table 27.3. Continued

Raw Infit MNSQ Outfit 
Entry no. score Count Measure Error ZSTD MNSQZSTD PTBIS Tourist

46 47 27 52.0 1.3 1.01 0.0 0.94 −0.2 0.40 RA.4*.1.F.SP.ST.2W.SIN.UNIV.0
26 48 27 52.0 1.3 1.28 1.0 1.25 0.9 0.44 GU.4*.2.M.SP.LIB.2W.MA.UNIV.0
15 53 31 51.7 1.2 1.29 1.1 1.28 1.1 0.70 AP.4*.5.M.UK.PEN.1M.MA.UNIV.0

143 46 27 51.7 1.3 0.87 −0.5 0.91 −0.4 0.69 DC.5*.5.M.SP.EMP.2W.MA.SECO.1
69 43 25 51.6 1.3 0.96 −0.2 0.96 −0.1 0.73 MD.4*.3.F.GER.EXE.3W.MA.SECO.0
88 40 23 51.6 1.4 1.22 0.8 1.24 0.8 0.49 CB.4*.3.M.USA.LIB.2W.MA.UNIV.2
75 47 28 51.6 1.2 1.81 2.6 1.77 2.5 0.28 MD.4*.1.F.SWIT.OTH.2W.SIN.SECU.0
60 43 24 51.6 1.3 0.80 −0.8 0.81 −0.7 0.45 RA.4*.2.M.UK.LIB.1W.MA.SECO.2
55 43 25 51.5 1.3 0.69 −1.3 0.73 −1.1 0.52 RA.4*.3.F.POR.OTH.1W.MA.UNIV.1
56 50 29 51.4 1.2 1.61 2.1 1.69 2.3 0.29 RA.4*.3.M.FRA.FREE.1W.MA.UNIV.1

134 46 28 51.3 1.2 0.85 −0.6 0.87 −0.5 0.65 DP.5*.1.M.SP.EMP.3W.SIN.SECO.0
104 36 21 51.1 1.4 2.20 3.1 2.21 3.1 0.14 LM.5*.2.F.USA.EMP.1W.MA.UNIV.0

2 48 29 51.1 1.2 0.20 −5.0 0.21 −4.9 0.80 AP.4*.2.F.SP.EMP.2W.MA.UNIV.0
9 48 29 51.0 1.2 1.88 2.9 1.88 2.9 0.28 AP.4*.1.M.UK.ST.1W.SIN.UNIV.0

130 33 19 50.9 1.5 0.24 −3.7 0.24 −3.7 0.76 DP.5*.4.M.FRA.EMP.2W.SIN.UNIV.0
126 35 21 50.6 1.4 0.57 −1.8 0.62 −1.5 0.56 DP.5*.4.M.GER.LIB.2W.MA.UNIV.0
58 48 30 50.4 1.2 0.99 0.0 0.96 −0.2 0.53 RA.4*.1.M.UK.STU.2W.SIN.UNIV.0
57 50 32 50.3 1.1 0.74 −1.2 0.74 −1.2 0.53 RA.4*.1.F.UK.ST.2W.SIN.UNIV.0
43 43 28 50.1 1.2 0.97 −0.1 0.96 −0.1 0.52 EF.4*.3.F.UK.EXE.2W.MA.SECO.1
87 36 23 49.9 1.3 0.74 −1.0 0.75 −1.0 0.60 CB.4*.2.M.JAP.OTH.1W.MA.UNIV.0
84 41 27 49.7 1.2 0.14 −5.6 0.15 −5.6 0.88 CB.4*.3.M.SP.EMP.2W.MA.UNIV.1

133 21 13 48.7 1.8 0.24 −3.0 0.23 −3.1 0.69 DP.5*.3.M.UK.EXE.1W.MA.UNIV.0
3 39 29 48.6 1.2 0.69 −1.5 0.70 −1.4 0.70 AP.4*1.F.SP.ST.1W.MA.UNIV.0

12 34 25 47.9 1.3 1.36 1.2 1.44 1.5 0.28 AP.4*.3.M.POR.EMP.1W.MA.SECO.1
147 35 29 46.9 1.2 1.35 1.3 1.35 1.3 0.50 DC.5*.3.M.CAN.FREE.2W.MA.SECO.2
71 22 15 46.5 1.6 1.11 0.3 1.12 0.4 0.25 MD.4*.1.M.BEL.LIB.1W.MA.SECO.1
19 30 26 46.2 1.2 1.03 0.1 1.05 0.2 0.38 GU.4*.5.M.SP.PEN.3W.MA.UNIV.0
73 21 15 45.9 1.6 0.85 −0.5 0.86 −0.4 0.26 MD.4*.1.F.BEL.LIB.1W.MA.SECO.1

Mean 56 27 55.7 1.4 1.02 −0.2 1.01 −0.2

SD 12 3 4.3 0.3 0.44 1.6 0.43 1.6
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compile additional information, some very
valuable data were obtained regarding the pro-
files of satisfied tourists.

Conclusions

The processing and analysis of the information
underlying the data processed using the Rasch
Model is an innovation that is being applied to
the tourist sector for the first time. This meas-
ure of the level of satisfaction reveals that the
model is both viable and suitable for measuring
this latent variable. The empirical method used
for analysing the results provides a measure for
the users (tourists) and another for the items.
The study of misfits facilitates a methodology
for determining the causes of the abnormal
behaviour of items and tourists alike.

The analysis of the results revealed that
the most satisfying items in order of impor-
tance were: climate, street safety, golf, quality
of hotel service, relaxing atmosphere, etc. The
ranking of least satisfying items was as follows:
parking, cleanliness of beaches, traffic conges-
tion, cleanliness of seawater, café prices, etc.

Regarding the tourist profile and taking
into account the information contained in both
tables, it is possible to arrive at the following
conclusions:

● The most satisfied tourists are Spanish.
● Women are more satisfied than men.
● The most satisfied age group is 51–60.
● Married couples are more satisfied than

single tourists.
● Married couples with children are more

satisfied than those without children.
● Tourists who stay 3 weeks are the most

satisfied.

● Tourists without higher education are more
satisfied than those with a university degree.

● Professionals, freelancers and businessmen
are the most satisfied.

● Tourists staying in 5-star hotels are the most
satisfied.

Hotel directors and tourism managers could
use studies of this sort to segment markets,
identify customer typologies by their level of
satisfaction, and define market objectives at
which to aim their marketing strategies.
Likewise, the local authorities could use the
study results to improve services that tourists
have been perceived as unsatisfactory – in the
case of Marbella, parking, cleanliness of
beaches, traffic congestion, prices, etc.

This survey opens up new lines of
research involving successive analyses of each
tourist typology in terms of the hotel in
which they stay, their nationality and socio-
demographic profile, and checking the differ-
ent order of the items for each one of them.
The study of the measure order of the items
for each analysis would determine the most
relevant items in each case.

This model differs from other methods,
for instance, ANOVA, factorial analysis, dis-
criminating analysis, to the extent that it is
possible to discriminate each one of the items
by means of the measure, discovering which
items are the most and the least valued, and
taking specific measures of each item.
Likewise, it is possible to analyse the profile
of visitors according to their order, measured
by their degree of satisfaction, and to seg-
ment the market by hotel choice, duration of
stay, sex, nationality, profession, marital sta-
tus, academic qualifications and number of
children.
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Introduction

There are a number of strengths and weak-
nesses associated with edited volumes that
need to be acknowledged and addressed and
this concluding chapter seeks to do this in rela-
tion to the contributions compiled in the pres-
ent book. A brief analysis of the comments
made in reviews of edited books published in
the last 5 years of the Annals of Tourism
Research suggests two main issues to be
addressed in this concluding chapter. The first
and most commonly reported of these was
that a major strength of many edited books
was having a diversity of contributions that
allowed for the stimulation of new research
questions and highlighted tensions and chal-
lenges in the area. The second issue relates to
the use of a concluding chapter to present the
common themes, gaps and issues, and future
directions for research that arise from a diverse
collection of chapters. In particular, the devel-
opment of overall framework to bring together
the various contributions can be seen as a valu-
able addition to an edited book.

In consideration of these review comments,
the aim of this concluding chapter is to set out a
descriptive concept map of the main elements
of tourist satisfaction and to use this to consoli-
date and summarize the contributions in the
book. This conclusion also hopes to highlight

the major themes that can be identified from the
chapters. In addition to describing these major
themes, this chapter also attempts to identify
some of the challenges raised by the research
reported in the contributions, as well as some of
the gaps in the coverage of the book as a whole.
Finally, the chapter concludes with some sug-
gested future research directions in this area.

A Concept Map of Tourist
Satisfaction

Figure 28.1 provides a concept map that sets
out the main components related to satisfac-
tion in tourism and hospitality services and
suggests relationships or links between key
variables. This figure is derived from both the
chapters in this book and the broader literature
on service quality and satisfaction in tourism
and hospitality settings. At the centre of this
concept map lies the core concept of satisfac-
tion. According to Pearce (Chapter 25) satis-
faction can be defined as a post-experience
attitude with a strong emphasis on the evalua-
tive component of this attitude. This is consis-
tent with Dagger and Lawley’s (2003) and
O’Neill’s (2001) reviews, which stressed both
the post-experience nature and evaluative ele-
ments of the concept of satisfaction.



A long-standing tradition in the tourism
and hospitality literature is to limit the use of
the term satisfaction, to refer to the post-con-
sumption judgements of tourists. As noted in
the contributions of Scott (Chapter 5) and
Cooper and Erfurt (Chapter 18), tourism is a
complex phenomenon involving many players
in addition to the tourists themselves. Within
the hospitality literature there has been some
recognition of this with increasing attention
given to tourism and hospitality staff percep-
tions and judgements of service encounters
(see Johns and Mattson, 2003; Anderson,
Chapter 15; Prideaux and Kim, Chapter 19;
Laws, Chapter 20). On the whole though, dis-
cussions of satisfaction in tourism have focused

on the tourist alone. There exists, however, a
substantial literature on destination residents’
post-experience judgements of encounters
with tourists and the tourism system – the area
of social and cultural impacts of tourism. The
reader is directed to Archer and Cooper
(1998) and Pearce and Moscardo (1999) for
major reviews of this area.

This narrow focus on tourist satisfaction
has also resulted in a narrow focus on the out-
comes of satisfaction in tourism contexts.
Generally tourist satisfaction is linked to repeat
purchase, positive word-of-mouth promotion
and, through these, increased revenue. See
Dagger and Lawley (2003), Deery and Jago
(Chapter 2), Kandampully and Kandampully
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(Chapter 9), and Pearce (Chapter 25) for more
details on these links. A more extensive view
of the outcomes of satisfying experiences for
tourists and other players would include con-
sideration of the link between satisfaction and
the development of positive conservation atti-
tudes which may contribute to fewer negative
ecological and other impacts for the host des-
tination (Moscardo, 1999).

Research into the impacts of tourism on
destination communities also provides evi-
dence that well-planned and managed tourist–
host interactions can contribute to improve-
ments in the social and cultural lives of hosts
(Pearce and Moscardo, 1999). A consideration
of enhancements to the quality of life of hosts
leads to the consideration of the long-term
benefits of satisfying tourism experiences for
the guests. The existing tourist satisfaction lit-
erature has been almost exclusively concerned
with the outcomes of tourist satisfaction for
tourism and hospitality businesses. An exami-
nation of the research into the benefits of
leisure for participants (Mannell and Kleiber,
1997) could be a useful extension of tourist
satisfaction research.

The concept map in Fig. 28.1 has three
sets of elements that contribute to satisfaction:
Service Quality, the Tourist, and Other Factors.
This use of three elements builds upon Noe’s
(1999) distinction between instrumental and
expressive attributes of tourist experiences (see
Uysal, Chapter 24, for more details on this
approach). Instrumental attributes are defined
as ‘the means used by the tourist to achieve
some desired end’ and expressive attributes
‘are the psychological or social benefits derived
by participating’ (Noe, 1999, p. 77). Thus
instrumental attributes include all the elements
or variables that are often seen as dimensions
of service quality and that to some extent can
be influenced by tourism managers. Expressive
attributes emerge, however, from the interac-
tion between the tourists and their motives and
the opportunities offered by the tourism setting
to achieve motives. In this approach, a tourist’s
level of satisfaction may be due to factors or
incidents that have little to do with the service
performance of relevant tourism organizations.

The concept map also includes a number
of interactions between these elements recog-
nizing several important processes. The link

between satisfaction and service quality, for
example, indicates that perceived service qual-
ity can contribute to overall satisfaction. It is
also, however, possible that high satisfaction
derived from an expressive element can con-
tribute to an enhanced perception of service
quality (Soutar, 2001). In other words, a tourist
whose satisfying experience is based mainly on
spending time with a rewarding social com-
panion in pleasant weather in a beautiful set-
ting may be predisposed to positively evaluate
other aspects of the experience including the
service performance.

The links between the tourist and all the
other elements in the concept map acknow-
ledge that service encounters, perceptions of
service quality and of satisfaction are all influ-
enced by characteristics and actions of the
tourists themselves. See Santos-Arrebola
(Chapter 27) and Moscardo (Chapter 4) for
examples of the influence of tourist variables
on satisfaction. Most definitions of service
quality, for example, involve the idea that this
is the result of tourists’ comparing perform-
ance against expectations (O’Neill, 2001;
Dagger and Lawley, 2003). In such definitions
it would seem that the outcome depends as
much upon the tourist and their expectations
as upon the actual service performance. In
addition to the expectations, culture has also
been identified as an important variable in serv-
ice performance encounters and service quality
judgements (Prideaux and Kim, Chapter 19).

The ‘other factors’ component includes all
those context elements that can intervene in a
tourist’s experience but which are not directly
under the control of either the tourists or the
tourism personnel. These could include the
weather, the behaviour of travelling compan-
ions and other tourists and interactions with
local residents not employed by tourism organ-
izations. In addition this component could
include broader contextual factors such as
alliances and practices associated with airline
deregulation (Rhoades et al., Chapter 8), des-
tination branding (Scott and Clark, Chapter
26) and restaurant co-branding (Khan,
Chapter 7).

Finally, the concept map includes two
feedback loops connecting the outcomes of
satisfaction back to service performance
and to other factors. In the case of service
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performance several mechanisms can be
described. The positive financial outcomes for
tourism businesses that derive from satisfied
customers, for example, can contribute to
enhanced service performance through invest-
ment in upgraded facilities and equipment and
staff training. Another possible mechanism lies
with increased effort from staff who find serv-
ice encounters rewarding. In a similar fashion,
destination residents who are satisfied with
their tourism encounters may be more friendly
in future encounters. This is an example of the
feedback loop between outcomes and other
factors.

Contributions of this Book to the
Concept Map of Tourist Satisfaction

It is argued here that much of the existing aca-
demic attention in the area of tourist satisfac-
tion and service management has been
focused on tourists alone. Further, this atten-
tion has concentrated heavily on the links
between service performance, service quality
and satisfaction. One of the contributions of
this book is to broaden this focus to include a
wider range of issues and factors. Table 28.1
provides a simple classification of the chapters
in the book that can be used to examine these
contributions in more detail.

Factors that Influence Satisfaction

The present book provides information on a
wider range of tourist settings than has been
typically found in discussions of tourism and
hospitality service management. It also pro-
vides a greater focus on satisfaction as the core
variable of interest allowing for the identifica-
tion of a wider range of variables that can be
related to service management. Moscardo’s
study of wildlife-based tourism (Chapter 4) for
example, found that a number of variables
related to the wildlife themselves, such as the
variety and number seen and their response to
the presence of humans, were significantly
related to tourist satisfaction. Getz and
Carlsen’s study (Chapter 13) of a surfing event
noted that the size of the waves at the time of

the competition was a potential determinant of
visitor satisfaction. Tourists describing their
satisfaction with Marbella rated the climate as
the most satisfying element of their experience
(Santos-Arrebola, Chapter 27). All these
examples highlight the potential importance of
factors other than those usually examined in
studies of service performance and quality.

The Role of Staff in Service
Encounters

Several of the chapters in the present book
analysed aspects of the role of staff and staff
perceptions of service encounters. Pegg and
Suh (Chapter 3), for example, explored hospi-
tality manager attitudes towards service recov-
ery systems, while Anderson (Chapter 15)
described the emotional coping strategies of
front-line service staff in several tourism sectors.
Several chapters reinforced the importance of
empowerment as a tool for enhancing service
performance (Kandampully and Kandampully,
Chapter 9; Anderson, Chapter 15; Pegg and
Suh, Chapter 3). Komppulla (Chapter 11) and
Varini and Diamantis (Chapter 17) describe the
importance of staff skills and training for service
performance. In these areas of staff perspec-
tives on, and involvement in, service perform-
ance the chapters in this book confirm existing
arguments (Kandampully, 1999; Chernish,
2001; Johns and Mattson, 2003).

Cross-cultural Influences on Tourist
and Hospitality Service and

Satisfaction

Prideaux and Kim (Chapter 19) identified the
importance of cross-cultural perceptions of
service performance. This chapter begins an
exploration of an area that has been only
rarely considered in detail in tourist service
and satisfaction research (Mok, 2001).
According to Mok the limited research evi-
dence that is available demonstrates that cul-
tural groups differ on all the components of
satisfaction and service quality set out in the
concept map in this chapter. Such arguments
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Table 28.1. Summary of key characteristics of the chapters.

Main focus Author(s) Chapter Sample Method style

Satisfaction with a Scott 5 N/A N/A
destination Cooper and Erfurt 18 Tourists Quantitative

Scott and Clark 26 Tourists Quantitative
Santos-Arrebola 27 Tourists Quantitative

Satisfaction with a  Deery and Jago 2 Conference Mixture
particular type delegates
of tourism Moscardo 4 Tourists Quantitative

Getz and Carlsen 13 Visitors to a Mixture
surfing event

Yu and Weiler 16 Industry Mixture
representatives,
tour guides, 
Chinese tour
participants

Hudson, Miller 21 Tour operator Quantitative
and Hudson clients

O’Neill and 22 Tourists Quantitative
Charters

Uysal 24 Tourists Quantitative
Service quality Pegg and Suk 3 Managers in a Qualitative

variety of 
businesses

Anderson 15 Accommodation, Qualitative
information 
centre and 
transport staff 
and managers

Prideaux 19 Korean airline Quantitative
and Kim cabin crew

Tools for improving Buhalis, Karcher 6 N/A N/A
service performance and Brown

Krebs and Wall 10 Tourists Mixture
Kamppula 11 N/A N/A
LePelley and Pettit 14 N/A N/A
Kandampully and 9 N/A N/A

Kandampully
Laws 20 N/A N/A

Impact of tourism trends Khan 7 N/A N/A
on service performance/ Rhoades 8 US airline Quantitative
service quality passengers

Varini and 17 Swiss hotel Quantitative
Diamantis managers

Williams and 12 Visitors, business 
Macleod (styles organizations
of development) in 6 European Quantitative

regions
Research methods Hudson, Miller and 21 Tour operator clients Quantitative

Hudson
Pearce 25 Multiple Quantitative 

(meta-
analytic)

Moscardo (CIT) 23 Accommodation Qualitative
guests

Santos-Arrebola 27 Tourists Quantitative

Note: N/A is an abbreviation for not applicable. Mixture refers to the use of both quantitative and qualitative methods.



are also made by Weiermair (2000) who pro-
vides an even more detailed framework for
analysing and understanding the role of
culture in service perceptions.

New Technology and Service
Performance

Another area that the chapters in this book
contribute to is that of understanding the actual
and potential effects of new technological sys-
tems on service performance. Buhalis et al.
(Chapter 6) and Krebs and Wall (Chapter 10)
provide critical analyses of the use of internet
technology to promote destinations and pro-
vide information to tourists. Growing tourist
use of these forms of communication and pro-
motion requires a better understanding of
tourist evaluations of the value and effective-
ness of these new media. Varini and Diamantis
(Chapter 17) researched a different use of
technology and its impact on service quality –
the use of yield management systems in hotels.
In this study, the authors report that hotel
managers’ perceptions of the potential nega-
tive impacts of such systems on guests’ evalu-
ations of service performance are a critical
factor in the adoption of such systems.

Impacts of Major Trends on Service
Quality

The increasing use of computer and information
technologies reported in the previous section is
just one of a number of major trends that have
been identified as impacting on tourism in gen-
eral. Several other major trends and their con-
nections to service quality and satisfaction are
explored across various chapters in this book.
Khan (Chapter 7) and Rhoades et al. (Chapter 8)
provide analyses of the service performance and
service quality implications of restaurant co-
branding and airline deregulation, respectively.
Williams and MacLeod (Chapter 12) introduce
sustainability themes with an analysis of the links
between styles of development and tourist satis-
faction and Cooper and Erfurt (Chapter 18)
extend this with a discussion of tourist satisfac-
tion and sustainability in a World Heritage Area.

Gaps and Challenges

While it was argued earlier that one of the
strengths of this volume is that the contribu-
tions provide a broad and eclectic view of this
area, not all areas of the concept map in
Fig. 28.1 have been given attention in this
book and there is value in identifying some of
the gaps in coverage. For instance, Scott
(Chapter 5) and Cooper and Erfurt (Chapter 18)
suggest that the satisfaction of players other
than tourists is important. But while these con-
tributors highlight this issue, the primary focus
of most of the chapters in the present book is
on the tourist. There is also little attention paid
to the outcomes of tourist and hospitality
experiences other than the tourists’ intention
to repeat, return or recommend their experi-
ences.

At least two chapters, Moscardo (Chapter 4)
and Pearce (Chapter 25), raise concerns about
the role of expectations in the determination
of service quality and satisfaction. Such con-
cerns about expectations have been raised
elsewhere (Gyimothy, 1999; Ekinci et al.,
2001; Gabbott, 2003) presenting a challenge
for those who base their service quality and
service satisfaction research on expectation–
disconfirmation models such as SERVQUAL.
While some of the chapters in this book are
based on SERVQUAL or similar approaches,
most chapters do not explicitly acknowledge
the use of any conceptual model or theory.
Three exceptions are the use of mindfulness
theory from cognitive psychology (Moscardo,
Chapter 4), role theory from sociology (Yu and
Weiler, Chapter 16) and Rasch’s model from
psychometrics (Santos-Arrebola, Chapter 27).

Only one chapter (Prideaux and Kim,
Chapter 19) discusses in detail the importance
of cross-cultural interactions and differences
for understanding and managing service.
While a number of different national and eth-
nic groups are included in the various samples
described in the research chapters in the book,
the analyses in these are not directed towards
understanding culture as a variable of concern.
It could also be argued that most of these
chapters assume homogeneity in tourists with
only a few offering analyses of difference
among tourists in both their satisfaction and
perceptions of service quality (see Moscardo,
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Chapter 4; Santos-Arrebola, Chapter 27). An
examination of the last column of Table 28.1
reveals that quantitative methods dominate in
those chapters that report on research studies.
A greater use of qualitative methods to exam-
ine emic perspectives on these phenomena
might result in greater attention to individual
differences in perceptions of service quality
and satisfaction. Such approaches could also
suggest some different theoretical avenues to
explore.

Future Research Directions

The gaps and challenges identified in the pre-
vious section offer some directions for future
research effort. Specifically, to improve our
understanding and management of tourism and
hospitality of service and satisfaction, we need:

● more analysis of variables related to the
tourists themselves, especially culture;

● more analysis of the nature and role of
expectations;

● to evaluate the applicability of a broader
range of theories;

● to expand the range of players and out-
comes that are studied.

In addition to these topics, the chapters on
satisfaction with tourist experiences and desti-
nations suggest a wider variety of variables that
can influence perceptions of service quality.
This is consistent with existing criticisms of the
application of SERVQUAL in tourism and hos-
pitality that argue that the SERVQUAL dimen-
sions do not incorporate all the relevant
attributes of service encounters in these con-
texts (Fick and Ritchie, 1991; Johns, 1993;
Johns and Lee-Ross, 1997). An alternative
way to look at this issue is to ask if there are
some attributes or dimensions that apply to all
tourism contexts or sectors. It seems likely
that a hierarchy of service attributes could
exist with:

● some attributes that matter in all tourist and
hospitality contexts;

● some attributes that matter only in certain
types or sectors of tourism and hospitality,
such as conference tourism or wildlife-based
tourism;

● some attributes that matter for certain types
of tourist;

● some attributes that are site specific.

Meta-analytic studies, such as that provided by
Pearce (Chapter 25), offer one way to exam-
ine and develop such a hierarchy.
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